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Preface

The 1993 General Assembly, in Senate Joint Resolution 279 and House Joint
Resolution 677, directed JLARC to study the organization, staffmg, management, and
resource needs ofthe Commonwealth's personnel function, in conjunction with the Joint
Commission on Management ofthe Commonwealth's Workforce. The study was directed
to include, but not be limited to, the Department of Personnel and Training (DPT). In
response to these resolutions, this report contains JLARC stafffindings and recommen
dations from a review of the organization and management of DPT. Many of these
recommendations are currently under active review by the Workforce Commission.

The review ofDPT revealed that the department is relatively decentralized as
compared to other states' central personnel agencies, is appropriately organized, and is
adequatelystaffed to perform its statutory responsibilities. MostState agencies reported
that they were satisfied with both the overall operation of the State personnel function
and with the service provision ofDPT.

Of those State agencies that indicated dissatisfaction with the structure and
performance ofDPT, most were large agencies with more complicated personnel needs,
a desire to act independently, and/or a general resistance to the existing controls of the
State's personnel function. Given the fact that these large agencies represent approxi
mately two-thirds ofthe State's workforce, DPT needs to work to improve its relationship
with these agencies and to consider decentralization reform efforts on a case-by-case
basis.

The study also indicated that there are several areas where operational and
management improvements are needed before the performance of DPT can be fully
satisfactory. DPT has failed on several occasions to exercise the initiative necessary to
meet the personnel demands ofa changingworkplace. Major departmental reforms, such
as a managed health care program and a revised personnel policy manual, have been the
direct result of legislative mandates. Internal management problems, including low
morale, poor communication, frequent leadership turnover, and the absence of clear
departmental goals and priorities, have also reduced the effectiveness of the agency.
These and other operational problems are described in detail in the text of the report.

The Director of DPT expressed general agreement with the findings and
recommendations of the study. On behalf of the JLARC staff, I wish to express our
appreciation for the cooperation and assistance extended by State agency directors and
human resource officers, present and former members of the Personnel Advisory Board,
former directors ofDPT, as well as the present management ofthe department. Further,
I would especially like to thank those DPT employees whose desire to help make the
department a better organization resulted in their candid and thoughtful responses to
our interview questions and surveys.

~~
Philip A. Leone
Director

December 15,1993
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consistent direction. Frustrated large agen·
cies are not satisfied with their ability to
operate within the confines of the personnel
system and want greaterautonomy. Oppor·
tunities exist both for improvements within
OPT and with the overall structure of the
State personnel system.

The Virginia Personnel Act establishes
the framework of the personnel function and
identifies both the key entities responsible
for operating the personnel system and the
criteria which they must meet. Although
seven other State entities provide various
personnel·related services, OPT is given
primary responsibility to administer the per·
sonnel function. In fiscal year 1993, the
department was appropriated $5.4 million
and 88 staff to oversee Virginia's personnel
function in the more than 90 State agencies
employing over 110,000 State workers.

The mission of the department is to
"ensure a personnel administration system
based on merit principles and objective
methods of appointment, promotion, trans·
fer, layoff, removal, discipline and otherinci·
dents of state employmenf' consistent with
the requirements olthe VPA. Consequently,
to meet each of the functional requirements
of the Act, the department is organized into
six divisions: Classification and Compensa·
tion; Health Benefits; Personnel Develop·
ment Services; Policy and Personnel Pro·
grams; Equal Employment Opportunity; and
Information Systems.

Senate Joint Resolution 279, of the
1993 Session, asks JLARC to conduct a
study of the organization, staffing, manage·
ment, and resource needs of the
Commonwealth's personnel function in con·
junction with the Joint Commission on the
Management of the Commonwealth's
Workforce (Workforce Commission). The
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\ lrginia'S Department of Personnel and
V Training (OPT) is relatively decentral·

ized, appropriately organized, and sufficiently
staffed to perform its statutory responsibili·
ties. Most agencies are satisfied both with
the overall operation of the State personnel
function and the services provided by OPT.

The department, however, has not ex·
ercised needed initiative in many areas.
The department also suffers from low mo·
rale, frequent leadership tumover, and in·



study directed JLARC to include, but not be
limited to, the Department of Personnel and
Training, the focus of this report. To the
extent that other issues related to the per
sonnel function have been uncovered
through the process of reviewing DPT,they
are brought to the attention of the Workforce
Commission. Additional review olthe State's
personnel function, resulting from issues
raised in this report as well as the ongoing
activities of the Workforce Commission, could
be performed by JLARC staff in the future.

This summary highlights study findings
and recommendations. Detailed discus
sions and supporting explanations are con
tained in the text of the report.

Most Agencies Are satisfied with
the State Personnel Function

With some exceptions, State agencies
appear satisfied with the operation of the
State personnel function. However, large
State agencies are the least satisfied. As
shown In the figure below, 53 percent of

agencies with a MEL over 1,000 wt;re ilUI

satisfied with the personnel function, as com
pared to only 21 percent of agencies with a
MEL under 100. This may be true because
large agencies have more complicated per
sonnel needs, the ability to act Indepen
dently, and are more resistant to the controls
of the State's personnel function.

State agencies also appear satisfied
with the organization and structure of the
personnel system, Including the division of
authority between DPT and line agencies.
There appears to be little duplication or
conflict among the central State entities re
sponsible for the operation of the State per
sonnel function.

The design and structure of DPT ap
pears to allow it to successfully meet the
service and control expectations of most
State agencies. State agencies seem to be
satisfied with the performance of DPT staff.
In addition, agencies report that there is lillie
dUplication or overlap of functions within
DPT.

State Agency Satisfaction with the Personnel Function

Agency MEL: 1 -100 101 - 500 501 -1,000 Over 1,000

19

85,721

9

6,905

24

5,979

34

1,118

Number
of Ag8l1cles:

Total Number
of Employees:

L Sou"",: JLARC staff anaIysi. of ...spon.... 1D Stale agency SUrvey, and 1993 Appropriation Act
------------- ~ .......J
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Line Agency Opinions:

Satisfaction with Present Division of
Authority Between Line Agency and OPT

Percent
Satisfied

Equal Employment OpportunitY 95
Personnel Record Keeping 87
Agency Reorganization 83
Employee Layoffs 83
Employee Training and Development 81
Employee Recruitment 79
Health Benefits 77
Employee Promotions 75
Employee Performance Evaluation 74
Job Classification 63
Employee Compensation 60

Overall Agency Satisfaction,
Present Division of Authority

Percent
Not Satisfied

5
13
17
11
19
21
23
25
26
37
40

86
85
84
82
84
85
84
83
86
85
85

85

Source: JLARC staff analysis of responses to Sta'" agency sUlvey.

Large-Scale Efforts to Further
Decentralize the Personnel
Function Are Not Recommended

Virginia's personnel function is highly
decentralized, relative to other states. Un
like many states, where personnel functions
such as hiring are often performed by a
central personnel agency, Virginia permits a
large number of personnel responsibilities
to be performed by the State agencies. For
example, compared to 12 southeastern
states, Virginia has decentralized signifi
cantly more personnel-related activities to
the line agencies. Because Virginia's present
system is so highly decentralized, the op
portunities forfurtherdecentralization, short
of giving agencies almost total autonomy,
are somewhat limited. State agencies are
generally satisfied with the amount of the
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decentralization authority they already have
been granted, although largeragencies want
more autonomy.

There are however, two areas in which
satisfaction with the decentralization of au
thority is markedly low. Agencies appearto
be least satisfied with their level of decen
tralization authority in the area of classifica
tion and compensation. In addition, larger
agencies and universities appear to want
increased flexibility in the way that they may
operate their personnel function. For ex
ample, although 74 percent of State agen
cies reported that they are satisfied with
their present division of authority in general,
more than one-third of State agencies cite
they are not satisfied with their authority in
the classification and compensation areas.
In particular, the largeragencies and univer-



sities would like increased authority in the
area of classification and compensation.

To better meet unique agency needs,
requests for further decentralization should
be considered by OPT, but on a case-by
case basis only. It is recommended that:

• The Department of Personnel and
Training should assess agency re
quests for further decentralization
authority on a case-by-case basis.
The department could modify exist
ing decentralization memoranda
through pilot testing the impact of
more flexible policies. The depart
mentshouldworkwith the largeragen
cies to streamline the processing of
personnel actions.

OPT Needs to Address Some
Internal Management Concerns

Although staffing and resource levels
of the department appear appropriate, there
are a numberof concerns relating to intemal
management, raised mostly by OPT em
ployees. Many OPT staff appear to have low
morale. Sixty-four percent of OPT staff
disagreed with the survey statement "em
ployee morale is good." Also, 53 percent of
OPT staff indicate that communication within
the agency is poor. This not only affects
employee morale, but also impacts upon the
cooperation and coordination between cen
tral agencies and the line agencies.

Additionally, leadership goals and pri
orities appear unclear to 44 percent of OPT
staff. This may have some relationship to
the fact that turnover in OPT leadership has
been frequent - OPT has had seven direc
tors since 1978. Both are concems among
OPT staff, impacting on agency morale as
well as agency effectiveness.

An additional concem that OPT should
address is the fact that the department has
not formally carried out a responsibility of
the VPA. This requirement obligates OPTlo
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evaluate the performance of State agencies
in carrying out their personnel responsibili
ties. OPT should reinstate such a program,
or provide justification to the General As
sembly as to why this legislative require
ment is no longer appropriate.

• To be in compliance with statutory
requirements, the DepartmentofPer
sonnel and Training should reinsti
tute a program to evaluate agency
effectiveness in implementing State
personnelpolicies. If the department
believes the statutory requirement is
no longer appropriate, or that it can
not comply with the VPA, it should
develop aposition statement citing its
rationale, forpresentation to the 1994
General Assembly.

OPT Needs to Become More
Proactive

In virtually every area of its operations,
the department would benefit from a more
proactive approach to management and
administration. It appears that the agency
could avoid a "crisis management" mode if it
took more initiative to organize and plan
service improvements on an ongoing basis.
For example, the department did not enact
·.e managed care health policy, or revise its

Personnel Policies and Procedures Manual
- both key components of the personnel
system - until the General Assembly di
rected it to do so. Other examples include:

• As OPT's training resources have
lessened, its roles as training facilita
tor and coordinator have become
more important. By comprehensively
surveying agencies on their needs
and coordinating services with other
agencies and the VCCS, OPT could
maximize its limited resources in this
area. Training opportunities that cut
across agencies - such as total qual-



ity management (TQM) and the ori
entation of new State employees 
have not been pursued.

• OPT staff have access to a large
amount of information in their daily
operations. Yet they do nol use it
effectively. Betterutilization ofagency
information could allow OPT to
streamline and improve agency op
erations. For example, in 1992, OPT
received over 8,600 phone calls for
policy assistance. However, OPT did
not maintain records showing which
policies were causing the most confu
sion, or which agencies were calling
the most frequently. If OPT were to
track such information, it could target
those policies needing improvement,
or those agencies in need of addi
tional training.

• OPT's solicitation of policy input from
line agencies has been sporadic.
Where input has been sought, it ap
pears to have yielded some positive
results. Increased and improved uti
lization of line agency input could
improve the policy development pro
cess, enhance communication gen
erally, and potentially minimize re
petitive agency inquiries.

Managementshould take greater initia
tive in developing long-term solutions to the
demands placed on the department, rather
than focusing the bulk of its energy 'and
resources on reacting to specific problems.
It is recommended that:

• The Department of Personnel and
Training shouldassign a higherover
allpriority to proactivelyaddress long
term problems that face the agency.

v

Modifications Needed In Providing
Compensation and Classification
Services

OPT, through the Office of Compensa
tion Management (OCM), is responsible for
maintaining and administering both the State
compensation plan and the State classifica
tion plan. While the performance of these
activities was generally satisfactory, there
were concems with OCM's processing of
agency compensation requests and its con
ducting of special compensation studies.

Agencies also reported that the Classi
fication Review/Specification UpdateProject
(CRlSU), designed to ensure that job posi
tions were allocated correctly and that class
specifications were rewritten to accurately
reflect the work being done by employees,
was beneficial but not timely. Agency com
ments and a review of the project suggested
that OPT should make it a higher priority.

Further consideration should also be
given to "banding" the number of position
classifications used by the Commonwealth.
Evidence suggests that while the State has
moved in the direction of reducing the total
number of position classifications, there is
some resistance to continuing with this prac
tice. In the past two years, the number of
active position classifications used by the
Commonwealth has been reduced from
1,888 to 1,725; a number fewer than the 50
state average of 1,969.

Most State agencies (79 percent) re
ported that for their own department the
current number of position classifications
was either about right (60 percent) ortoo few
(19 percent). Advocates of maintaining the
current number of "unique" position classifi
cations contend that the system yields the
flexibility necessary to operate effectively.
On the other hand, proponents of position
banding argue that a reduced number of
classifications promotes clarity and simplic-



ity. It is therefore suggested that both DPT
and the Workforce Commission continue to
research and explore potential solutions to
the position classification issue. The follow
ing recommendations are made:

- OPT should evaluate and report to
the Workforce Commission on two
components of OCM's processing of
[igency compensation requests: the
expeditiousness of processing, and
the frequency of new hires being
brought into the system at higherpay
than existing employees.

-In order to further reduce the number
ofposition classifications in the State
classification plan, thereby simplify
ing its structure, OPTshould give the
Classification Review/Specification
Update Project a high priority for
completion. Upon completion, project
results should be reported to the
WorJ<force Commission.

Health Benefit Services Warrant
Changes

In 1991 , the General Assembly selected
a managed care, point-of-service plan, titled
Key Advantage, to provide health benefit
services to State and local govemment
employees. This decision required that DPT,
through the Office of State and Local Health
Benefit Programs (OHB), make many com
plex implementation decisions within a six
month time frame. Accordingly, a large
scale, intensive effort was made in the
design and implementation of Key Advan
tage. Given the fact that the implementation
phase is virtually complete, OHB needs to
continue to make improvements to its pro
gram benefit and design process, and to
provide agencies with improved assistance.

A review of the program benefit and
design process used by OHB indicated that
early procedural difficulties generated con-
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siderable, and often unnecessary, concerns
with the final Insurance product. Fifty-six
percent of State agencies reported that they
thought the process needed to be changed.
Specifically, 40 percent of these agencies
cited insufficient use of line agency input.
This problem was compounded by the inac
curate provision of information to agency
benefits administrators, which created a last
ing perception that the process did not work.

Similarly, the communication weak
nesses evident in the program benefit and
design process also negatively affected the .,."
ability of OHB staff to provide regulatory
assistance to State agencies. Policy guid-
ance on Key Advantage was provided piece-
meal and the health b~nefits manual (last
revised in 1989) was not updated to include
the new information. Problems of this na-
ture lessened both agency confidence in
and reliance on DPT services.

State agency responses to a JLARC
survey indicated that the complex area of
health benefits was not always well under
stood by agency benefits administrators.
Despite the importance of well-informed
agency benefit administrators, DPT has no
accurate record of whether or not these
administrators attended training. Lack of
health program knowledge has, in tum, nega
tively impacted the ability of agency benefits
administrators to provide employees with
accurate and timely information. Proce
dural changes are needed to improve agency
confidence in and use of OHB-provided in
formation. Recommendations in this area
include:

- OPTshould work to formally incorpo
rate line agency input into its program
development processes. The use of
employee surveys, task forces, or
focus groups should be more exten
sively utilized, particularly when a
major program initiative such as Key
Advantage is under development.



• Both OPT and OHB need to improve
communication within the agencyand
the accuracy of information provided
extemally. Specifically, the depart
mentneeds to improve the timeliness
and quality of the Health Insurance
Manual. The distribution ofa revised
Health Insurance Manual should be
made a top priority.

• OPT should set a goal of mailing
health benefit Source Books to
agency benefits administrators two
to four weeks prior to the start of the
annual open enrollment period.

• OPT should maintain records on
agency participation in major health
benefits training programs. If it ap
pears thatan agency's levelofpartici
pation is insufficient to accurately in
form State employees, OPT should
coordinate needed training with the
agency.

Training Services of OPT Need
Improvement

The Virginia Personnel Act requires
that DPT "establish and administer a com
prehensive and integrated program of em
ployee training and management develop
ment." In previous years, DPT met this
responsibility by directly providing training
to State agencies. Reductions in training
staff and resources have necessitated that
the department change its training role from
that of a provider to that of a facilitator.
Accordingly, DPT, through the Office of Per
sonnel Development Services (PDS), cur
rently conducts about 10 percent of its total
training activities and contracts out the re
maining 90 percent.

Examination of DPT's training services
suggested there were three areas in need of
change. First, fu rther consideration needs
to be given to the training and career devel-
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opment of all State employees. A friction
exists between agencies' desire to promote
from within and the State's imperative to
have an open employment process.

Similarly, changes may be warranted in
the provision of management training pro
grams, continuing education courses, and
orientation information for new Slate em
ployees. Finally, with respect to the facilita
tion of training, several improvements are
also needed. DPT-initiated training for new
agency heads should be institutionalized.
Likewise, resources such as the Training
Resource Directory and the facilitation of
TOM training efforts should be encouraged.
Suggested recommendations include:

• The Workforce Commission maywish
to study careerdevelopment options
for State employees, including non
supervisors, that do not conflict with
the objectives of equal opportunity
and equal access.

• OPTshouldplace a higherpriority on
management training programs so
that they can be offered more fre
quently to State agencies, especiallY
those of medium size which do not
have substantial management train
ing programs of their own.

• OPT and the Virginia Community
College System should resume ef
forts to assess and meet the profes
sional development needs of State
employees.

• The Secretary of Administration
should develop an inter-agency task
force to develop common orientation
materials for new State employees.

• A training program for all new State
agency heads, coordinated by OPT,
should be institutionalized.



• OPTshouldassess the extentofTOM
initiatives in the Commonwealth and
report to the Workforce Commission
on options for making TOM-related
resources available to State agen
cies.

Changes Needed In OPT's Policy
Development, Information Manage
ment, and Equal Opportunity
Services

In the policy development process, ef
forts need to be made to incorporate more
agency input into decision-making, to im
prove the timeliness with which policies are
issued, and to regularly review and update
the Personnel Policies and Procedures
Manual.

OPT could streamline its operations by
tracking incoming requests for assistance,
especially in areas such as personnel policy
interpretation, where over 8,600 telephone
calls for assistance were received in 1992.
Similarly, in the area of information manage
ment, the department should work to revise
the user's manual for the Personnel Man
agement Information System (PMIS).

The department should continue to ex
plore and develop options for adopting an
Integrated Human Resource Information
System (IHRIS).

Finally, in the area of equal employ
ment opportunity services, the department
should consider evaluating its compliance
review and affirmative action assessment
processes. In the past three years, DPT has
experienced a 50 percent increase in EEO
complaints. Specifically, JLARC staff found
that there were two agencies that received
almost 30 percent of the State total of com
plaints forthis three-year period. OPT shou Id
use the compliance review process to en
sure that discriminatory practices are not
occurring within these agencies. The rec
ommendations related to these areas are:

""I

• Recognizing that there will be occa
sional exceptions due to extenuating
circumstances, OPTshouldestablish
an internal guideline that policies be
issued to agencies at least two weeks
prior to the effective date.

• OPT should regularly review and
evaluate the policies in the Personnel
Policies and Procedures Manual.

• OPTshould develop a system to ana
lyze agencyrequests forpolicy assis
tance or interpretation. The depart
ment should use this analysis to im
prove existing policies, as well as
better identifypolicy training needs in
specific agencies.

• OPTshould revise the users' manual
for the PMIS system to include ad
equate introductory materials fornew
users.

• OPT staff should evaluate causes of
the 50percent rise in EEO complaints
over the past three years. To meet
this objective, the department should
use the compliance reviewprocess to
evaluate the equal employment op
portunity/affirmative action programs
in agencies which have a consistently
high number of EEO complaints.

Issues for the Workforce
Commission to Consider

There are a number of issues that the
Workforce Commission may wish to con
sider to improve the operation of the State's
personnel function. First, there appears to
be no coordinated effort in the area of state
wide human resource planning. Many State
agencies are performing their own human
resource planning, while otheragencieshave
assumed that it is DPT's role to provide such



planning. However, DPT maintains there is
no legislative mandate for the agency to be
involved in statewide, human resource plan
ning. Therefore, DPT has not assumed a
leadership role in this area.

Second, the Personnel Advisory Board
(PAS) appears to have been fairly inactive
and ineffective over the past 15 years. Al
though there have been some recent efforts
to increase the PAS's activity, the Workforce
Commission may wish to reevaluate the role
of the PAS in the State's personnel function.

Third, the Workforce Commission may
want to consider realigning some of the
personnel functions and agencies. Some
options to consider could include:

• the consolidation of DPT and DERC
to coordinate policy and procedural
elements of the grievance process;
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• combining DPT's benefit functions
with benefit functions now located in
other agencies (such as VRS and
workers compensation) to form a com
prehensive human resources depart
ment;

• reconfiguring the PAS to more com
prehensively advise theGovemorand
General Assembly on employee ben
efits.

Finally, theGeneral Assembly may wish
to consider changing the name of the De
partment of Personnel and Training to the
Department for Human Resources Man
agement. This name change would reflect
more current practices in the area of person
nel management.
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I. Introduction

The recruitment, retention, and management ofpersonnel are some ofthe most
important functions of any organization. In Virginia State government, the personnel
function has two principal tiers. The first tier is a group of central policy-makers and
agencies that set, monitor, or administer a core set of policies and programs, including:

• compliance with civil rights acts and other legal requirements;

• guidelines for compensation and classification - policies needed to ensure
that different agencies and institutions provide "equal pay for equal work," a
principal tenet of the Virginia personnel system, and;

• employee benefits, such as health, retirement and leave.

Such policies and programs fall under a number of different central agencies.
The State's principal personnel office is the Department of Personnel and Training
(DPT). The personnel function is also strongly influenced by the G1Jvernor- the State's
chief personnel officer - and the General Assembly, which established a statutory
framework for the system and establishes funding and maximum employment levels.

The second tier of the personnel function consists of the line agencies that
implement and conform to established personnel policies. Within this tier, there is a
broad range ofagencies. Some larger agencies have personnel staffs larger than that of
the State's central personnel office- the Department ofPersonnel and Training. These
larger agencies are capable ofa high degree of autonomous activity. Smaller agencies
may have a single administrative officer, for whom the personnel function is but one of
many activities. Servicing, and to a lesser extent controlling, such a diverse range ofline
agencies has been a growing challenge for central policy-making agencies.

The personnel area has been extremely dynamic in recent years. In the private
sector, corporate down-sizing and the shift from an industrial to a service-based economy
have had wide-ranging implications for employment levels, rates ofpay,andjob security.
The volatility of private sector employment has created additional pressures on public
sector employment. Public sector employment also is being influenced by federal
cutbacks, increased demands for public funding, and a general sense that government
can work better than it does. Many states and the federal government are making
fundamental reassessments of how they do business. An integral element of such
reassessments is an evaluation of the workforce.

Virginia, like the U.S. government and other state and local governments, is
also in the process ofevaluating how it manages its workforce. Senate Joint Resolution
(SJR) 279 of the 1993 Session established a Joint Commission on Management of the
Commonwealth's Workforce (Appendix A). SJR 279 directed the "Workforce Commis
sion" to undertake a comprehensive evaluation of the Commonwealth's compensation,
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personnel, and management policies and procedures. Other elements of the SJR 279
study were to include, but not be limited to:

(1) an assessment of the prospects for simplifying the current 1,888 job
classifications into a smaller number of "bands;"

(2) a review ofState policies on promotions, layoffs, and career development;

(3) a review of the appropriateness of the Commonwealth's compensation
policies, including employee benefits; and

(4) the effectiveness of the Commonwealth's ongoing program of decentrali
zation ofthe personnel function.

The Workforce Commission was instruct!ld to formulate recommendations for
improvements that will foster increased managerial flexibility, employee productivity,
and overall efficiency ofgovernment operations, while at the same time providing needed
protections for employees. These areas are currently under review by the Workforce
Commission and are not the focus ofthis report.

As a provision ofSJR 279, the Joint Legislative Audit and Review Commission
(JLARC) was requested to study the organization, staffing, management, and resource
needs of the Commonwealth's personnel function, in conjunction with the Workforce
Commission. The JLARC study was directed to include the Department ofPersonnel and
Training.

In addition to the SJR 279 mandate, HJR 677 of the 1993 Session directs the
Workforce Commission to review and recommend a strategic approach to meeting the
human resource management needs ofState government (Appendix B). This reso!ution
requests JLARC and several other State agencies to assist the Workforce Commission in
its study.

In response to these resolutions, this report has been designed to address the
organization and management of the personnel function as administered by the Depart
ment of Personnel and Training. While report findings necessarily address functions
which overlap between DPT and other central and line agencies, the overall focus ofthe
report is on DPT's role in the process. Subsequent work by JLARC or the Workforce
Commission may be needed to address additional issues relating to the department or
other components of the State personnel function. One of the purposes of this review is
to identifY such issues.

THE STATE AS AN EMPLOYER

Except for the federal government, the Commonwealth is the largest employer
in the State. According to the VirginiaEmployment Commission, census groupings show
179,584 federal non-military employees as of March 1992. As of June 1993, the State
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employed 113,183 full-time equivalent (FTE) employees. By contrast, the largest single
private employer, the Newport News Shipbuilding and Dry Dock Company employs
approximately 22,000 people.

The employees of the Commonwealth include executive branch classified
employees, university presidents, faculty, adjunct facuity, agency heads, wage employ
ees and employees of the legislative aIldjudicial, and independent agencies. Because of
the complexity of the State's workforce, a single number does not accurately describe its
composition. Of the three branches of government, the executive branch employs the
most people with 109,051 full-time equivalent employees. Excluding wage and adjunct
faculty, 94,357 executive branch employees can be categorized into nine occupational
groups with the greatest number in professional and clerical classifications (Figure 1).
Of the classified employees, 78,351 are full-time equivalent employees covered by the
Virginia Personnel Act. Over one-half(58 percent) of all classified State employees are
Grade 7 or below (Figure 2). State employees earned an average salary of$23,663 as of
June 30, 1993. Details on the composition ofthe workforce are included in Appendix C.

An estimated $3.6 billion ofthe funds spent on direct State programs is allocated
to funding the benefits, salaries, and wages ofState employees (Figure 3). Included in
the estimate are the costs to the State for employee benefits, salaries, wages, and special
payments such as bonuses and early retirement incentives. It is important to note that

,....------------Figure1-------------,

Distribution by Occupational Group
(Magnitude of State Government)

-,---------------------22,101r

Note: Part-time employees counted 88 one employee.
Figure. do not include P-14 wage employ... or adjunct faculty.

Source: Department ofPel'8Onnel and Training.
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Executive Branch FTE Employees
in Classified Pay Grades
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Source: Department ofPersonnel and Training, 1993.

the estimate includes only State money spent for State employees. Federal funds used
to support State employees are not included. State expenditures for its employees
increased steadily from FY 1988 to FY 1991. In FY 1992, however, as a receBBion hit
Virginia, there was a decrease in State expenditures for State personnel services. This
lower level was maintained through FY 1993

The Commonwealth has 1,371 full-time equivalent personnel'professionals,
who are comprised ofState agency human resource personnel and all DPT, Department
ofEmployee Relations Counselors (DERC) and Virginia Retirement System (VRS) staff.
Most of these employees are located in State agenciesand institutions. To measure the
total cost of the State personnel function, data on State expenditures for employee
benefits, salaries, and wages along with data on expenditures for administering the
personnel function were examined. Expenditures for personnel services have declined
since the budget cuts of the early 19908.

Using data from the survey of executive branch agencies, JLARC staff devel
oped an estimate of agencies' costs of carrying out human resource management
responsibilities. In their responses, executive agencies reported that 1,259 agency
employees (or 1,150 FTE positions) devote at least ten percent oftheir time to recruiting
and retaining agency staff through the administration of benefits, training, classifica
tion, and related personnel functions in FY 1993. The agencies also reported that the
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Comparison of Total State Expenditures
To State Expenditures for All

Employee Benefits, Salaries, and Wages
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-Total State expenditures are divided into three major object tiltes: operating expenses, fixed assets, and
debt service expenses. Operating expenses are further divided into PEtrsonal services. contractual services,
supplies and materials, transfer payments, and continuous charges. Fixed assets are further divided into
property and improvements, equipment, and plant and improvements. Debt service expenses are further
divided into obligations and budgetary convenience.

**Includes all State expenditures for employee benefits, full-time and part-time salaries, special payments, and
wages of all State employees. Employee benefits include expenditures for employer retirement contributions,
federal old-age insurance for salaried State employees, federal old-age insurance for wage-eaming State
employees, group insurance, medicaf-hospitalization insurance, and teachers insurance annuity. Safaries
include expenditures for administrative higher education salaries, appointed officials' safaries, classified
salaries, other officials' salaries, overtime salaries, and teaching and research salaries. Special payments
include expenditures for bonuses and incentives, commission and fees, overseas differentiaf compensation,
specified per-diem services, wages and allowances, and work programs. Wages include expenditures for
general wages, graduate assistants, overtime, students, part-time teaching and research, and work-study
student wages.

Source: JLARC staff anelysis of Commonwealth Accounting and Reporting System data.
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estimated total agency cost for these positions in salary and benefits was approximately
$40 million. The ten largest State agencies all operate under decentralized classification
authority with the Department of Personnel and Training (Table 1).

The expenditures for the central personnel administrating agencies - the
Department ofPersonnel and Training, the Department ofEmployee Relations Counse
lors, and the VirginiaRetirement System(VRS)- were also calculated. Their cost in FY
1993 was $17.3 million. Ail shown in Table 2, these agencies' appropriations have
fluctuated over the past ten years.

OVERVIEW OF THE STATE PERSONNEL FUNCTION

The principal framework of the State personnel function is established through .
theVirginiaPersonneIAct(VPA),codifiedinSections2.1-110through2.1-116ofthe Code
ofVirginia. This Act states that its purpose is "to ensure for the Commonwealth a system
ofpersonnel administration based on merit principles and objective methods ofappoint
ment, promotion, transfer, layoff, removal, discipline, and other incidents of state
employment." The main provisions ofthe VPAare summarized in Exhibit 1. Not all State
agencies must confonn to provisions of the VPA-independent, legislative, andjudicial
agencies are exempt. In addition, some individual officers and employees are not covered
by the VPA (Exhibit 2). A detailed history of the VPA is provided in Appendix D. This
study focuses on the personnel function as it relates to State employees covered by VPA.

In that context, the State personnel function is defined to include all those State
activities which involve recruiting, developing, and retaining a qualified, productive
workforce for the Commonwealth. The Governor, as the chief personnel officer of the
State, is responsible for executing the VPA. Major provisions of the VPA relate to the
Department of Personnel and Training, the Department of Employee Relations Coun
selors, the Personnel Advisory Board (PAB), and the line agencies. In addition, personnel
responsibilities have been delegated to the v'irginia Retirement System (VRS), the
Department of General Services (DGS), the Department of Accounts (DOA), and the
Department of Planning and Budget (DPB). This section describes the role of key
participants in the management of the State personnel function.

The Department of Personnel and Training (DPT)

The DepartmentofPersonnel and Trainingis an executive branch agency which
operates under the Secretary ofAdministration. DPT is responsible for establishing and
maintaining a personnel management system for State government, perfonning State
recruitment activities, administering the merit system, and overseeing personnel man
agement in the State agencies. A detailed overview of this department is contained in
Chapter II.
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-------------Table1-------------

The Ten La.l"gest State Agencies and
Total Cost of Their Personnel Functions

State Agency MEL JIT.E.* Total Cost

Department of Transportation 11,600 108 $4,355,406
Department ofMental Health, Mental

Retardation & Substance Abuse 10,934 169 4,910,127
University ofVirginia 9,304 64 2,081,049
Department ofCorrections 8,833 119 4,109,235
Virginia Commonwealth University 8,664 70 2,504,291
Virginia Community College System 6,796 55 2,155,380
Virginia Tech 6,136 36 973,000
State Department ofHealth 4,263 36 1,233,484
Department of State Police 2,316 60 1,977,245

.George Mason University 2,131 23 880,681
Department of Personnel and Training NA 88 $5,427,739

*Full Time Equivalents working in the personnel area.

Source: JLARe staff analysis of State agency survey.

Table 2

Appropriations for Central Agencies
with Personnel Responsibility

Fjscal Year D£T DERO YES Thtal

1985 $3,473,935 $394,440 $12,122,295 $15,990,670
1986 3,882,250 410,950 14,179,420 18,472,620
1987 4,053,364 483,715 7,790,858 12,327,937
1988 4,138,674 493,840 7,623,167 12,255,681
1989 5,867,392 731,195 9,980,920 16,579,507
1990 6,724,472 776,692 10,050,941 17,552,105
1991 6,112,849 839,330 11,965,506 18,917,685
1992 6,108,101 828,865 11,337,917 18,274,883
1993 5,427,739 749,061 11,204,188 17,380,988
1994 5,389,530 823,025 11,202,117 17,414,672

Source: Acts ofAssembly.
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r------------Exhibit1--------------,

Major Provisions of the Virginia Personnel Act
(Sections 2.1-110 through 2.1-116 of the Code ofVirginia)

Purpose

Governor

PAB

OPT

OERC

Agencies

Chapter I: Introduction

The purpose ofthe VPA is to ensure for the Commonwealth a
system of personnel administration based on merit principles
and objective methods of appointment, promotionJ..transfer,
layoff, removal, discipline, and other incidents of ~tate em
ployment.

The Governor is the chief personnel officer; executes the VPA.

An eleven-member Personnel Advisory Board shall advise the
Governor, OPT, and OERC on personnel matters.

...shall establish, maintain, and make recommendations
regarding a classification plan and a compensation plan for
State employees.

...shall design and maintain a personnel information system.

...shall establish and direct a program of employee-manage
ment relations.

...shall establish and administer a system of performance
evaluation.

...shall establish and administer a system of recruitment.

...shall establish and administer a comprehensive and inte
grated program of employee training and management devel
opment.

... shall establish and administer a program of evaluation of
the effectiveness of performance of agency personnel activi
ties.

...shall establish and administer a program to assure equal
employment opportunity to applicants for State employment
and to State employees.

...shall develop, disseminate, and interpret State personnel
policies.

...shall ascertain and annually publish the number of State
employees.

...shall establish and administer a grievance procedure.

...shall conduct a training program on the grievance proce
dure.

...shall establish and maintain personnel standards on a
merit basis.

...shall establish and maintain rosters of employees.
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...-------------Exhibit2:---------------.

Positions Exempt from the Virginia Personnel Act

o Officers and employees for whom the Constitution specifically directs the
manner of selection; (i.e. Sheriffs, Treasurers, Circuit Court Clerks, etc.)

· o Officers and employees oithe Supreme Court and the Court of Appeals;

o Officers appointed by the Governor;

o Officers elected by popular Yote or by the General Assembly;

o Members of boards and commissions however selected;

o Judges, referees, and any other persons appointed by any court to exercise
judicial functions, and jurors and notaries public;

o Officers and employees of the General Assembly;

o Presidents, and teaching and research staffs of educational institutions;

o Officers and enlisted personnel of the national guard and naval militia;

o Student employees in institutions of learning, and patient or inmate help;

o Laborers and temporary employees compensated on an hourly or daily basis;

o County, city, town and district officers, deputies, assistants, and employees;

o The employees ofthe Virginia Workers' Compensation Commission;

o Certain officers and employees of the Virginia Retirement System;

o Certain officers and employees of the Virginia Museum of Fine Arts;

o The following officers and employeesofexecutive branch agencies; those who
report directly to the agency head; additionally, those at the level immedi
ately below those who report directly to the agency head and are at a salary
grade of sixteen or higher (SB 643 employees);

o Sales and marketing employees of the State Lottery Department;

o Production workers for the Blind Sheltered Workshop programs;

o Certain employees of the Medical College of Virginia Hospitals and the
University of Virginia Medical Center who are health care providerS.

Sow-ce: Code ofVirginia. Section 2.1~1l6.
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The Department of Employee Relations Counselors (DERC)

The mission of the Department of Employee Relations Counselors, under the
Secretary of Administration, is to establish and promote a comprehensive program of
employee-management relations and to ensure that the State's grievance procedure
remains a fair and expeditious means of resolving employee complaints. Additionally,
DERC develops supervisory training programs to assist management in addressing
employee concerns and develops alternative processes to resolve workplace conflicts.

Legislative Studies Conducted During the 1970s. In the early 1970s, the
GBneral Assembly addressed the issue of the potential unionization ofState employees.
As a result ofa legislative study, the DepartmentofPersonnel and Training was required
to establish a grievance procedure. In response to employee concerns in the mid-1970s,
the GBneral Assembly conducted additional studies on the rights of public employees in
Virginia.

In 1978, the GBneral Assembly studied the impact of the grievance procedure.
The conclusion was that a comprehensive grievance procedure should be set forth in
statute, and the responsibility for its development given to DPT. At the same time, the
Office of Employee Relations Counselors (now DERC) was created to advise employees
of their grievance rights. In 1984, the Office of Employee Relations Counselors was
separated from DPT and, in 1985, given departmental status. The general consensuS is
that DERC was established as a separate department to allow employees access to an
objective third party which could address their concerns. The directorofDERC was given
the authority to interpret the grievance procedure and to rule on issues of grievability.

Organization, Resources, and Operations. Currently, DERC maintains a
maximum employment level of 13. Appropriations for FY 1993 were set at $749,061.
Personnel costs make up approximately 80 percent ofthe total appropriation. The DERC
has a director and 12 classified positions, including a deputy director, employee relations
counselors, and support positions.

In FY 1992, DERC assisted 2,277 employees on concerns regarding conditions
in the work place, compensation, and discipline. One-halfof these concerns involved the
fair application of State or agency personnel policies. Additionally, DERC conducted
supervisory training for over 1;600 managers in FY 1992, coordinated six personnel
officers' workshops, and provided consultation to 471 managers. The Department also
assisted local entities with regard to their use of the grievance procedure.

Grievance Procedure. The grievance procedure allows all non-probationary
classified State employees to pursue their concerns through a series of three manage
ment steps. If the concern is not resolved at the first step, the employee's concern is then
pursued through successively higher levels of management. In situations where the
management steps have been exhausted, employees are then entitled to a panel hearing.
The objective during the management steps is to find ways to resolve the complaint to the
mutual satisfaction of all concerned with the panel hearing being the last resort. The
grievance procedure also defines which issues are grievable and non-grievable. Those
issues considered non-grievable include wages and salaries, personnel policies and
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procedures, or a failure to promote. Examples of grievable issues include disciplinary
actions, application or interpretation ofpersonnel policies, or complaints of discrimina
tion.

Personnel Advisory Board (PAB)

The Personnel Advisory Board as described in § 2.1-113.1 ofthe Code is a board
consisting ofeleven members representing a cross section ofmanagement, non-supervi
sory employees, and the public at large. Members are appointed by the Governor and
subject to confIrmation by the General Assembly. The purpose ofthe PAB is to advise the
Governor, the director of DPT, and the director of DERC on all matters relating to
personnel administration. In addition, the PAB is responsible for reviewing all public
employer-employee relations throughout the State; reviewing DERC's program of
employee-management relations; and reviewing DPT's training and management pro
grams, compensation and classification practices, benefit programs, and recruitment
practices. The PAB also makes recommendations to improve communications between
employees and agencies and instrumentalities of the Commonwealth. The director of
DPT and the director of DERC serve as ex officio members. The PAB receives staff
assistance from DPT.

Virginia Equal Employment Opportunity Council (VEEOC)

The Virginia Equal Employment Opportunity Council is described in Section
2.1-116. 10ofthe Code as an advisory council composed ofsixteen members selected from
State employees and non-State employees and appointed by the Governor. The Council
is responsible for "monitoring the Commonwealth's equal employment opportunity
practices to assure that such practices fulfill the Commonwealth's obligations ofprovid
ing equal opportunity to all employees and applicants." The director ofDPT's Office of
Equal Employment OpportunityServices serves as the executive secretary to the Council
and provides staff resources as necessary.

Virginia Retirement System (VRS)

The Virginia Retirement System is an executive branch agency which operates
under the Secretary ofAdministration. The VRS exists to provide State employees with
benefIts at retirement, or upon disability or death, and its services are a condition of
employment with the State. Governed by Title 51.1 of the Code of Virginia, VRS is
administered by a seven member Board of Trustees. It is the Board's responsibility to
appoint the director of VRS, who acts as the chief executive officer and serves as its
secretary.

Two of VRS's major responsibilities involve administering the retirement
system and the group life insurance program for State employees. Both ofthese benefits
are administered through the Division of Agency Operations, Benefit Programs and
Services. The retirement system is a statewide multiple-employer public employee
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retirement system which provides pension plan coverage for State employees, teachers
and non-professional employees ofpublic school divisions, andemployees ofparticipating
political subdivisions. Group life insurance benefits are available to full-time permanent
salan I State employees, teachers, and employees of participating political subdivi
sions. Two kinds of group life insurance benefits are provided to active employees 
regular life insurance and accidental death and dismemberment insurance.

Department ofAccounts (DOA)

The Department of Accounts is an executive branch agency which operates
under the Secretary of Finance. The purpose of DOA is to ensure that adequate
accounting records are maintained and that appropriate financial reports are generated
which will ensure that the financial functions of accounting, management, and compli
ance assurance are effectively executed by State agencies. DOA operates the State's
centralized automated payroll system through the Division ofCompliance and Disburse
ments. DOA also works with DPT and State agencies to facilitate child care and medical
reimbursement accounts and the premium conversion program.

Department of General Services (DGS)

The Department of General Services is an executive branch agency which
operates under the Secretary of Administration. DGS administers State government
worker's compensation, liability, and property self-insurance programs through the
Division of Risk Management. This division helps employees who have been injured on
the job with medical expenses, rehabilitative therapy, and compensation for lost wages.
The purpose of the worker's compensation self-insurance program is to get State
employees back towork as soon as possible in order to maintain a healthy workforce. The
Division of Risk Management also provides State employees tort protection (a form of
liability insurance) for wrongful acts which9.ise out of one's employment, such as
discrimination, auto collisions, and slips and falls. Although not an employee benefit per
se, this division also provides property insurance for all properties owned and operated
by the Commonwealth ofVirginia.

The Department of Planning and Budget (DPB)

The Department of Planning and Budget is an executive branch agency which
operates under the Secretary of Finance. As a part of the budget process, DPB is
responsible for recommending the maximum employment level (MEL) for each State
agency. Since the establishment of an agency's MEL directly affects personnel and
employment decisions, DPB is able to use its budget role to influence the operation and
size of the State personnel system.
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Line Agencies

The line agencies are responsible for administering their personnel functions
consistent with the VPA The organization and management of agency-level personnel
functions may differ from agency to agency. Larger agencies may have human resources
departments reporting to the director or a deputy. Smaller agencies may have one or two
people who devote all or a portion oftheir time to personnel administration. Regardless
ofhow agency-level personnel functions are organized, all State agencies have some level
of responsibility for most of the major personnel functions.

Legislative Branch Involvement in the Personnel Function

The Virginia General Assembly has established the statutory framework for the
personnel function through the enactment of the Virginia Personnel Act. This statute,
and related statutory provisions, provide a framework for the division of functions
between the various agencies, institutions, and boards ofState government. The General
Assembly also establishes the funding and employment levels under which agencies
must operate.

In 1993, the Virginia General Assembly created the Joint Commission on
Management of the Commonwealth's Workforce (the Workforce Commission) and
assigned to this Commission three study resolutions:

• SJR 279, a study of the State's human resource policies and procedures;

• HJR 581, a study of the "family friendly" workplace policies; and

• HJR 677, a study ofstrategic planning to meet human resource management
needs of State government.

It is the intent of the General Assembly that, taken together, these resolutions
will comprise a broad review ofthe Commonwealth's personnel management practices,
covering issues such as hiring practices, employee benefits, job classification practices,
and compensation.

While a study ofthis magnitude has not occurred in the past 14 years, this is not
the first time that the General Assembly has directed a review of the State's personnel
system. Ten such personnel studies have been conducted, and each has contributed to
the development of the current personnel system. These studies are summarized in
Exhibit 3. These studies, as well as other factors, have resulted in a system of human
resource management that has evolved into one of the more decentralized in the United
States.
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-------------Exhibit3------------

Major Studies of Virginia's Personnel Management System

~ Key Findings and Recommendations

Commission on Economy and Efficiency

Commission on Simplification and
Economy of State and Local Government

Governors Committee on Consolidation
and Simplification of the Organization
and Management of State Government

Griffenhagen and Associates
(Priva. Consultant)

Virginia Advisory Legislative Council 
Committee on Personnel Administration

Commission on Reorganization of
State Government

Zimmer Commission - Governors
Management Study

Commission on State Governmental
Management (Hopkins Commssion)

Study of Personnel Management witnin
the Commonwealth of Virginia (HD 12)

Plan for Personnel Management
Decentralization and the Biennial Report
on Personnel Management (HD 11)

Joint Commission on Management of
the Commonwealth's Workforce

1918 • Centralized Personnel Function

1922-1925 • Personnel standards to be supervised by a Director
of Personnel

• Created the first uniform classification system

1927 • Centralization of institutibnal revenues and payroll
pre-audits by the Comptroller

1936 • Created classification and compensation plans and the
Civil Service System

1936-1942 '1942 Virginia Personnel Act

1946 • Division of Personnel made equal in rank to the Division
of the Budget (Division of Personnel was established in
1948 with a full time director)

1970 • Cited erosion in service-oriented approach to
personnel function

• Found OPT duplicated line personnel activities of
agencies

• Recommended OPT focus on planning, research,
coordination and audit, aid, and advice

1975 • Decentralization of personnel functions; retain policy
direction in central office; recommended that the
Administration develop a decentralization plan

1977-1978 • Comprehensive recommendations in the areas of
employee development; classification and wage and
salary admnistration; performance appraisal; and
communications

• Cited need for greater decentralization of operating
personnel admnistration programs but maintenance of
centralized personnel management policies

1979 • Established the following strategic requirements: (1)
strengthen personnel policy development; (2) reorganize
personnel staffs in State agencies; and (3) establish
accountability by evaluating effectiveness

• Identified goals and objectives for OPT and specific tasks
to be delegated to agencies (recruitment, record-keeping,
classification)

1993-0ngoing • Study of human resource policies and procedures
• Study of "family-friendly" policies
• Study of strategic human resource planning

Source: Report by Division of Legislative Services to the Workforce Commission, May 26,1993.
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DECENTRALIZATION OF VIRGINIA'S PERSONNEL FUNCTION

While Virginia, relative to other states, has decentralized many ofits personnel
functions, such as direct hiring ofstaff, the degree ofdecentralization remains a matter
of concern to some agencies.

Ironically, the roots of Virginia's relatively decentralized personnel system
began with recommendations to establish a central personnel function by a 1918
Commission on Economy and Efficiency. By 1926, the Governor had been given control
over agency pay practices. Subsequently, a merit system was established in 1942, with
the enactment of the Virginia Personnel Act. As noted in a May 26,1993 Division of
Legislative Services paper to the Workforce Commission, however:

It appears that while the thrust in the first halfof the century was to
centralize, the leaders soundly rejected a control-based civil service
system. Early designers saw the role of the central agency as a
facilitator, coordinator, and provider of services to agencies.

While the impetus to central control seems to have grown and waned in
succeeding years, the system has lacked many of the onerous central controls that
characterize states that went through "spoils" periods of corruption and patronage.
Reflecting this history, Virginia's personnel system remains decentralized relative to
other southeastern states.

In 1991, the National Association of State Personnel Executives (NASPE)
surveyed the 50 states and Puerto Rico to identify which of29 personnel functions, such
as classification or recruitment, were performed by central personnel agencies (for
example, an agency like DPT), other centralized agencies (for example an agency like
DPB), or by the line agencies. In Virginia, only three of these functions are performed
by central agencies, only one - the administration of an automated human resource
management information system is performed solely by the central personnel agency
(Table 3). In comparison, 12 other Southeastern states reported that their central
personnel agencies performed from a minimum of nine to a maximum of24 personnel
functions. Nine of the 13 states had at least 11 functions that were performed by their
central personnel agency (not shown on table). Also, according to the NASPE survey, no
other state in the Southeast has more functions decentralized to the line agencies than
Virginia (Table 4). Virginia, as well as North Carolina and Kentucky have four fully
decentralized services.

Beyond the fact that some personnel functions are either fully centralized or
fully decentralized, some states reported using a combination ofcentralized and decen
tralized personnel functions. Virginia has used this method to operate a number of
personnel functions such as classification, compensation, recruitment, selection, perfor
mance evaluation, and position audits. Alabama, Florida, Georgia, Louisiana, and
Maryland also rely on this method ofpersonnel administration.
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--------------Table 3--------------

Number of States with Centralized and Decentralized
Functions of State Personnel Administration

Personnel Function

Administers Mer~ Tests
Establishes Qualifications
Provides HRIS
Human Resource Planning
Classification
Compensation
Recruitment
Selection
Performance Evaluation
Position Audits
Employee Promotion
Employee Assistance
HR Development Training
Employee Health Wellness

Programs
Affirmative Action
Labor and Employee Relations
Collective Bargaining
Grievance and Appeals
Retirement
Employee Incentive Productivity

System
Employee Attitude Survey
Child Care
Workers' Compensation
Group Heallh Insurance
Flexible Benefits
Deferred Compensation
Drug Testing
Budget Recommendations
Legislative Liaison

Centralized

34
41
:i!~[

10
34
44
15

8
17
36

9
24
26

29
17
26
27
23

1\4:

30
14
20
!tIt
45
38
45

8
39
29

Decentralized

o
ilJit?

1
o
2

12
11

3
22

9

3

6
3
3
2
1
o

3
9

2
o
o
1
o

11
o

Combination
Centralized!

Decent@lized

10
6
2

16

I
I
:I~i
@,'
16
3

~'t:
7

3
3
5

10

3
7

11
8

Not
Applicable

or No
Response

4
1
8
9
1
1
2
5
o
o
o
7
1

9
1

::[~~
$~i

1
1

iiI
2

o
11

ill
:2?
12

Shaded cells indicate Virginia's method of personnel administration.

Source: NASPE, State Personnel Office: Roles and Functions, Second Edition, 1991.
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-------------Table4,-------------

Personnel Functions in the Southeastern States'"

Number of Number of Number of Combination
Centralized Decentralized Centralized and

~ Functions Functions Decentralized Functions

Alabama 9 1 16
Arkansas 18 3 5
Florida 13 2 13
Georgia 14 2 11
Kentucky 18 4 1
Louisiana 9 0 11
Maryland 16 0 11
Mississippi 15 0 0
North Carolina 13 4 6
South Carolina 19 3 4
Tennessee 20 0 1

West VlI'ginia 24 0 3

·Penonnel functions reviewed for this analyalil are listed in Table 3, page 16.

Total number of functions for each state may not add up to 29 due to state survey:responses. Either information on
particular functioD1l WU not provided to NASPE or the functions were not provided by some &tates.

Source: NASPE, Stat. Per90nnel ()ffia: Rok. and Fundions, Second Edition, 1991. Stale'. pel'llOnnel executive.
were 8urveyed in April 1991 -- 100% response rate.

Since the mid 1970's, there has been considerable debate regarding the degree
to which personnel functions should be decentralized from the central agencies to the line
agencies. A series oflegislative studies in the mid to late 1970's are in part responsible
for generating the debate. In 1975, a legislative study recommended that "to become
completely effective in its management role, it will be necessary for the Division (of
personnel- now DPT) to divest itselfwherever poesible ofall matters that are extraneous
to that central role."

In 1977, another study, published as House Document 12, reviewed the
relationships between the Division of Personnel and the line agencies. The study
concluded that delegation ofauthority to line agencies should occur, but determining the
extent ofthe delegation proved to be difficult. The study did however make recommen
dations for some ways to divide authority in many functional areas.

Finally, pursuant to HJR 34 adopted by the 1978 General Assembly, a plan for
DPT decentralization was developed and presented as House Document (HD) 11 (1979),
titled "The Plan for Personnel Management Decentralization and the Biennial Report on
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Personnel Management." The focus of the plan was to shift personnel activities from a
centralized State personnel system to a more decentralized effort of employee relations
management. House Document 11 specified the administrative responsibilities that
could be decentralized to State agencies and identified the goals and objectives of DPT
necessary to make the shift from a centralized State personnel function to the larger
concept of employee relations management.

Although many changes have been made to the State's personnel system since
the 1970's, including the decentralization of additional personnel functions, some
agencies still appear to hold the opinion that DPT is too centralized in its control. Some
agencies with large and complicated staffing needs, such as the large educational
institutions, as well as other agencies that would like to try more innovative styles of
management, want more flexibility in the administration of personnel - the kind of
flexibility which could be obtained through further decentralization. Indeed, some large
State agencies and educational institutions would seem to prefer virtual autonomy in
this area. However, the overall numbers of agencies which report that they are
dissatisfied with the division of authority between their agency and DPT are not large.
According to the State agency survey, most agencies report satisfaction with the present
division of authority between their agencies and DPT. Agency satisfaction with the
degree of decentralization for specific functions is discussed throughout this report.

JLARC REVIEW

As stated earlier, JLARC's review has focused on the organization, staffing,
management, and resource needs for the Department of Personnel and Training.

Research Activities

A variety of research activities were conducted to complete this study. These
activities included document and literature reviews, interviews with DPT and agency
staff, surveys of DPT and line agencies, and analysis of personnel administration data
collected from other states.

Document Reviews. A number ofdocuments were examined which dealt with
DPT's authority and responsibilities, its organization and operating procedures, and its
service provision. The primary source ofDPT legal authority is the Code o{Virginia,
which was reviewed for applicability to DPT. Additionally, the Governor's Executive
Orders Numbers One (1990) and Six (1990), federal employment laws (Title VII, Age
Discrimination in Employment Act, Americans with Disabilities Act, and the Civil
Rights Act of 1991), and federal health care laws (Proposed Section 125 of the IRS Code,
Health Insurance Credit for Retirees Act) were reviewed for sections relevant to DPT
operations.

The review of DPT's organizational structure and operating procedures in
cluded use of the division manuals, DPT staff position descriptions, a 1992 services
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analysis ofDPT, and copies ofDPT publications such as the Personnel Communique and
thePersonnel Monthly. Available personnel manuals included the Policyand Procedures
Manual (both the existing and the revised copies), the Health Insurance Manual, the
Compensation and Classification Manual, and the two PMIS manuals. The 1992 services
analysis ofDPTprovided information on the appropriations, MEL, established priorities,
mandates, identified customers, and workload for each of the DPT work units.

DPT service provision was evaluated using a variety of program specific
information, including: documents detailing program training offerings, participation
rates, and evaluation summaries; copies ofwritten responses to agency inquiries; copies
of telephone log books noting the frequency of verbal inquiries from line agencies;
examination of several DPT-eonducted surveys of line agencies; review of office work
papers and files; and detailed descriptions of program activities.

Interviews. Structured interviews were conducted with DPT staff, former
directors of DPT, directors of the central agencies identified as having personnel
functions (DOA, DPB, VRS, and DERC), members of the Personnel Advisory Board,
directors and staff of line agencies, and managers from the Division of Legislative
Services. The director, the deputy director, and the six division directors ofthe DPT staff
were interviewed for the study. Many line agency directors and/or human resource
directors were also interviewed.

Mail Surveys. Two primary survey efforts were completed. The first was a
survey of90 executive State agencies and was conducted in July 1993. Executive branch
agencies not surveyed were those that operate as authorities, those with no reported
MEL, small academic institutions which are tied to a larger institution, and agencies that
have no reported State funding in the Executive budget. The survey requested responses
from agency directors concerning each of the following areas: cost, planning, organiza
tion, performance, decentralization, and overall assessment of the State's personnel
function. The response rate for the survey was 100 percent. A copy ofthe instrument and
response frequencies are included at Appendix E.

The second survey was ofall 86 DPTemployees (as ofJuly 13,1993). Thesurvey
population was stratified into two categories - those employees exempt and those non
exempt from the Fair Labor Standards Act. Both groups were asked to respond to
questions dealing with the staffmg and resources of the department. Additionally,
exempt employees were requested to: respond to questions concerning the planning,
organization, performance, and decentralization ofDPT; and provide an overall assess
ment of the State personnel function. The response rate for this survey was 95 percent.
Copies ofthe survey instrument and the respective response frequencies are included at
Appendix F.

Analysis ofData From Other States. To better understand and evaluate the
Commonwealth's personnel system, it was necessary to obtain information on personnel
operations in other states. Accordingly, JLARC staff obtained and analyzed national
personnel reports, reports evaluating the performance of other states' personnel sys
tems, and a sample ofstate personnel policy and procedures manuals. National reports
included: State Personnel Office: Roles and Functions, by the National Association of
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State Personnel Executives and the Council of State Governments; and Civil Service
Reform Survey: January 20, 1993, by the National Association of State Personnel
Executives. Individual state reports included: Comprehensive Review and Evaluation
of Oklahoma's Personnel Function: Full Report, by the Council of State Governments
Interstate Consulting Services Project; Modernizing Maryland's Personnel System: A
Review ofthe State's Personnel System and a Plan for Change, prepared by KPMG Peat
Marwick Management Consultants; Total Quality Management: Implications for South
Carolina State Government, by the State Reorganization Commission; and Uniform Job
Classification Specifications and Job Descriptions: 1991, by the South Dakota Legisla
tive Research Council. The sample of state policy and procedures manuals contained
sources from Delaware, Georgia, Oregon, Pennsylvania, New York, South Carolina,
Tennessee, and Utah.

Report Organization

This chapter has addressed the overall State personnel function and provided
brief descriptions ofthe principal agencies involved. Chapter II focuses on the organiza
tion and management ofDPT. Three of the principal activities ofDPT - classification
and compensation, health benefits, and training - are covered in Chapters III, IV, and
V, respectively. Chapter VI addresses other DPT functions. Issues that cut across the
overall State personnel function are addressed in Chapter VII.
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II. Organization and Management of DPT

The Virginia Personnel Act (VPA) establishes the framework for the State's
personnel function. Consistent with legislative guidance over the past 20 years, the
execution of the personnel function has steadily incorporated a more decentralized
means ofoperation. Decentralization ofthe personnel function has allowed Virginia to
be more progressive than most other states in the administration of personnel.

Consequently, Virginia's Department ofPersonnel and Training, although the
central administrator for the personnel function, shares personnel administration
responsibility with other State agencies. While DPT primarily establishes the rules and
procedures for the operation ofthe personnel function, State agencies have been given a
substantial degree ofdiscretion with which to carry out these procedures. This chapter
and the following four chapters examine DPT's effectiveness in leading, guiding, and
carrying out the legislature's directive for a decentralized personnel function.

The focus ofthis chapter is an evaluation ofthe collective operations ofDPT to
give an overall assessment of the department's internal operations. Evaluation of the
department's internal operations is based primarily on data obtained from the JLARC
surveys of State agencies and DPT employees, and interviews from selected DPT staff,
including the director. The survey of DPT staff was designed to gather employee
perceptions on morale, agency leadership and management, agency staffing and resource
levels, and a variety ofother issues. The survey ofState agencies was designed to gauge
agency satisfaction with the performance ofDPT and the State personnel function.

The subsequent chapters provide an assessment ofthe DPT services furnished
to State agencies. Much ofthatevaluation relies upon information gathered through the
JLARC survey of State agencies. G€nerally, the evaluation is based upon State agency
perceptions and satisfaction with the way in which DPT has provided compensation and
classification, health benefits, training, policy development, information management,
and equal employment opportunity services to their agencies.

G€nerally, DPT has been a supportive partner in the State's decentralized
personnel system. However, departmental leadership and guidance have not always
been consistent or proactive. This review found that the current organization and
structure ofDPT appears adequate to support the missions of the agency. In addition,
the staff of DPT are largely able to meet the performance expectations of other State
agencies with the exceptions of the training function and, for large agencies, classifica
tion and compensation. The department is not, however, fully meeting its own employ
ees' internal management needs nor has it been able to anticipate and respond quickly
to the changing personnel environment. Some changes to departmental internal
operations are recommended.

In one area, the department has not been able to carry out a requirement ofthe
VPA. This requirement obligates DPT to evaluate the performance ofState agencies in
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carrying out their personnel responsibilities. The General Assembly may wish to
reevaluate the need for this requirement.

OVERVIEW OF THE DEPARTMENT OF PERSONNEL AND TRAINING

The Department ofPersonnel and Training (DPT) is the principal central State
agency with responsibilities for the personnel function. The Virginia Personnel Act
(VPA) establishes DPT and assigns to it a variety offunctions (as shown earlier in Exhibit
1). The missions of the Department of Personnel and Training (DPT) are derived
primarily from the VPA.

The Department of Personnel and Training is responsible for the
establishment and administration of personnel policies and proce
dures for state employment which are consistent with the Virginia
Personnel Act. Through administration of the provisions of the
Personnel Act, DPT ensures a personnel administration system based
on merit principles and objective methods ofappointment, promotion,
transfer, layoff, removal, discipline and other incidents of state em
ployment.

The current director ofDPT has stated that the essence ofDPT's missions are
to provide quality, timely human resource services and products to State employees,
officials, and legislators. In an operational sense, the director said that DPT tries to meet
the requirements of the VPA. Although these missions have not changed since the
director's appointment in 1990, the director states she has tried to move the agency from
a regulatory to a service orientation.

Resources of the Department

Historically, general revenue funds have been the primary source offunds for
the Department of Personnel and Training. DPT's appropriations and maximum
employment level (MEL) reached a peak of $6,724,472 in FY 1990, with an attendant
MEL of 117 (Table 5). The $1.7 million increase in total appropriations from FY 1988 to
FY 1989 can be attributed to salary increases, benefit cost increases, the addition of the
Governor's Management Internship Program for Minorities and Females, the Minority/
Female Talent Bank, and expansion of the State Employee Assistance Program. Simi
larly, the increase in appropriations from FY 1989 to FY 1990 can be attributed to
revisions to the classification salary structure, development of the Pay for Performance
Plan, and the implementation ofthe flexible benefits plan and "The Local Choice" (TLC)
health benefits program. The implementation ofTLC resulted in a net increase of 12
positions to the department's FY 1989 MEL.
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Table 5

Funding and MaXimum Employment Levels
of the Department of Personnel and Training

FY 1980· FY 1994
Fiscal General Non-General Total Maximum
Ye.w: Funds Funds Appropriation Employment

1980 $2,386,955 $506,520 $2,893,475 Not Available
1981 $2,842,650 $580,000 $3,422,650 Not Available
1982 $3,122,875 $580,000 $3,702,875 Not Available
1983 $3,581,925 $122,500 $3,704,425 94
1984 $3,406,140 $128,500 $3,534,640 88
1985 $3,473,935 $0 $3,473,935 80
1986 $3,882,250 $0 $3,882,250 80
1987 $4,053,364 $0 $4,053,364 80
1988 $4,138,674 $0 $4,138,674 80
1989 $5,867,392 $0 $5,867,392 104
1990 $6,724,472 $0 $6,724,472 117
1991 $6,112,849 $0 $6,112,849 101
1992 $5,681,174 $426,927 $6,108,101 101
1993 $4,719,048 $708,691 $5,427,739 88
1994 $4,664,061 $725,469 $5,389,530 95

Source: Acts ofAssembly.

Organization of the Department

The Department of Personnel and Training is organized as a State agency
within the executive branch of government under the Secretary ofAdministration. The
day-to-day management and operation ofDPT is the responsibility ofthe director who is
appointed by the Governor and confirmed by the General Assembly. Since 1978, DPT has
had seven agency directors. None ofthese individuals served for more than four years,
and twoheld the office for less than six months. Alistingofrecent DPT directors and their
tenures of service is located at Appendix G.

DPT's organizational structure is illustrated in Figure 4. The director and
deputy director provide general policy and administrative oversight for the statewide
programs of policy development, compensation management, health benefits, equal
employment opportunity enforcement, training, and information systems management.
They also provide direct supervision to the agency human resource office which is
responsible for management of recruitment, selection, other internal employment
processes and the Minority/Female Talent Bank. The Talent Bank was created in 1989
to increase the representation of minorities and women in key management and
professional positions in the State government. The database system is designed to
provide State agencies with computerized on-line access for review of information on
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individuals who aspire to positions at the level ofgrade 14 and above. The director's office
and the human resource office were allocated $399,269 and six positions in FY 1993.

Office ofCompensation Management. The Department of Personnel and
Training's Office of Compensation Management (OCM) has three primary responsibili
ties as mandated by the Virginia Personnel Act: administering the classification plan for
State employees, administering the compensation plan for State employees, and con
ducting an annual salary survey to determine where discrepancies exist between the
compensation ofpublic and private sector employees. In addition, OCM is mandated by
Section 22.1-289.1 ofthe Code to perform a biennial review ofthe compensation ofpublic
school teachers. OCM is currently allocated 17 positions. The general fund allocation for
this division ofDPT for FY 1993 was $1,001,764. OCM is divided into three work units:
compensation management director's office, research and administration, and compen
sation and classification operations.

Office ofState and Local Health Benefits Programs. The Office of State
and Local Health Benefits Programs (ORB) is responsible for the oversight and direction
of all State health benefit activities, including the design, procurement, pricing, imple
mentation, and administration ofthe State health benefits program, the State's wellness
program (CommonHealth), the State's flexible benefits program, and the local health
benefits programs. Organizationally, the office is divided into three work units: contract
management, State health benefits administration, and local health benefits adminis
tration. Central control and coordination of all health benefit programs is provided by
the ORB director's office. In FY 1992-1993, ORB was allocated $966,432 and 16
positions.

Office ofPersonnel Development Services. The Department of Personnel
and Training's Office ofPersonnel Development Services (PDS) is mandated by Section
2.1-114.5.8 of the Virginia Personnel Act to "establish and administer a comprehensive
and integrated program ofemployee training and management development." PDS has
been allocated seven positions, butas ofSeptember 1993, had only five fIlled. The general
fund allocation for this division for FY 1993 was $336,628. Due to the size ofits staff, PDS
performs about ten percent of DPT's total training activities, while the remaining 90
percent are contracted out. PDS is organized into four work units: PDS director's office;
open enrollment/in-house training; special training and support activities; and execu
tive, management, and trainer development services.

Office of Policy and Personnel Programs. There are three primary
activities performed by the Office ofPolicy and Personnel Programs (OPPP) - which also
define the work units: promulgation and interpretation ofthe State's personnel policies
and procedures for all State agencies and employees, operation of the Employee
Suggestion Program (ESP), and administration of the State Employee Assistance
Service (SEAS). The purpose ofthe ESPis to stimulate, recognize, and reward innovative
and creative ideas by State employees. SEAS provides confidential counseling, assess
ment, and referral services tohelp State employees and their families cope with problems
such as substance abuse, marital and family conflicts and parenting issues. In FY 1992,
OPPP was allocated 14 positions, and a budget of $662,376.
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Office ofOperations and Information Systems. The Office of Operations
and Information Systems (OIS) is responsible for the operation of the State's personnel
management information system and the provision of support services to both the
Department of Personnel and Training and line agencies. Support services span a wide
range of activity, including the internal management of agency fiscal and logistical
operations and the external provision ofautomated services, production ofState person
nel publications, and coordination of State charitable and saving bond campaigns.
Correspondingly, the office has been divided into four work units: employee information
systems, communications and public affairs, fiscal operations, and logistical operations.
DIS was allocated $1,846,240 and 25 positions in FY 1992-1993.

Office of Equal Employment Services. The role of the Office of Equal
Employment Services (OEES) is to establish and administer a program to ensure equal
employment opportunity to State employees and applicants for State employment and
to enforce the Governor's Executive Order Number One (1990) which prohibits employ
ment discrimination on the basis of race, gender, color, national origin, religion, age,
disability, or political affiliation. The activities of this office include complaint investi
gations, compliance reviews, affirmative action assessments, the monitoring of State
recruitment practices, and submission of Federal EEO reports. In FY 1993, this office
was allocated $369,955 and eight positions.

ASSESSMENT OF DPT INTERNAL OPERATIONS

Generally, the Department of Personnel and Training seems to be operating
satisfactorily. The department appears to be organized and staffed appropriately for
effectively carrying out its mission. Agencies indicate they are generally satisfied with
their level of decentralization authority and with DPT staff. However, large agencies
with a MEL exceeding 2,000, particularly educational institutions, are least satisfied
with their level of decentralizatioh authority in the area of compensation. Also, DPT
appears to be meeting legislative intent with one exception. While required by the VPA,
the department does not operate a program tc evaluate agencies' performance in carrying
out their personnel function.

The department should take a more proactive role in carrying out its responsi
bilities. There are a number of departmental functions which could be enhanced or
improved. Also, many ofthe department's staffreport low morale, and appear concerned
with internal agency communications, leadership, and management issues.

Organization and Structure of DPT is Appropriate

The current organization and structure of the Department of Personnel and
Training is appropriately designed and able to meet both the service and control
expectations of a central personnel agency. Because the major divisions ofDPT closely
mirror the functional responsibilities of the organization, there is little confusion about
the intra-agency division of responsibility. Accordingly, a review of the JLARC State
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agency survey indicates that agencies are generally satisfied with DPI"s organization.
Specifically, 97 percent of the State agencies reported that there were no duplicative
audits or personnel-related reports required by DPI' staff. Similarly, 78 percent of the
State agency respondents felt that they clearly understood where to go within DPI' for
policy guidance, interpretations, or technical assistance. However, some limited prob
lems with conflicting policy guidance were mentioned; but these were principally
attributable to a lack offamiliarity with new programs and not with a deficiency in the
division of program responsibility.

Staffing and Resources Appear Adequate

The Department of Personnel and Training's staffing and resource levels
generally appear to be adequate (Table 6). Based on self-reported data derived from the
JLARC survey of DPI' staff, a majority of staff (61 percent) believed they could handle
more responsibility than they currently have; most (81 percent) believed that they do not
have too many responsibilities to complete their work, and; most staff (84 percent)
believed they are able to reply to line agency requests in an efficient manner. Addition
ally, in FY 1992-1993, non-exempt DPI' employees logged a collective total ofonly 98.6
hours ofovertime. At the same time, a high percentage ofstaff(90 percent) reported that
they do not believe their division has too many staff. However, there are mixed opinions
on whether staff believe their division is adequately staffed. Fifty-two percent ofDPI'
survey respondents reported that they have too few staff for their assigned workload.

Additional research indicates that a wide majority ofstafffrom two divisions in
particular, PDS and OEES, reported on the survey that they have too few staff.
Accordingly, staff interviews support this notion. Both PDS and OEES staffstated that
an increase in workload combined with recent reductions in staff due to budgetary
cutbacks have stressed their divisions.

Turnover does not appear to be a major issue forDPI'. The average turnover rate
for DPI' since 1989 is 7.82 percent, compared to a State average of 11.24 percent for the
same period. However, under the current setofdepartmental policies, definitive staffing
determinations cannot be made agency-wide due to the absence of specific information
on the work activities performed at the individual employee and office levels. For this
reason, DPI' should record and analyze work activity records, such as personal time
sheets and logs ofagency inquiries orcomments. Some reallocation ofstaffand programs
may prove necessary in the future, as the goals and priorities ofthe department change.
The maintenance and use ofsuch data would allow for more rational decision-making and
staffing level justifications.

Recommendation (1). All Department of Personnel and Training
employees should be required to keep work activity records. DPTmanagement
should design, develop, and monitor the work activity records to better
allocate both service and control responsibilities among staff.
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-------------Table6-------------

DPT Staff Responses to Workload Indicator
and Quality of Work Questions

Strongly Strongly No Number of
Statement &lIH &lIH Disagree Disagree Opinion Resf)oodents

I could handle more 8% 53% 29% 4% 6% (n=79)
responsibility than I
currently have.

I have too many 4 10 73 8 5 (n=79)
responsibil~ies to
effectively complete
my work.

My office/division has 0 5 56 34 5 (n=80)
too many staff for the
assigned workload.

My office/division has 19 33 43 5 (n=80)
too few staff for the
assigned workload.

My office/division is 12 72 10 3 4 (n=78)
able to reply to line
agency requests in
an efficient manner.

Note: Percentages may not add to 100 due to rounding.

Source: JLARe staff analysis ofDPI' staff survey_

Compliance with Legislative Requirements

DPl'must abide by a number offederal and State laws. AB discussed in Chapter
I, the VPA mandates that DPl' perform certain general requirements. In addition, DPl'
must abide by various State and federal health benefit regulations. Also, federal law and
the Governor's executive orders require that certain equal opportunity requirements
must be met.

DPl' appears to be meeting its mandated requirements, with the exception of
one. This requirement of the VPA states that DPl' must

establish and administer a program of evaluation of the effectiveness
of performance of the personnel activities of the agencies of the
Commonwealth.

The requirement was fulfilled by DPl"s Office of Policy and Personnel Programs as
recently as 1991. However, according to DPl', this function was eliminated in FY 1991
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due to budget reductions. Therefore, DPT no longer evaluates the performance ofagency
personnel activities.

DPT's estimated cost savings for eliminating the function were $77,188 in FY
1991, and $105,459 in FY 1992. Prior to its elimination, there were two FTEs assigned
to operate the function, although other stafffrom DPT were used on an as-needed basis.

Although eliminating the program yielded some cost savings during the past
three fiscal years, evaluating the way agencies implement personnel policies can provide
a valuable service. Ifeffectivelyoperated, suchevaluations give agencies an even greater
incentive to appropriately follow State policies and could improve Uiliformity in the
application of personnel policies across State agencies. Evaluations could also provide
agencies with on-site assistance in cases where they are not following policies appropri
ately. Further, such evaluations could help to measure the effectiveness or appropriate
ness of existing personnel policies.

DPT should reinstitute the evaluation program to be in compliance with
legislative intent. Ifthe legislative requirement no longer seems appropriate, or ifDPT
does not believe that it can comply with legislative intent, it should develop a position
statement for presentation to the 1994 General Assembly, explaining its position and
rationale. DPT should outline various strategies and funding options, highlighting the
advantages and disadvantages of each.

Recommendation (2). The Department of Personnel and Training
should reinstitute a program to evaluate agency effectiveness in implementing
State personnel policies to be in compliance with statutory intent. H the
Department ofPersonnel and Training believes the legislative requirement is
no longer appropriate, or that it can not comply with the Virginia Personnel
Act, it should develop a position statement, citing its position and rationale.
The position statement should be presented to the 1994 Session ofthe General
Assembly and should contain various options for the General Assembly to
consider, including estimates of the costs and benefits of each option.

State Agency Satisfaction with the Performance of DPT Staff

In addition to being satisfied with the organization and structure of DPT, a
significant number of State agencies were satisfied with the performance ofDPT staff.
Most State agency survey responses suggested that DPT staff are responsive and
accessible, helpful in giving sound advice, quick to provide responses to requests, and
knowledgeable about the personnel system. Accordingly, 42 of the 72 comments
generated by a question which asked agencies to list the best qualities of the current
operations of the State personnel function were positive comments about DPT staff. For
example:

The knowledge base of professionals within DPT is exceptional.

.. .. ..
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Many DPT staff members are interested in doing a good job and in
assisting agencies.

• ••
Knowledgeable, capable DPT employees.

• • •
The staff is accessible and very responsive to requests for counsel.

It is also the perception of State agency personnel staff that DPT staff work
diligently in spite of flaws in the system they support. Many State agencies made
comments that it is the structure ofthe personnel system which hinders the effectiveness
of the personnel function, and not DPT staff.

Individuals working with the line agencies are good. Their efforts are
hampered by the internal operations and procedures. Employees want
to be service-oriented, but are unable to provide service.

• • •
DPT staff seem to make every attempt to be helpful and responsive
within the fairly rigid constraints of the state system.

• • •
Employees of the State personnel function try to be responsive within
the constraints ofthe system. There is a willingness on the part ofsome
individuals to work with agencies when exceptions are needed.

The agency employs many people who do their best with a difficult
system.

By and large, it appears that State agencies are satisfied with the staff of DPT. The
agency concerns that do exist have more to do with control responsibilities of the
department, particularly in the area ofcompensation and classification. These concerns
will be addressed in Chapter III.

Agency Satisfaction with Decentralization Authority

According to State agency survey responses, agencies appear to be generally
satisfied with the degree of authority they have for the administration of personnel
functions (Table 7). Seventy-fourpercent ofagencies indicated theywere satisfied orvery
satisfied with the overall division of authority between their agency and DPT, while 26
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-------------Table7-------------

Line Agency Opinions:
Satisfaction with Present Division of

Authority Between Line Agency and DPT

Percent
Personnel Functions Satisfied

Equal Employment Opportunity 95
Personnel Record Keeping 87
Agency Reorganization 83
Employee Layoffs 83
Employee Training and Development 81
Employee Recruitment 79
Health Benefits 77
Employee Promotions 75
Employee Performance Evaluation 74
Job Classification 63
Employee Compensation 60

Agency Satisfaction with Present
Division of Authority in General 74

Source: JLARC staff analysis of State agency survey.

Percent
Not Satisfied

5
13
17
17
19
21
23
25
26
37
40

26

Number of
Respondents

86
85
84
82
84
85
84
83
86
85
85

85

percent indicated they were generally not satisfied. Agencies were least satisfied with
their level of decentralized authority in classification and compensation. Within this
area, it appears that large agencies with a MEL of over 2,000, predominantly large
educational institutions, were least satisfied.

Agencies provided a limited number of comments describing why they were
dissatisfied with the division of authority for the various personnel functions. The
comments show that agencies appear most concerned with their authority to administer
the compensation and classification of employees, an issue which is discussed at length
in Chapter Ill. Other areas ofconcern include their authority to administer recruitment
policies, employee promotion policies, and performance evaluation policies.

With respect to recruitment, agencies would like to have more authority in
determining how they may recruit and hire employees. For example, some agencies
indicated that they would like to be able to advertise only within their organizations.
These comments go along with similar remarks made regarding employee promotion.
Essentially, many agencies would like to have the option of advertising only in-house
when an appropriate applicant pool exists, in order to promote employees and encourage
career development. However, while agency interest in promoting personnel from within
is understandable, it must be balanced with the necessity that the State provide fair
access to public jobs.
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For a variety of reasons, agency dissatisfaction with the degree ofdecentraliza
tion is highest in the compensation and classification areas, with over one-third of
agencies dissatisfied. Some medium and large sized State agencies asserted that the
authority for employee compensation management should be fully decentralized to the
agencies. Overall, dissatisfaction was highest among agencies with a MEL over 2000
(Figure 5). Nine of eleven State agencies with a MEL over 2000, predominantly
educational institutions, reported being dissatisfied with the present division ofauthor
ity in the employee compensation area. These eleven agencies have a combined MEL of
approximately 73,000 or about two-thirds of the State's total workforce. DPI"s Task
Force on Job Classification System Review has been asked to review and develop
alternatives for implementing a new or revisedjob classification system for the Common
wealth.

Although many State agencies reported that the authority for acting payshould
be fully decentralized, experience in the area of public personnel management suggests
that some central requirements are necessary' to ensure that there is no agency
favoritism in the selection of the acting pay status employee. Decentralization of the
acting pay approval process does not appear warranted at this time.

Because Virginia's personnel system is already so decentralized, the opportuni
ties for further decentralization, short of giving agencies almost total autonomy, are
somewhat limited. The agencies desiring more decentralization are generally large
agencies with their own personnel staffs. DPI' should assess the needs ofthose agencies
through a reviewoftheirexisting decentralization memorandaofagreement and conduct
acase-by-case reviewofthe agency's capabilities and performance in already decentral
ized areas. For example, agencies which routinely require substantial overtime from
exempt employees could be permitted additional flexibility in developing more flexible
leave policies. There may be also some instances where further decentralization could
allow agencies to try more innovative management practices. One process could be to
allow DPI' to authorize certain aspects of decentralized authority on a pilot basis. The
outcome of the pilot projects could be evaluated by DPI' and other external authorities
such as the Department of Planning and Budget. In addition, DPI' shcald assess ways
of evaluating the effects of its policies and procedures on larger agencies as a group.

Recommendation (3). To meet the needs of agencies with unique or
special personnel management needs, the Department ofPersonnel and Train
ing should assess agency requests for further decentralization authority on a
case-by-case basis. Where it appears that additional flexibility may be war
ranted, the department could modify existing decentralization memoranda
and assess the impact of more flexible policies on a pilot basis. Further, DPT
should establish a working group ofrepresentatives of large agencies to assess
the impact of proposed and existing policies and procedures on these larger
agencies.

-::::---c-~=---;--c:--~c-----c==-------_.._----_.
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Figure 5

Opinions of Line Agency Respondents with MEL Over 2000:
Line Agencies I)issatisfied with Present

Division ofAuthority Between Their Agency and DPT

Personnel
Function Tech VDOT VCU I>J,tU ODU UVA DMHMRSAS DOC VCCS DOH DSP

Job
Classification II II II II II

Employee
Compensation II II II II II II II II II

Employee
Benefits II II II II

Employee
Recruitment II II II II II
and Selection

Equal
Employment II
Opportunity

Employee
Performance II II II II
Evaluation

Employee
Training and II II II
Development

Employee
Promotions II II II

Employee
Layoffs II II II II

Agency
Reorganization II II II

Personnel
Record Keeping II II

Key: 1t = indication of dissatisfaction.

Note: Virginia Tech <Virginia Polytechnic Institute and State Univeraity), VDOT <Virginia Department of
Transportation), veu (Virginia Commonwealth University), GMU (George Mason University), ODU
(Old Dominion University), UVA(University ofVtrginia), DMHMRSAS (Department ofMental Health,
Mental Retardation, and Suhstance Ahuse Services), DOC (Department of Corrections), VCCS <Virginia

Chapter II: Organization and Management ofDPT Page 33



DPT Staff Concerns with Internal Management of DPT

While the previous sections suggest that State agencies are relatively satisfied
with both the organization ofDPT and the overall perfonnance ofits staff, a review ofthe
DPT s.aff survey indicates that DPT employees are concerned with the internal
management of their agency. Employee morale, in particular, is cited by DPT survey
respondents as a problematic aspect oftheir agency's operation. Other areas ofconcern
identified by the JLARC survey of DPT staff include: communication within DPT, the
establishment of leadership goals and priorities, and the frequency of DPT leadership
turnover. The percentages of employees reporting that these four characteristics are
problems ranged from 64 percent noting morale concerns to 32 percent citing turnover
in DPT leadership (Table 8).

Employee Morale is Low. Positive employee morale is important to the
effectiveness of an organization because it can affect job commitment, performance,
productivity, and motivation. Likewise, negative employee morale can result in in
creased turnover, low productivity, and reduced perfonnance. For organizations with a
customer service orientation, low employee morale can present a considerable obstacle
to effective service delivery.

DPT employee morale appears to be low. When asked to· respond to the
statement "DPT employee morale is good," 64 percent of the DPT survey respondents
"disagreed" or "strongly disagreed." In addition, 44 percent of the survey respondents
rated their own morale as either "fair"or "poor."

-------------Table8-------------

DPT Employee Responses to JLARC Staff Questionnaire

Strongly Strongly No
Statement Ame. M"~~ Disagree Disagree Opinion

DPT employee morale
is good. 0% 28% 49% 15% 9%

Communication within
DPTisgood. 4 40 40 13 4

Leadership priorities and
goals are clear. 3 46 29 15 8

Turnover in DPT
leadership has adversely
affected the ability of the
agency to perform. 11 21 42 4 22

N=80
Note: Percentages may not add to 100 due to rounding.

Source: JLARC staff analysis ofDPT staff survey.
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To put these morale ratings in perspective, a comparison was made between
DPT morale responses and those of other State agencies that JLARC has recently
reviewed. This comparison indicates that the morale responses of DPT employees are
similar to the responses of Department of Education and Department of Taxation
employees reported in 1990 and 1991 respectively (Table 9). In all three cases, more than
half of the survey respondents "disagreed" or "strongly disagreed" with the survey
statement "employee morale is good." The presence of an employee morale problem is
therefore not unique to the Department of Personnel and Training. It is, however, a
problem that must be addressed ifdepartmental operations are to improve.

------------Table99-------------
Comparison of JLARC Survey Responses Rating Morale

Statement: Employee morale is good.

Strongly Strongly No Number of
Department Alml.e Alml.e Disagree Disagree Opinion Respondents

Department
of Personnel
and Training 0% 28% 49% 15% 9% 80

Department
of Education 9 34 48 9 0 44

Department
of Taxation 2 25 32 32 10 190

Note: Percentages may not add to 100 due to rounding.

Source: JLARC staff questionnaire ofDepartment afTuation staff, Spring 1991; JLARC survey ofDepartment of
Education staff prior to reorganization, Fall 1990; and JLARC survey of Department Personnel and Training
staff, Summer 1993. '

The five factors most frequently cited by the 35 DPT respondents expressing
problems with their own morale were theirconcern with the leadership and management
of DPT (51 percent), the inadequacy of compensation combined with the limited
opportunity for advancement (34 percent), poor departmental communication (31 per
cent), workload (29 percent), and the reputation of the agency (17 percent). (These
percentages do not add to 100 because respondents could give more than one reason.) A
sample of the narrative explanations given by employees for their current poor morale
includes:

Dearth ofleadership combined with an unknown agency direction and
mission.

• • •
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Isolation of agency head - rigid lines of communication.

.. .. ..
The nature of DPT as a political football - always under attack by
someone.

.. .. ..
Extreme workload at various times.

'" ..
Lack of growth potential.

While compensation may be beyond the scope ofdirect agency control, the other
identified concerns are not. Moreover, two ofthe identified concerns - poor departmen
tal communication and the leadership of the agency - are specified by DPT employees
as both a cause oflow morale and as an internal management problem in their own right.
Therefore, a comprehensive approach to understanding the internal management
problem appears necessary.

Communication Within DPT is Poor. As mentioned previously, poor
departmental communication was identified by DPT survey respondents as both an
internal management problem and as a significant cause of negative employee morale.
Fifty-three percent of the DPT survey respondents either "disagreed" or "strongly
disagreed" with the statement "communication within DPT is good." Employee survey
comments include:

Internal communications are poor inthat changes are often told to staff
by external parties before our own management tells us.

.. ..
(DPT needs to) develop a communications plan. The objectives of the
plan should support the mission ofthe program. The means should be
effective and efficient, and not. constrained by personal opinions of
managers.

.. .. ..
Each division should be updated as to what is going on in each area,
especially when DPT sends surveys to the agencies on policy changes.
Sometimes we get a call and we do not know anything about it.

Poor communication seems to be a pervasive problem. It not only affects employee
morale, but also impacts cooperation and coordination between central agencies, the
dissemination of information to line agencies, and ultimately the operation and reputa
tion ofthe State personnel system. The managerial staffofthe DepartmentofPersonnel

Chapter II: Organization and Management of DPT Page 36



and Training need to establish more effective internal lines ofcommunication to resolve
other associated problems.

Leatkrship Goals and Priorities are Not Clear. Another factor affecting
both agency operations and employee morale is the perceived heed for improved
leadership priorities and goals. DPT employee survey responses indicate that 44 percent
of the staff"disagreed" or "strongly disagreed" with the statement "leadership priorities
and goals are clear." Analysis ofthese responses reveals that the concetnover leadership
priorities is more pronounced among mid-level managers and staffwho have worked for
DPT for more than five years (Tables 10 and 11).

------------Table10------------

DPT Employee Ratings of the
Clarity of Leadership Goals and Priorities

Classified by the Employee's Level of Supervisory Responsibility

Statement: Leadership goals and priorities are clear.

Strongly Strongly No
~ ~ Disagree pisauee Opinion

All Respondents 3% 46% 29% 15% 8% N=80
Division Directors 14 71 14 0 0 N=7
Managers/Supervisors 0 36 27 36 0 N=l1
All Other Employees 2 45 31 13 10 N=62

Note: Percentages may not add to 100 due to rounding.

Source: JLARC staff analysis of DPr staff sulVey.

Segregating responses by the individuals' level of supervisory responsibility
shows that while only 14percent ofdivision directors expressed a concern with the clarity
of agency goals, 63 percent of the managers under their immediate authority found the
expression ofagency direction problematic. This problem appears to be tied to the issue
of poor departmental communication. Failure of top-level authorities to make their
priorities understood makes it difficult, ifnot impossible, for the mid-level intermediaries
to communicate departmental goals to the employees they supervise.

Ironically, the classificationofstaffresponses by the length oftime employed by
DPT reveals that the self-reported understanding of agency goals and priorities dimin
ishes with service. While only21 percentofthe respondents employed less than twoyears
expressed dissatisfaction with their understanding of the agency mission, 55 percent of
those employed five years or more were dissatisfied. Some of the problems associated
with the understanding of the agency's mission are thought to be beyond immediate
control of the agency. One employee noted:

Chapter II: Organimtion and Management ofDPT Page 37



-------------Table11-------------

DPT Employee Ratings of the Clarity of
Leadership Goals and Priorities

Classified by the Employee's Length of Employment with DPT

Statement: Leadership goals and priorities are clear.

Strongly Strongly No
~ ~ PiSagree Pisagree Opinion

All Respondents 3% 46% 29% 15% 8% N=80

Respondents
Employed Less
Than 2 Years 7 64 21 0 7 N=14

Respondents
Employed Between
2 and 5 Years 0 54 29 8 8 N=24

Respondents
Employed More
Than 5 Years 2 36 31 24 7 N=42

Note: Percentages may not add to 100 due to rounding.

Source: JLARC staff analysis afDPI' staff survey_

In my opinion the most important item missing from the state's
personnel system is a detailed mission statement regarding what the
Siak wants its central personnel agency to do. Because nothing is
written down, DPT's mission is largely determined by the personality
and competencies of the agency head and top management.

Priorities and goals must be more effectively communicated. Although DPT operates
under the mission statement identified in Chapter I, there is clearly a perceived lack of
mission direction among staff.

Turnover in DPT Leadership is a Concern. Since 1978, the Department of
Personnel and Training has been characterized by frequent turnover in agency leader
ship. During this period, the agency has had seven agency directors. The average tenure
of these directors has been 21 months. No director served for more than four years and
two served for less than 6 months. By comparison, director turnover in other central
personnel agencies has been somewhat less. Since 1978, VRS has had two directors, DOA
has had four, DGS has had five, and DPB has had six.

The absence ofleadership stability concerns DPTemployees and State agencies.
When asked to respond to the statement "turnover in DPT leadership has adversely
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affected the ability ofthe agency to perform," 32 percent ofthe survey respondents either
"agreed" or "strongly agreed." Of those respondents who worked for DPT for five years
or more, 41 percent agreed with this statement. Accompanying employee responses
include:

We have some seasoned and valuable staffmembers who want to do a
goodjob; but we are affected by the turnover ofmanagement. We have
over the past years lost some seasoned members, which has hurt the
agency. And many of the management positions are replaced by
individuals outside ofDPT. Promotion of employees always becomes
a morale issue.

.. .. ..
I believe DPT's main problems emanate from lack of continuity in top
management.

.. .. ..
Over the past 15 years, DPT has had few agency heads or deputies who
have had any management experience at all; let alone experience
directing actions that must effectively deal with the political and
administrative constraints ofa public entity the size of the Common
wealth. Since there is little or no planning, most activity is reactive to
crisis rather than proactive.

As in any agency where the director is a political appointee, managerial turnover can be
expected. The Department of Personnel and Training seems to have experienced a
disproportionate share ofleadership turnover, however. Given the short average tenure
ofDPT directors, it is not surprising that employees are expressing difficulty in keeping
pace with changing departmental goals and priorities.

Collective Assessmentofthe Internal Management Problem. A collective
assessment ofthe previously-cited internal management problems reveals that these are
not problems to be solved in isolation; rather, they are concerns that require a compre
hensive approach to resolution. This is because each area of concern directly impacts the
other areas. For example, DPT employees are concerned with agency communication,
which in turn affects their morale and their understanding of leadership goals and
priorities. Similarly, turnover in DPT leadership impacts employee understanding of
leadership goals and priorities, which then negatively affects morale. DPT therefore
needs to develop a comprehensive approach to improvinginternal management. Specifi
cally, it appears as if DPT could improve morale and the overall performance of the
organization ifit: (1) more precisely defines the agency mission; (2) establishes written
leadership goals and priorities; and (3) opens lines of communication.
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DPT NEEDS TO BECOME MORE PROACTIVE

A collective analysis of agency management and operations also indicates that
DPTneeds to be more proactive in the way that it manages agency operations. Afrequent
complaint ofDPTstaffis that a disproportionate amount oftheir time is spent addressing
inquiries from line agencies. Correspondingly, line agencies complimentDPT's "cus
tomer service" but complain that its manuals and training are inadequate. In virtually
every area ofits operations, the department would benefit in the long-term from a more
proactive approach to management and administration. As will be discussed elsewhere
in this report:

• Implementationofthe State's managed health care program was the result of
a General Assembly mandate.

• Revisions of agency assistance manuals such as the policy manual and the
health insurance manual have been delayed repeatedly. In the meantime,
agency staffhave received literally thousands ofinquiries for policy explana
tion and clarification.

• DPT has delayed completion of the Classification Review/Specification Up
date (CRlSU) project. Completion of this project would update all position
classifications, thereby simplifying the classification structure, reducing the
number of position classifications, and providing a foundation for further
consolidation and banding of position classifications.

• DPT's solicitation ofpolicy input from line agencies has been sporadic. Where
input has been sought, such as in the recent revision to the policy manual, it
seems to have yielded positive results. Increased and improved utilization of
line agency input could improve the policy development process, enhance
communication generally, and potentially minimize repetitive agency inquir
ies.

• As DPT's training resources have lessened, its roles as a training facilitator
and coordinator have become more important. By comprehensively surveying
agencies on their needs and coordinating services with other agencies and the
VCCS, DPT could maximize its limited resources in this area. Training
opportunities that cut across agencies - such as the orientation ofnew State
employees - have not been pursued.

• Staffing reductions and changing service demands have impacted DPT's
workload distribution. The department does not, however, routinely collect
data on work performed by individuals or by many work units.

• DPT staff collect a large amount of information which could help them more
effectively manage their operations. Yet they do not use it. Better utilization
ofagency information would allow DPT to be more proactive. For example, in
1992, the DPT Office ofPolicy and Personnel Programs (OPPP) received over
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8,600 telephone calls for policy assistance. However, OPPP did not (nor does
it currently) maintain records showing which policies were causing the most
confusion, or which agencies were calling the most frequently. ORB trains
benefits administrators, but it does not maintain records of whom they have
trained. Therefore, the Office of State and Local Health Benefits Programs
(OHB) does not know which agencies receive the correct information, and
which agencies do not. Finally, the Office of Equal Employment Services
(OEES) records the number ofEEO complaints by agency. Based upon this
information, JLARC staff found that over 30 percent of complaints were
registered by two agencies over the last three years. Yet, OEES staffhave not
taken any investigative action toward these agencies.

• Although the Personnel Advisory Board has become more active in recent
months, this advisory board has met infrequently and has not been ad
equately utilized for the review ofcurrent programs or facilitating communi
cation with State employees.

In several areas, solutions to the above problems are underway. In the Office
of Policy and Personnel Programs, for example, a substantially improved manual was
released recently to State agencies. On the other hand, the most recent comprehensive
benefits manual was published in 1989. Itcontains no information on the State's primary
benefit program: Key Advantage. No draft ofareplacement document was available for
JLARC review. Management should assign higher priority to proactive initiatives to
resolve some of the long-term problems it has faced, as well as examine future changes
that might be anticipated through strategic planning.

Recommendation (4). The Department of Personnel and Training
should assign a higher overall priority to proactively addressing long-term
problems that have faced the agency. In particular, the department should
focus on the completion, dissemination, and regular updating of essential
policy manuals. The department should establish a firm deadline for such
activities, particularly for the promulgation ofa comprehensive update to the
1989 health benefits manuaL In addition, the department should more system
atically collect and analyze information available to staff through the admin
istration of its routine activities. Using this information, the department
should take action to improve and streamline its daily operations.
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III. Management of the State Compensation
and Classification System

The Virginia compensation and classification system has evolved around the
operating principle of"equal pay for equal work." Compensation is based on the demands
of a particular job, and not on the qualifications of the individual employee performing
the job. Thus, while many State personnel functions have been decentralized to
individual line agencies, the overall compensation and classification of most State
employees remains centrally controlled by the Department of Personnel and Training.
The intent behind centralized control is the uniform application of State compensation
and classification policies.

As of 1991, the system had resulted in the establishment of 1,888 separate
position classifications. Although this is below the 50-state average of 1,969, there are
cogent reasons to reduce the number of position classifications. A number of efforts in
both the public and private sectors are currently directed at simplifying personnel
classification and compensation systems. The objectives of these efforts are to reduce
unnecessary complexity, provide managers with greater flexibility, provide additional
incentives to employees, and reduce central control.

This central control creates some degree offriction with line agencies. Agencies
desire the authority to reward their individual employees. They contend that some job
responsibilities do not fit neatly into the State classification system, and therefore some
employees do more, without reward, than is specified in their classification. The
resulting friction particularly manifests itselfthrough a broad sense ofdissatisfaction by
large agencies with the division ofauthority between DPT and the State agencies in the
compensation and classification areas. Beyond this general dissatisfaction with the
structure ofthe system, State agencies are specifically concerned with issues relating to
DPT's maintenance and administration ofthe State's compensation plan and the State's
classification plan.

DECENTRALIZATION: THE DIVISION OF AUTHORITY
IN COMPENSATION AND CLASSIFICATION AREAS

While most State agencies are generally satisfied with the division of authority
between DPT and their agency in the classification and compensation areas, some
friction is evident. This friction stems primarily from the competing needs ofcontrol and
flexibility. The friction is manifested least in those functional areas where the decentrali
zation of authority is already permitted. Likewise, it is greatest in those areas where
agencies want complete authority over all employee compensation decisions. Given the
State's current philosophy of equal pay for equal work, potential costs of increased
decentralization in the classification and compensation areas would probably outweigh
the potential benefits.
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Areas in Which the Decentralization ofAuthority is Permitted

There are two functional areas in the current State classification and compen
sation system in which decentralized authority can be obtained from DPT by State
agencies. These areas are the determination of an employee's starting pay and
classification. The starting pay policy has been decentralized to all State agencies, while
decentralized classification authority can only be used by those agencies which have
negotiated a memorandum of agreement with DPT.

Authority toDetermine StartingPay. OnNovember 1, 1990, DPT decentral
ized to all line agencies the authority to make starting pay decisions. The resulting
starting pay policy provides that State agency human resource officers have the
authority to allow "persons judged to be fully experienced or exceptionally qualified" to
be started at steps five through 20 of the Commonwealth Salary Structure. The only
qualification is that starting salaries do not exceed employees' pre-employment salaries
by more than ten percent. Starting salaries which exceed the ten percent amount must
be approved in advance by the Department ofPersonnel and Training. Within DPT, the
Office of Compensation Management (OCM) monitors adherence to the starting pay
policy through a post-audit review of20 percent ofstartingpay actions. The only reported
State agency concern with the starting pay policy relates to its long-term effects on
employee morale which will be discussed later in this chapter, not with the degree of
authority the policy provides to agencies.

Authority to Assign a Classification. !fa State agency desires the authority
"to establish, reallocate, or redefme positions in those classes designated by DPT as
decentralized," then it has the option of entering into a decentralization memorandum
of agreement (MOA) with DPT. These MOAs are restricted to the classification of
positions specified by OCM. The DPT Compensation Plan effective December 1,1992,
identifies all those position classifications for which decentralized classification author
ity can be used by State agencies operating under MOAs. To ensure equity among
employees' pay, the authority to change or establish salary grade assignments of entire
job classes remains with OCM.

As of July 1993, 34 State agencies had decentralization memoranda of agree
ments (MOAs) with DPT. Eighty-two percent of these agencies had maximum employ
ment levels above 300. Four additional State agencies reported through the JLARC
survey that they were in the process of arranging for decentralized classification
authority with DPT. Other State agencies indicated that they would like to pursue
decentralized classification authority with DPT, but do not think they have sufficient in
house personnel staff. For those agencies operating without an MOA, the Office of
Compensation Management continues to receive, review, and approve all job classifica
tion actions.

Additionally, OCM maintains some degree ofoversight over State agencies with
decentralized classification authority by using a post-audit review process. At one time,
OCM post-audited every agency position classification action. Currently, OCM conducts
an audit of a random sample of 20 percent of agency classification actions. OCM staff
reported that this post-audit review function has been effective in monitoring agency
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actions. Similarly, JLARC State agency respondents operating under decentralized
classification authority reported few concerns regarding this OCM post-audit function.
However, two agencies stated that even the post-audit function can be a "major draw
back," especially when DPT overturns an agency decision.

Agency Satisfaction with theseAuthorizations. While the decentralization
of authority in the area of starting pay has generated few concerns or comments from
either DPT staffor State agency personnel officers, the issue of decentralized classifica
tion authority has received some attention. Most agencies are in favor of this authority
and regard it as beneficial.

The majority of State agencies operating under an MOA stated that this
delegation of authority has allowed them to reduce the processing time ofclassification
decisions and to provide the flexibility necessary to administer position classification
actions. Specifically, 26 of the 34 State agencies operating under an MOA, or 76 percent,
stated that it has enabled their agency to function in the manner that they had hoped it
would (Exhibit 4). Agency survey comments included:

Entering into a decentralization agreement with DPT has provided us
with opportunities to expedite routine personnel transactions which
would otherwise take weeks to complete.

• • •
The process time has been reduced and appropriate delegation of
responsibility has resulted.

• • •
We can provide our departments with a more timely response to
classification requests and make better classification decisions be
cause ofour knowledge ofthe agency and the organizational structure.

While it is apparent that most State agencies operating under decentralized
classification authority view it as a benefit, some State agencies have noted drawbacks
to operating under decentralized classification authority. Ofthe 18 State agencies which
responded to the JLARC survey question asking about the drawbacks ofentering into an
MOA, ten agencies reported drawbacks. Of those drawbacks noted, four involved
limitations within their own agency, including the need for in-house staff to process
position classifications and internal employee pressure to "process particular classifica
tion actions" for the benefit of employees.

It should also be recognized that despite the apparent advantages, almost two
thirds ofthe State agencies have not entered into a memorandum ofagreement with DPT.
Most of these agencies (24 of 42, or 57 percent) reported that they do not have sufficient
personnel staff to administer decentralized classification authority. Additionally,
several small agencies (MEL under 31) reported that they saw no need to pursue an MOA,
since they thought their current arrangement with DPT was adequate. DPT staff were
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,...------------- Exhibit 4-------------,

State Agency Responses as to Whether the
Decentralization Memorandunt of Agreement

Has Enabled Their Agency to Function
in the Manner that they Hoped it Would

Yes (26 State agencies)

Christopher Newport University I
College of William and Mary
Department for the Visually

Handicapped
Department of Agriculture and

Consumer Services
Department of Corrections
Department of Education
Department ofEnvironmental

Quality
Department of Forestry
DepartmentofLot~ry

Department of Medical Assistance
Services

Department of Motor Vehicles
Department of Planning and Budget
Department of Social Services
Department ofSta~ Police
Department of Transportation
Department of Treasury
James Madison University
Radford University
Sta~ Department of Health
University of Virginia
Virginia Community College Sys~m
Virginia Employment Commission
Virginia Museum ofFine Arts
Virginia Museum of Natural History
Virginia Retirement Sys~m
Virginia Pol~chnicInstitu~ and
Sta~University

No (7 State agencies)

Department ofGeneral Services
Department of Information Technology
Department of Menta! Health and

Mental Retardation
Department ofRehabilitation Services
George Mason University
Old Dominion University
Virginia Commonwealth University

Note: The Department ofTaxation reported that since it had entered into a MOA with DPT on July 1, 1993, it was
too early to adequately respond to this question.

Source: JLARC staff analysis of State agency survey.
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able to confirm these reasons, reporting that while they encourage agencies to assume
decentralized classification authority, some agencies are reluctant. Notably, OCM staff
report that they have never turned down an agency request for decentralized classifica
tion authority.

Areas in Which Some Agencies Want More Decentralization Authority

While most State agencies (74 percent ofthe JLARC survey respondents) report
being "satisfied" or "very satisfied" with the present division of administrative authority
between their agency and DPT, there were several policy areas where some dissatisfac
tion was evident. These areas involve the authority to make acting pay approval
decisions and the authority to make all employee compensation and classification
decisions.

Desire for the Authority to Make Acting Pay Decisions. The State of
Virginia is currently operating under a modified acting pay approval process. This
process provides supplemental compensation to those employees who temporarily work
in a vacant position which is in a higher grade than their current position. Previously,
an agency was only permitted to assign acting pay status for up to 90 days. The modified
process permits agencies to grant acting pay for up to a six month period and does not
require agencies to actively recruit for the vacant position, provided that they are able
to certify to their cabinet secretary that all DPT-specified conditions have been met. In
all cases, approval of acting pay actions is required by DPT and the appropriate
Governor's Secretary.

DPT staff believe their approval is necessary to ensure fairness in the salary
award. Additionally, OCM staff state that since the employee who receives acting pay
status normally receives the position permanently, a central review of all acting pay
requests is critical to ensure that there is no agency favoritism in the selection of the
acting pay status employee.

Several large State agencies reported to JLARC that they would like full
authority to make decisions regarding the awarding of acting pay, thus eliminating the
requirement ofDPT approval. Of the seven State agency survey respondents indicating
that they would like acting pay decisions to be fully decentralized to their agency, five
have a MEL of above 945. These agencies generally felt that they had "the professional
expertise to make these decisions" and were "better able to consider their impacts."

The JLARC survey also asked State agencies to describe how they would
demonstrate accountability for appropriate administration ofdecentralization ofacting
pay requests, but none provided specific responses to this question. Despite some State
agency requests to decentralize the acting pay approval process and allow agencies more
discretion in this area, decentralization of the acting pay approval process does not
appear warranted given the need for fairness and the lack of feasible controls.

Desire for the Authority to lIfake' All Employee Compensation Decisions.
The JLARC survey ofState agencies indicated that 40 percent ofall responding agencies
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are "not satisfied" with the present division of authority in the employee compensation
area (Table 12). Analysis reveals that the dissatisfaction with the division of authority
in the employee compensation area rises with agency size. Nine of the 11 State agencies
with maximum employment levels over 2000 reported not being satisfied with this area.
Furthermore, of these nine agencies, five were educational institutions. Examples of
agency comments include:

Our agency would like the authority to develop and implement com
pensation systems which best meet the objectives of our agency,
without seeking OPT approval. [We) would like this authority for all
jobs. Our agency would demonstrate accountability for appropriate
administration through our level of staff expertise, our budget re
straints, our continual monitoring ofthe system to ensure that system
goals are being met, and that our affIrmative action goals are not
compromised.

• • •
Complete decentralization of classification and compensation activi
ties to the decentralized agencies. Decentralized agencies would
assume the responsibility for all agency classification issues, would
independently conduct compensation surveys for agency unique classes,
and would meet with and share information with other Human
Resource Managers in continuous quality groups to monitor classifica
tion and compensation issues of shared classes. Decentralized agen
cies would conduct salary surveys and provide information to OPT to
affect changes in the Compensation Plan. All agency actions would be
open to audit by the Office of Compensation Management in OPT.

• • •
An entirely different approach should be considered for Compensation
Management. Decentralized.

-------------Table12-------------

State Agency Satisfaction with Division of Authority
in the Employee Compensation Area

Number

Percentages

Not Satisfied

34

40

Satisfied

45

53

Very Satisfied

6

7

All Responses

85

100%

Source: JLARC staff analysis of State agency survey.
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Further decentralization of the employee compensation area would, however,
involve numerous trade-offs for the State's personnel function. The primary advantage
seen by State agencies is increased agency flexibility on compensation decisions.
Decentralization ofthis type is in direct conflict with the State's position on maintaining
equal pay for equal work. For this reason, a DPT Task Force on Job Classification System
Review is reviewing and developing alternatives for implementing a new or revised job
classification system for the Commonwealth, including a review of the State's compen
sation system.

Concerns with Further Decentralization

Most State agency and OCM staff survey responses indicate satisfaction with
the current decentralization initiatives. However, a few (4 of11) OCMstaffreported that
decentralization had proceeded too far and were concerned with what they regarded as
duplication of effort and costs associated with decentralization.

Decentralization, by necessity, results in more duplication of efforts,
not less. Each agency will be required to hire more personnel profes
sionals to perform previous[ly] centralized functions. Management
must decide if the increased costs, duplication of effort within each
agency, and loss ofconsistency between agencies is outweighed by the
increased flexibility given to agencies.

.. .. ..
Decentralization, by its nature, requires larger staffat every agency to
deliver the same service than a more centralized system. It is
convenient for a field manager to have face-to-face access to profes
sional personnel staff for advice. It is not cost effective to staff an
organization or state with that objective. A more centralized personnel
delivery system requires fewer personnel and may sometimes be
slower to act. However, the fact is that government does not operate
on a profit margin where 'time is money' lost. In government often
times slower is better, as when spending taxpayer dollars and 'time is
money' saved.

Another OCM staff member believed that asking whether the State's decen
tralization of any personnel functions had proceeded too far was not a yes or no question.
This OCM staff member stated the issue succinctly:

The 'costs' of decentralization are increased HR costs, a lack of
consistency among agencies, and increased risks of unfair or illegal
actions; the benefit is responsiveness to agency needs.

Clu1pter III: Management of the State Compensation
and Classijirntion System

Page 49



While the level ofdecentralization in the compensation and classification areas
appears to be adequate at this time, the State must carefully weigh the advantages and
disadvantages ofany further attempts to decentralize personnel functions in these areas.
The imperatives of a public sector employer require a balance between flexibility and
accountability. Further decentralization in the form of flexibility given to agency
managers should not be so great that the principle of "equal pay for equal work" is
violated. Other potential disadvantages to further decentralization in these areas
include increased agency costs from the need for additional personnel staff and the
increased risks of illegal agency behavior.

Recommendation (5). Further decentralization of the division of
authority in the job classification and employee compensation areas does not
appear appropriate at this time. Although a minority of State agencies desire
total decentralization of the employee compensation authority, increased
human resources personnel staff costs, difficulties associated with maintain
ing e..ual pay for equal work, lack ofcontrol over State agency actions, and a
lack of consistency among agency actions, are major impediments. Further
study provided by the DPT Task Force on Job Classification System Review
should provide additional insight into any further decentralization of these
areas, particularly as it pertains to larger agencies. The Workforce Commis
sion should carefully weigh the advantages and disadvantages ofany propos
als to further decentralize any personnel functions in thejob classification and
employee compensation areas.

Maintenance and Administration of the State Compensation Plan

As the administrator and regulator of the State compensation plan, the
DepartmentofPersonnel and Training must develop and oversee the State compensation
plan, process agency compensation requests, and conduct mandated compensation
studies. The JLARC review of the provision of these services suggests that satisfaction
with this area ofDPT sen"ce delivery is mixed. The development and oversight of the
State compensation plan is adequate, but there are concerns with VPT's processing of
agency compensation requests and conducting of special agency compensation studies.

Development and Oversight of the State Compensation Plan is Adequate

In the development and oversight of the State compensation plan, State
agencies report being somewhat dissatisfied with the lack offlexibility permitted by the
plan, but not with its maintenance or administration. Therefore, while almost halfofthe
State agency directors (46 percent of the JLARC State agency survey respondents)
reported that there should be some change to maintaining the State compensation plan,
their comments primarily related to the decentralization of State compensation plan
functions.
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Concerns with OCM's Processing ofAgency Compensation Requests

The Office of Compensation Management is responsible for processing agency
compensation requests; an activity which involves reviewing requests in the areas of
starting pay, acting pay, salary regrades, salary differentials, wage employment, com
pensatory leave, and overtime authorizations. These reviews involve determining
the extent of agency retention and recruiting problems, assessing standard industry
practices, gathering salary information from localities and firms, and making determi
nations of the appropriate amount of salary differentials, including those for shift
differentials, competitive differentials, call-back pay, and on-call pay. Many agencies (49
percent ofsurvey respondents) stated that they thought there shouldbe some change to
this OCM activity. Specifically, seven respondents reported concern over the need for
more expeditious processing of agency compensation requests. Their concern is sup
ported by the fact that four OCM staffalso reported that the length oftime it takes to turn
around these requests is a cause of agency dissatisfaction.

An area ofconcern connected to agency compensation requests involves the DPT
starting pay policy. As stated previously in this chapter, the starting pay policy provides
line agency human resources officers with the authority to allow "persons judged to be
fully experienced or exceptionally qualified" to be started at steps five through 20 of the
Commonwealth Salary Structure. Although the starting pay policy has been fully
decentralized to all State agencies since November 1, 1990, agencies and OCM alike
share the concern that new hires can be brought into the system at substantially higher
pay rates than existing employees. One agency personnel director reported the situation
this way:

The compensation system allows for no flexibility and as a result, long
term employees are severely penalized. For example, an employee gets
promoted and his replacement is hired at a salary in excess ofwhat the
employee is earning in the new position. This is because the starting
pay policy allows individuals to be brought into the system at a higher
pay level under the justification of market conditions while the long
term employee's salary is locked in. A recent egregious example
occurred when kitchen workers were promoted to a higher classifica
tion and their salaries were increased to approximately $11,000; their
replacements were hired at starting salaries in excess of $14,000.

OCM staff share this concern. One OCM staff member reported that:

This is an inequity in the current system. Agencies can't adjust the
salaries of long-term employees to equate with new hires, who were
hired in at a salary based on current market conditions. The only
mechanism available to agencies now is to request a competitive
differential, which is based on marketconditions in certain areas ofthe
State. This leaves out most ofthe State, however. The current budget
situation has exacerbated this problem significantly, since salary
increases have pretty much stopped over the last three years. This

Chapter III: Management ofthe State Compensation
and Classifialtion System

Page 51



creates a larger and larger gap between new hires and long.term
employees.

Data were not available to reveal the frequency with which this situation arises.
However, frequent instances could adversely affect the morale of the workforce and
employee perceptions of equity.

Recommendation (6). The Department of Personnel and Training
should evaluate two components of the Office of Compensation Management
processing of agency compensation requests: the expeditiousness of process·
ing, and the frequency ofnew hires beingbrought into the system at higher pay
than existing employees. When these data are analyzed, the Department of
Personnel and Training should develop appropriate options. Options with
potentially significant effects on the personnel function as a whole should be
reported to the Workforce Commission.

Concerns with OCM's Performance in Conducting Special
Compensation Studies

There are two types ofcompensation studies performed by OCM, those that are
mandated and those that are requested by agencies. Mandated compensation studies
include the biennial teacher salary survey, the annual salary survey, the consolidated
salary authorization, and compensation studies initiated by both the Legislature and the
Administration. Compensation studies requested by agencies, referred to as "special
agency compensation studies," are studies of individual job classes which are completed
by comparing State salaries with salaries of jobs in the private sector, other State
agencies, other states, and local governments.

While most State agency survey respondents reported being satisfied with
OCM's performance in conducting mandated compensation studies, concerns were
expressed regarding OCM's performance in conducting special agency compensation
studies. For example, six State agencies reported that special agency compensation
studies were not performed in a timely manner. Similarly, several agencies stated that
once these studies were completed, the information was outdated. Agency comments
included:

Major studies take an inordinate amount of time to complete, largely
because ofthe conflicting demands on both DPT and agency stafftime.
Streamline the process so studies are not out·dated before they are
released.

.. .. ..
Information to agencies is not always timely nor comprehensive.

.. .. ..
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Studies are not timely. By the time salary studies are completed, any
compensation adjustments are often obsolete.

In a document prepared by OCM which explains how the office has reacted to
the loss offive compensation analysts since FY 1990, OCM staffreported that they have
reduced the number ofState agency special compensation studies to which they respond.
Although OCM staffreported that these studies are generally conducted within 45 days,
OCM currently does not monitor the length oftime it takes to complete a study. If such
a mechanism were in place, OCM could determine ways in which the process could be
expedited.

Maintenance and Administration of the State Classification Plan

In addition to the responsibilities associated with maintaining and administer
ing the State compensation plan, the Department of Personnel and Training is also
required to oversee the State classification plan. The activity of maintaining the State
classification plan involves reviewing requests from agencies to reallocate and establish
positions, conducting class series studies, overseeing the decentralization ofjob classifi
cations to agencies, and conducting job audits.

The majority of OCM staff analyst time is spent reviewing and approving job
classification actions from State agencies to: (1) establish new positions, (2) reallocate
or change the job classification ofexisting positions, and (3) update or redefine informa
tion which pertains to existing positions. An OCM analyst's review of these actions
involves an analysis of responsibilities and duties assigned to positions, comparisons
with job classification specifications, and a determination of appropriate job classifica
tion assignments. In 1992, there were 7,375 actions reviewed by OCM, which was about
the same number reviewed in 1990. OCM reviews all position classification requests
from State agencies, and post-audits 20 percent of those position classification actions
taken by agencies operating under decentralized classification authority. Taken to
gether, these actions constitute one of the central control elements of the State's
personnel system.

Given the fact that these actions are control-oriented, it is not surprising that
they represent a source ofconcern. The function ofestablishing position classifications
has become a focal pointofvarious public and private efforts to reform personnel systems.
In Virginia, the General Assembly has expressed concern with the current number of
position classifications used in the State personnel system. State agencies, on the other
hand, are generally satisfied with the number of position classifications, but are
concerned instead with the status of the Classification Review/Specification Update
Project (CR/SU). Both of these issues are explored in more detail below.

Concerns with the Number of Position Classifications

Concern has developed in the General Assembly over the number of position
classifications that the Commonwealth currently maintains. As of 1991, the personnel
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system maintained 1,888 separate position classifications. While this is less than the 50
state average of1,969 (Table 13), there are valid reasons to reduce the number ofposition
classifications. These include: reducing unnecessary complexity, providing managers
with greater flexibility, and providing additional incentives to employees. Accordingly,
one of the primary topics assigned to the recently created Workforce Commission is to
review "whether simplification of the classification structure for state jobs into a small
number of 'bands', rather than the current 1,888 job classifications, would increase
managerial flexibility and employee productivity, as was accomplished in a recent pilot
study for the federal government, which reduced job classifications from 459 job
classifications to only 10 occupational 'families. '"

Agencies Generally Support the Number of Position Classifications.
Yet, despite the generalized concern that there are too many State position classifica-

-------------Table13-------------

Number of Position Classifications by State as of 1991

New York 7,300
New Jersey 6,400
California 4,324
Louisiana 3,800
North Carolina 3,500
Maryland 3,000
Pennsylvania 2,782
Michigan 2,700
Connecticut 2,600
Utah 2,500
South Carolina 2,318
Tennessee 2,258
Minnesota 2,140
Washington 2,100
Mississippi 2,053
West Virginia 2,000
Wisconsin 2,000

!1:Yigillil!li!~I~!!I!}~:;
Arkansas 1 900
i'-£l!!!J!i!il:i!'!liiiill'.)
Ohio 1,804
Illinois 1,680
Hawaii 1,660
Kentucky 1,614
Alabama 1,600
Florida 1,596

Georgia
Idaho
Arizona
Indiana
Maine
Rhode Island
New Hampshire
Delaware
Oklahoma
Montana
Colorado
Texas
Nebraska
Nevada
Vermont
Iowa
New Mexico
Massachusetts
Kansas
Puerto Rico
Missouri
Oregon
North Dakota
Alaska
Wyoming
South Dakota

1,570
1,550
1,500
1,500
1,500
1,500
1,490
1,434
1,4113
1,350
1,348
1,339
1,300
1,300
1,280
1,250
1,200
1,150
1,142
1,107
1,100
1,100
1,075
1,050

774
551

Source: NASPE. StaU P~rBOnnelOffice: Roles wul Functions, Second Edition, 1991.
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tions, 49 of the State agency respondents, or 60 percent, thought that the number of
position classifications intheir agency was about right (Table 14). Ofthe remaining State
agency responses, 19 percent (15 agencies) thought that there were too few position
classifications and 21 percent (17 agencies) thought that there were too many. Interest
ingly, none ofthe 81 State agencies reported difficulties with employees complaining that
assigned tasks were "not in my job description." That often-mentioned complaint
regarding public employment seems to be largely absent from the culture of Virginia
State employees. (Similarly, a 1963 Virginia legislative report commented that Virginia
seemed unique in the quality of its State employee workforce.)

------------Table14------------

State Agency Perspective on Number of
Position Classifications for Their Own Agency

Too few
About right
Too many
Total

Number

15
49
17
81

Percenta~

19%
60
21

100

Source: JLARC staff analysis of State agency survey.

Of those 15 State agencies who thought that there were too few position
classifications, the predominant response was that more position classifications were
needed to accommodate agency specific needs. Examples include:

I would add classes which specifically describe thejobs tobe done at our
agency.

* * *

Under the current system, classifications do not reflect job responsi
bilities, and needs in small agencies must be met by staff members
willing to assume a wide variety of duties.

* * *

We would like to add more classifications to better reflect the duties
being performed.

Therefore, despite the extensive number ofposition classifications, it is appar
ent that all agency-specific needs are not being met by the current structure. Smaller
agencies seem to have more difficulty tailoring their current job responsibilities\~ith
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those position classifications currently utilized by the Department of Personnel and
Training.

Several agencies, on the other hand, felt that they had too many position
classifications with which to work. Ofthe 17 State agency respondents who thought that
there were too many position classifications for their agency, 16 were from State agencies
whose MELs were over 31. Two themes emerged from the analysis ofthese State agency
responses. First, State agencies would like to reduce the number of clerical position
classifications. Second, some State agencies would prefer to simplify the classification
structure into a small number of pay bands or occupational "families." For example:

Some of these classifications would more appropriately be incorpo
rated into a pay band, requiring less administrative and management
time spent on determining, for example, whether a position is a
secretary or a secretary senior.

* * *

Our preference would be to have many fewer classifications, and
develop ranges within which skill based pay could be implemented in
support of continuous improvement efforts. Such a system might
entail broad job families within which agencies would have greater
flexibility in addressing job needs, which today are changing at an
increasingly rapid pace with technological advances and changing
customer demands.

Although the two themes that emerged from the analysis of the large agency
responses may at first appear separate, both themes relate to the simplification of the
current structure and further consolidation of individual classes into broader, less
specific classification specifications. These changes would allow agency management
greater flexibility in utilizing staff to meet changing workforce demands.

Conclusion. It appears as if the operation of the State's classification plan
involves different pressures from various sources which often conflict with one another.
First, policy makers are interested in reducing the number ofposition classifications and
may see flexibility as a "wide pay band" which includes many positions. "Pay banding"
is a classification process whereby job classifications are reduced to a limited number of
occupational groups, or "families," and has the potential for increased management
flexibility and employee productivity. Second, State agencies may define flexibility as
having their own agency specific classifications. Third, the State classification plan must
maintain its guiding principle of equal pay for equal work.

The following examples illustrate this tension. First, consider the creation of a
"maintenance class." Although a maintenance class may be viewed as a general
classification, both electricians and plumbers might be covered under this classification.
Ifelectricians were to command more compensation than plumbers in the marketplace,
then a problem with compensation equity may arise, as both are paid the same amount
despite the fact that one occupation is more in demand than the other.
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Problems associated with classification limitations are also illustrated by an
OCM study of deputy director positions. During this study, it was discovered that
approximately 75 position classifications were allocated to 50 different deputy classes in
State agencies, and another 41 position classifications were allocated to 24 different
assistant classes. Clearly, most agencies felt that specific requirements of the deputy
position, such as a detailed knowledge ofthe area, would make a "transportation deputy"
unique and different from a "corrections deputy" or "education deputy." The unique
duties of deputies in different State agencies had caused the proliferation of the number
of agency unique position classifications for deputies. The tension that exists in such a
situation is based on State agency needs for flexibility in creating agency unique deputy
classes and State policy makers' interests in curtailing growth in the number ofposition
classifications. Another tension that exists is the State's interest in maintaining equal
pay for equal work for deputy and other positions. There is some concern that in a
simplifiedsystern ofbroadpay bands that senior employees wouldgradually"float" to the
top of the band, regardless of the work demands of their position.

In summary, there are competing rationales for the current system of many
agency unique classifications (flexibility) and a system of a reduced number of classifi
cations (clarity and simplicity). Therefore, both the Department of Personnel and
Training and the Workforce Commission should continue to research and explore
potential solutions to the position classification issue.

Status of the CR/SU Project

Another aspect ofthe State classification plan which generated concern was the
status of the Classification Review/Specification Update Project (CR/SU). This project,
which was begun in the spring o£1987, was designed to review alljob classifications. The
purpose was to ensure that job positions were allocated correctly and that class
specifications were rewritten to accurately reflect the work that was being done by
employees. A review ofthe State agency survey comments suggests that while the results
of this project have been beneficial, they have not always been timely.

How CR/SU Works. In order to better understand the CR/SU review process,
it is important to discern how the CR/SU project team functions. The current CR/SU
study of administrative operations and administrative service positions illustrates the
process. As in most cases, the CR/SU team assigned to the project are comprised ofstaff
from both OCM and agencies. These staffwill review position descriptions and prepare
class specifications. (Definitions ofclass series and other terms are included at Appendix
H.) Representatives from State agencies with a large number of positions that could be
affected will then be asked to meet with the team to reaffIrm current class usage and
provide updated position descriptions. The CR/SU team then prepares and distributes
draft class specifications and proposed salary grades to State agencies. Participating
State agencies are given an opportunity to comment prior to the finalization ofthe class
specifications and salary grades. Each CR/SU project takes approximately six months
from beginning to end.
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As ofSeptember 15, 1993, there were a total of 1,870 position classifications in
the State classification system. Of this group, 1,725 are considered active position
classifications - only these can be used for new positions in State government. The
remaining 145 position classifications are inactive, and are closed as State employees
move from these positions. Of the 1,725 active position classifications, 1,080 have been
evaluated and new position classifications written, while 589 class specifications are still
in the old format and need to be reviewed. Ofthose old class specifications that remain,
some date back to 1952. There also remain another 56 classes which have no class
specifications in either the new or old format. These 56 classes have job descriptions, but
no official position classification written as of yet.

The comments ofState agency survey respondents suggest that while agencies
are not completely satisfied with the timeliness ofthe CR/SU project, they do think that
the project results are useful. Eight agencies specifically described how the CR/SU
project had been beneficial and stated that it should be made a priority again for OeM.
For example:

The Classification Review/Specification Update Program was very
beneficial. Many classes were updated and the entire classification
system was simplified. The CR/SU program is no longer a priority at
DPT. The classification plan will suffer for the lack of attention.

.. .. ..
During the time that [CR/SU] was a viable program, the number of
classes were reduced from 2,100 to less than 1,800. The occupational
families and groups need to be studied and a new schematic plan
developed which will recognize progressive movement and career
development. As in the past, this should be an agencylDPT effort.

.. .. ..
CR/SU was a great plan which provided needed updates ofthe current
class/compsystem. But large delays in processing and implementation
ofresults has shut down the positive aspects ofthe system. Is there a
plan? Is it still alive? Is there long-range planning? What's next? Is
there feedback on what's happened so far?

While about 65 percent ofthe position classifications have been evaluated and
new class specifications written, there is a need to conduct the review ofthe remaining
589 position classifications which are still in the old format. If the pattern of earlier
reviews holds, it is likely that there will be further reductions in the number ofposition
classifications. While the result ofsuch reductions may not fully satisfy those who favor
pay banding or a similar program, it may represent a reasonable accommodation with
those wanting to maintain agency-unique classifications. Updating old position classi
fications simplifies the classification structure and gives State agencies more flexibility
in which to operate their own classification structures. Further, updating antiquated
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position descriptions could provide a foundation for additional consolidation and poten
tial banding of classifications.

Completion of CRISU projects has been slowed by a reduction of OCM's staff
from 23 in FY 1989 to 17 in FY 1993 as a result ofbudget cuts. OCM reduced by about
100 per year the number ofposition classifications scheduled for review through CRiSU.
However, because 86 percent ofOCM staffreported that they can handle more respon
sibility than they currently have, acceleration ofCRlSU reviews may be possible. Better
direction from DPT leadership will be necessary to effect such a change, however. Of
those OCM staffresponding to the JLARC survey ofDPT, 75 percent disagreed with the
statement that agency "leadership priorities and goals are clear.» Ofthis same group, 64
percent disagreed with the statement that "agency leadership provides adequate oppor
tunity for meaningful involvement in policy and decision making." For example:

We must redefine our mission and establish long term goals and
objectives that provide the services and needs of our customers. We
need to assess every policy, procedure, process, system, and determine
if there is a better way. This should be a partnership approach
involving the agencies, DPT, other central agencies, and other entities
with an interest in building the best human resource system that can
be provided, with the resources available, for all employees.

.. .. ..
All services could be improved by having [a] clear understanding of
mission, philosophy, attitude, and ethics that are required.

Improved leadership and communication ofclear priorities could provide OCM with the
needed focus to complete the CRiSU project and address the broader issues associated
with pay banding and other potential classification reforms.

Recommendation (7). In order to further reduce the number of posi
tion classifications in the State classification plan, thereby simplifying its
structure, the Department of Personnel and Training should give the CWSU
project a high priority for completion. Upon completion, project results and
their effect on the total number of position classifications should be reported
to the Workforce Commission. The Department of Personnel and Training
should include in its report various options for further simplification of the
State classification plan structure, including options for pay banding position
classifications into occupational "families" to provide agency managers with
greater flexibility.

CURRENT CLASSIFICATION REFORM EFFORTS

In conclusion, it is important to note that the goals and objectives ofthe State's
compensation and classification plans are currentlybeing assessed by both the DPTTask
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Force on Job Classification System Review and the Workforce Commission Task Force
on Classification and Compensation. The former group has decided to employ the
services of a compensation and classification consultant, pursuant to a request for
proposal (RFP) dated. August 20, 1993. The stated pUrpose of the RFP is to select a
consultant/contractor who "shall furnish all labor and resources to develop alternatives
for implementing a newor revisedjob classification system(s) for the Commonwealth. An
evaluation ofthe feliSibility, cost, and effect onemployees and managers shall be provided
for each alternative." Correspondingly, it is the intention of the Workforce Commission
Task Force to work with the DPT Task Force and the consultant to establish long-term
goals and objectives for the provision of classification and compensation services.
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w. The Provision of Health Benefits

The provision of health benefits to State and local government employees is
another area of service responsibility for the Department of Personnel and Training
(DPT). Within DPT, the Office of State and Local Health Benefit Programs (OHB)
develops and administers the Commonwealth's health benefit services. While DPT is in
compliance with the State and federal statutes pertaining to health benefits, an
examination of DPT and OHB operations suggests that change is needed in five key
aspects of service provision.

Two of these aspects are agency-wide problems - they are the use of strategic
planning and evaluation techniques, and the provision oftraining (in this case to agency
benefits administrators) by DPT. The provision of training services is discussed in
Chapter V. The three other aspects, however, warrant consideration at the individual
OHB division level. These are the development of health benefit contracts and
procedures, the provision ofhealth benefits assistance to State agencies, and the use of
strategic planning and evaluation methods. This chapter provides an analysis of these
areas of concern and suggests that adjustments in organizational processes are needed
if service delivery is to improve.

DEVELOPMENT OF HEALTH BENEFIT CONTRACTS AND POLICIES

One of the primary responsibilities of the Office of State and Local Health
Benefits Programs is the negotiation and administration ofhealth benefit contracts and
policies. OHB staffinterviews and the JLARC survey ofDPTemployees suggest that the
fulfillment of this responsibility has been difficult for OHB staff. Moreover, the JLARC
survey of State agencies indicates that agency benefits administrators have been
dissatisfied with the OHB program benefit and design process.

Some of the problems associated with the OHB program benefit and design
process can be attributed to increased ORB staffworkload. An unusually heavy volume
of contract negotiations combined with a decrease in authorized staff positions placed
considerable demands on the abilities of OHB contract negotiators. Consequently, the
need to meet contract deadlines createdsome implementation and operational problems.
However, because the period ofnew program implementation has passed, many ofthese
concerns do not need to be addressed. There are some continuing concerns, however,
which still create problems within the contract development process. Problem areas
include the inadequate use of line agency input and the provision of conflicting
information. OHB needs to improve its communication processes, both internal and
external to DPT.
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New Additions to OHB Contract Responsibilities

Since 1990, two major health benefit programs have been added to the contract
negotiation and administration responsibilities of OHB staff. These are the flexible
benefits program and the Key Advantage Health Insurance Plan. For almost three years,
OHB staff have concentrated their time and resources on issues related to these two
programs. Much of the JLARC evaluation of OHB activities therefore focuses on
problems associated with the development and implementation phases of these benefit
plans. Brief descriptions of these programs are provided below.

The &y Advantage Plan. The selection and implementation of the Key
Advantage health insurance program was the most significant component of OHB
operations from 1991 to 1993. Item 61 ofthe 1991Appropriation Act directed the director
of the Department of Personnel and Training to: (1) present a proposal to revise the
design of the employee health insurance plan by October 1, 1991; and (2) if approved by
the 1992 Session of the General Assembly, implement the plan by July 1, 1992. The Act
further specified that the plan contain the following five elements:

• a preferred institutional provider network which consists only ofcost-effective
providers of care that agree to prospective reimbursement based on the
severity of the cases treated, or other risk sharing reimbursement formulas;

• "Centers ofExcellence" within and ifnecessary,outside ofthe Commonwealth
for the provision of complex, costly procedures, including, where necessary,
the cost of travel for the patient and one family member if the center of
excellence is more than 500 miles from either the patient's home or from the
city of Richmond;

• a preferred provider professional network which consists only ofcost-effective
providers ofcare who agree to reimbursement on the basis ofa resource based
relative value scale, or capitation or other acceptable risk-sharing arrange
ment;

• a separate network for psychiatric and substance abuse services which will
provide effective outpatient alternatives to inpatient treatment; and

• expanded employee health promotion services and cost-effectiv~preventive
services.

OHB Selected the Key Advantage Plan to Fulfill These Requirements

The Key Advantage Plan is a managed care health insurance program admin
istered by Blue Cross and Blue Shield of Virginia. Hospital and doctor services are
provided through a preferred provider organization. To receive the maximum benefits
available, enrollees must initially contact their self-selected primary care physician, who
then has the authority to either provide treatment or make a referral. As ofAugust 1993,
the Key Advantage Plan had 96,458 active and retired State and local government
employees enrolled.
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The Flexible Benefits Program. The Commonwealth's flexible benefits
program was established pursuant to Section 125 of the Internal Revenue Service Tax
Code, which allows employers to establish certain benefits (commonly referred to as
cafeteria plans) under which employees can choose between tax-free benefits and taxable
benefits. The Commonwealth currently offers two flexible benefits programs: the
premium conversion program, and the flexible reimbursement accounts program.

The premium conversion program became effective July 1, 1990, and enables
employees to pay their portion of the State's health insurance premium on a tax free
basis. All State employees are enrolled, unless they elect to opt-out of coverage during
the open enrollment period. OHB administers the premium conversion program for
approximately 80,000 State employees.

The flexible reimbursement accounts program became effective May 1, 1991,
and consists ofa medical reimbursement acCount option and a dependent care reimburse
ment account option. The medical reimbursement account program enables a State
employee· to set aside earnings into a medical reimbursement account prior to the
calculation ofpayroll taxes. The money deposited into this account can then be used to
reimburse the participant for certain out-of-pocket medical expenses that are not
otherwise covered under his or her health benefits program. The end result should be
more net income for the participating employee. Similarly, a dependent care reimburse
ment account enables an employee to set aside earnings into a dependent care reimburse
ment account prior to the calculationofpayroll taxes. The money in this account can then
be used to reimburse the participant for certain out-of-pocket work-related dependent
care expenses. OHB administers flexible reimbursement accounts for approximately
3,500 State employees.

Problems with the Program Benefit and Design Process

A review of the ORB program benefit and design process indicates that
procedural difficulties experienced during the early stages ofdevelopment generated line
agency concerns with the final product. Some ofthese concerns resulted from the limited
time allotted for Key Advantage implementation. However, there were many other
concerns that were not directly linked to the timing of the program, but were instead
associated with long-term OHB process deficiencies. Specifically, insufficient use ofline
agency input and the inaccurate provision ofcontract information created the perception
that the program benefit and design process was not working. Changes need to be made
to overcome these problems.

Insufficient Use of Line Agency Input. Health benefit implementation
problems and line agency dissatisfaction with OHB policies and procedures at times
resulted from the insufficient use ofline agency input. A central personnel agency, such
as DPT, can not always anticipate the full range ofeffects that stem from a change in a
benefit policy. Unnecessary problems can be created when lines ofcommunication and
means of agency participation in policy development are weak. Analysis ofthe JLARC
survey ofState agencies indicates that these negative characteristics have been associ
ated with OHB decision-making.
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An example of the ineffective use of line agency input by OHB involved the
handling of a telephone survey of 1,129 State employees. The June 1991 survey was
commissioned by ORB and conducted byVirginia Commonwealth University in an effort
to determine employee views on the health benefits program. The survey produced two
important findings: (1) 86 percent of all employees were either "satisfied" or "very
satisfied" with their existing benefits, and (2) 60 percent of the respondents with
employee-only coverage indicated that they would prefer that the Commonwealth
maintain benefits and charge employees a portion of the premium, rather than reduce
benefits and have the Commonwealth continue to pay the entire premium. Although
DPr incorporated many ofthe survey fmdings in the development of the Key Advantage
program, this practice was not effectively communicated to State employees. Employees
perceived that their comments were ignored. The new plan was then introduced into an
unreceptive environment and implementation was hampered.

Similarly, a number of the problems that were encountered during the imple
mentation of the Key Advantage program could 'have been anticipated, and possibly
avoided, ifagency input had been sought. For example, the heated debate regarding the
gynecological referral process might have been avoided ifOHB staff had initiated early
policy development discussions with agency benefits administrators or conducted focus
groups with State employees. Administrators knew from insurance enrollment discus
sions that many female employees participating in HMO programs went directly to a
specialist for the provision ofgynecological services. (By contrast, none ofthe State's self
administered programs - Basic Blue Cross, Key Care, or Cost Awareness - offered an
annual OBGYN examination.)

Benefit administrators could have advised policy-makers that the referral
requirements were likely to generate concern among State employees. However,OHB
staff and the representatives from Blue Cross and Blue Shield did not sf;ek their input,
nor did they seem to anticipate the reaction ofState employees. According to the director
of OHB, the "frrestorm" that accompanied the implementation of the Key Advantage
program probably did result in the dissemination of conflicting information as to the
nature of the referral policy. Had DPr staff worked more closely with agency benefits
administrators and Blue Cross and Blue Shield staff prior to the announcement of the
referral policy, much of the confusion might have been avoided.

While many of the initial problems of the Key Advantage program have been
worked out, a majority ofthe line agencies surveyed, 56 percent, thought that the health
program benefit and design process needs to be changed. Ofthose agencies recommend
ing a change, 40 percent cited the need to incorporate line agency input into the program
development phase.

Some ofthe line agency dissatisfaction with the current process is probably due
to the newness ofthe Key Advantage Program. As stated in the Alexander and Alexander
Consulting Group report, Study of Employee Health Benefits Program, "the hurried
introduction ofKey Advantage appears to have gotten a sound benefit plan off to a very
rocky start. Employees, State officials, and legislators alike feel that had more time been
available for network development, administrator training, and employee communica-

Chapter IV: The Provision ofHealth Benefits Page 64



tions, many of the current problems could have been avoided." Concern with the Key
Advantage program seems to have peaked between August 1992 and February 1993.
During that seven month period, the five highest months of recorded customer service
calls on record occurred (Figure 6). Monthly calls to BCBS have declined by almost 10,000
(or one-third) since the peak period. Calls probably will not reach pre-Key Advantage
levels because the new program includes new requirements for accessing benefits.
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Source: Department ofPersonnel and Training.

While stability is returning to the health benefits area, some concerns are longer
term and represent lasting problems that go beyond the implementation of anyone
program. In the future, the use of line agency input should be an important means of
addressing agency concerns. Correspondingly, State agency survey comments suggest
that there are many human resource professionals across the Commonwealth who are
interested in serving on task forces, reviewing draft policies, and participating in
surveys. The willingness ofthese professionals to serve and advise is a source ofvaluable
information that has been underutilized by OPT. Recent efforts to incorporate input,
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such as the formation of the Health Insurance Benefits Advisory Committee (HIBAC)
should be encouraged and strengthened. More effective use ofthis tool should result in
greater satisfaction with policy outcomes by all interested parties.

Provision ofInaccurate Information. Difficulties experienced in the com
munication of health benefit contract provisions present a substantial impediment to
positive attitudes regarding health benefit services for State and local government
employees. The JLARC survey ofState agencies indicates that agency benefits admin
istrators felt that they frequently received conflicting and/or incomplete information in
reference to health benefit contract policies and procedures. Of the 21 State agencies
responding "yes" to the survey question "does your agency ever receive policy guidance,
interpretations ofpolicy, or technical assistance from one person or division within DP'I'
which appears to conflict with that which is offered by another person or division within
DPI'?" ten identified OHB as the source ofconflict. Accompanying narrative comments
specified two sources ofconfusion: the provision ofdifferent contract interpretations from
DP'I' and the insurance carriers, and the provision of different health benefit policy
interpretations from the central State agencies with responsibilities in personnel
management (DP'I', DOA, DPB, VRS, and DGS). In both cases, the provision of
conflicting information contributed to the agency perception that the program benefit
and design process did not work welL

In the first case, confusion about contract information is created when line
agencies receive different policy interpretations from OHB staff and the staff of the
insurance carriers, particularly Blue Cross and Blue Shield. A provision of the Health
Insurance Manual (1989 edition) advises agency benefits administrators to call Blue
Cross and Blue Shield "when questions arise about the State's Basic Plan." It also advises
them to call OHB ifthey "have questions about eligibility for coverage, other administra
tive questions, or have not been able to resolve an employee's claim problem." Many
benefits questions therefore require that an agency benefits administrator. call both
sources in order to get complete information. The problem occurs when agencies receive
two different, yet ostensibly definitive, responses. The response variation creates agency
uncertainty that is difficult to resolve.

Interviews with staff of OHB and Blue Cross and Blue Shield, as well as with
agency benefits administrators, suggest that the problem ofconflicting information was
especially evident during the Key Advantage transition period. According to one Blue
Cross and Blue Shield representative:

In the development stages (45 days prior to the Key Advantage
effective date) program revisions were going on almost daily. Depend
ing on when an agency benefit administrator called, it is very possible
that they could receive conflicting information from Blue Cross and
Blue Shield and DPT.

Not surprisingly, line agency responses indicated problems ofthis nature. Note
the following example:
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The issue was whetheror not a referral was required for specialistcare;
DPT said a referral was not needed; BCIBS said it was required. We
have had enough consistent problems of this nature that we deal
directly with the health care carriers rather than DPT.

The root ofthis communication problem appears to lie in a collective decision to,
in the words ofone Blue Cross and Blue Shield representative, "allow fluidity in policy
interpretation" until the transition phase was complete. Representatives from both Blue
Cross and Blue Shield and DPT made it a practice to provide agency benefits adminis
trators with their most recent understanding of a contract policy, even if this interpre
tation had not yet been confirmed byboth sets ofcontract negotiators. The end result was
that policy interpretations were frequently changing and information became quickly
outdated. Consistency was lost.

ORB staffand the insurance carriers need to work together to ensure that policy
and procedural advice is consistent. Contract interpretations should only be provided
subsequent to confirmation by both sets ofnegotiators. The creation ofa health benefits
contract task force, comprised ofOHB and insurance carrier representatives, should be
encouraged. Such an entity would have the ability to collectively develop, and adopt,
uniform policy interpretations in advance of contract implementation. The resulting
communication improvements could dispel much of the negative perception that has
been attributed to the program benefit and design process.

The second source of contract confusion involves the provision of conflicting
information by different central State agencies. The State benefit system is designed so
that several State agencies have a role in the administration of benefits. In addition to
the Department ofPersonnel and Training, agencies responsible for benefits administra
tion include the Virginia Retirement System (retirement benefits), the Department of
Accounts (payroll procedures for benefits), the Department of Planning and Budget
(budget procedures for benefits calculation) and the Department of General Services
(workers' compensation issues). Each agency has limited, defined benefits responsibili
ties. Problems arise when new issues are introduced that do not fit neatly into the
traditional assignments.

One such problem area involves the provision and administration of retiree
health benefits. Recently a State law (Section 2.1-20.1;04 of the Code o{Virginia) was
enacted which mandated the provision ofhealth insurance credits for retirees (Exhibit
5). When agency benefits administrators sought assistance in complying with the
mandate, some said they were "referred back and forth between VRS, DPT and DOA."
In one case: "DPT was arguing with VRS over an effective date, giving two entirely
different dates and interpretations of policy." The end result was that agency benefits
administrators "did not feel knowledgeable to answer employees' questions, especially
concerning the options available."

Central agencies must work together to delineate clear lines of responsibility
and authority before a policy is implemented. Appropriate central office staffshould be
knowledgeable about where to direct agency referrals. Similarly, efforts should be made
to ensure that line agency administrators are aware of the division of central agency
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-------------Exhibt5-------------

Legislative Requirements for the
Provision of Health Benefits

CITATION

Section 2. t~20. t of the Code of

Virginia • "Health and related

insurance for state

employees."

Proposed Section t25 of the

tAS Code (Cafeteria Plans)

Section 2. t·20. t;O t of the

Code of Virginia· ·State Health

Benefits Advisory Council,"

Section 2. t·20. t;02 of the

Code of Virginia· "Health

insurance program for

employees of local

governments, local officers,

teachers, etc."

Section 2. t·20. t;2 of the Code

of Virginia· "Health insurance

credits for retired state

employees,"

Item 6t of the t99t

Appropriations Act

DESCRiPTION DE LAW

The Governor shall establish a plan for prOViding health insurance coverage for State

employees and retired State employees with the Commonwealth paying the cost thereof

to the extent of the coverage included in such plen. DPT shall administer this section.

The plan chosen shall provide means whereby coverage for families or dependents of

State employees may be purchased. The Commonwealth may pay all or a portion of the

cost.

Establishes tax provisions relevant to the flexible benefits program

The Council shall advise the Secretary of Administration on issues and concems of State

retirees and active employees regarding health insurance coverage and other health

related benefits. The Council shall consist of seven members, two of whom have retired

from state service.

The Department of Personnel and Training shall establish a plan or plans subject to

approval of the Govemor, for providing health insurance coverage for employees of local

govemments, toeal officers, teachers, and retirees, and their dependents. The plan shall

be rated separately from the plan established pursuant to section 2. t-20. 1. The plan

established by DPT shall satisfy public procurement requirements and consist of a

flexible benefits structure. DPT shall promulgate regulations including, but not limited to,

the issues of eligibility, participation, access and egress, mandatory employer

contributions and financial reserves, and the administration of the plan. DPT shall take

into consideration the recommendations made by an advisory committee.

The Commonwealth shall pay the cost of coverage for State employees (t) retired under

any retirement system authorized pursuant to section 5 t. t-t26 of the Code; and (2) who

served no less than t5 years of creditable service as a regularly-employed full time

employee of the Commonwealth or rendered service as a temporary employee of the

General Assembly in t972 and became a member of the retirement system immediately

following temporary service.

Mandates the design and implementation of a new employee health insurance plan.

DATE ENACTED

t970

May 7, t984

March 26, t989

March 26, t989

July t, t993

October t, t99t for

the design of the

new plan;

July t, t992 for the

implementation

Source: JLARe staff compilation oflegislative requirements.
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responsibilities. Formal, coordinated efforts at improved communication, such as the
recently established monthly meetings between the Department of Personnel and
Training and the Department of Accounts, should be encouraged.

'Recommendation (8). The Department of Personnel and Training
should work to formally incorporate more line agencY input into its program
development processes. The use of employee surveys, task forces, or focus
groups should be more extensively utilized, particularly when a major pro
gram initiative, such as Key Advantage, is under development.

Recommendation (9). To improve communication betweenthe Depart
ment of Personnel and Training and the insurance carriers, a health benefit
contract task force should be created. The task force should be composed of
staff from both the Department of Personnel and Training, pa:rlicipating
insurance carrier(s), and selected human resource officers from line agencies.
The focus of task force activities should be the development and adoption of
uniform policy interpretations.

PROVISION OF ASSISTANCE TO AGENCIES

,The communication weaknesses that are evident in the program development
processes also negatively affect the ability ofOHB staffto provide regulatory assistance
to line agencies. Problems with the accuracy and the timeliness ofOHB assistance have
lessened both agency collfldenee iIi and reliance on DPT services. Agency benefits
administrators are therefore often ill-informed about the complex area ofhealth benefits.
Procedural changes, such as greater use of strategic planning, are needed to improve
agency confidence in the accuracy of OHB-provided information.

Accuracy otAssistance

In recent years, OHB staffare not regarded as having reliably provided agency
benefits administrators with consistent, correct information. Consequently, agency
administrators have not always passed on accurate information. Line agency survey
respondents cited the following examples:

One DPT representative told our benefits manager that DPT had to
review all paperwork for pre-adoptive agreements. Another DPT
representative said that DPT did not need to see pre-adoptive agree-
ments as long as we kept a copy. .

* * *

We asked the Health Benefits Section for direction concerning the
effective date ofchanging from family to "employee plus one" following
the death of a spouse. This office told us one date, the fiscal office
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another date. The issue was finally resolved when we called the
Director of Health Benefits.

.. .. ..
The Health Benefits Section provided conflicting information (1) in the
interpretation of use of PCP (primary care physicians) v. specialized
doctors for maternity cases; (2) in the interpretation ofhealth benefit
coverage with regard to stepchildren.

These agency experiences are supported by the JLARC survey responses of DPT
employees. Individual OHB employee comments include:

Coworkers frequently give out conflicting information about a policy
issue.

.. .. ..
The Office of Health Benefits does not keep its staffor other agencies
updated on changes in policies and procedures.

.. .. ..
Communications need to improve. For example, the management of
our office recently decided to cover Hepatitis-B vaccines for the first
time. The benefits specialists were not notified by management that
this change had been made, so we couldn't respond accurately to
inquires from benefits administrators and employees.

.. .. ..
Agencies havevalid complaints regarding the lackofupdated informa
tion on changes to the policies and procedures of the Commonwealth
Health Benefits Program.

Considered collectively, these comments suggest that problems with internal
communication processes have contributed to weaknesses in the provision of external
assistance.

Timeliness of Assistance

Health benefit assistance problems can be created and/or compounded by the
timeliness with which information is provided. Throughout the past twoyears, OHB staff
have been unable to provide prompt answers to many agency and individual employee
questions. According to the Alexander and Alexander report, "the employee benefit
communications issued in recent years are generally perceived by employees as 'too little,
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too late'." This delay has contributed to some dissatisfaction with State health benefits
services.

A significant number ofagency survey respondents (ranging from 29 percent to
51 percent as shown in Table 15) recommended changing each of the health benefit
program processes. From a different perspective, however, it should be noted that a
plurality of respondents recommended "no change" in each area. Further, a majority of
respondents, ranging from 58 percent to 76 percent, recommended only minor change or
no change. Clearly, there are processes that are serving many agencies well. ORB should
build on this base of satisfaction to ensure that all agencies and their employees are
adequately served by its processes.

------------Table15------------

Agencies Rating "Degree of Change Necessary"
for Each of the Health Benefits Program Processes

No
No Minor Major Complete Interaction

program processes Area Change Change Change Change with OPT

Resolving health benefits
claims issues· 31% 27% 15% 9% 18%

Resolving health benefits
eligibility issues· 45 22 14 4 15

Resolving flexible benefits
issues· 54 19 8 2 16

Conducting health insurance
open enrollments·· 46 30 14 2 7

*N=84
**N=B3

Note: Percentages may not add to 100 due to rounding.
Source: JLARe staff analysis of State agency survey.

The nature of the accompanying survey comments indicates that existing
dissatisfaction stems largely from the time required to complete each procedure. Two
problems in particular are attributed to weaknesses in providing timely information:
difficulty in resolving claims issues and difficulty in informing employees about open
enrollment procedures.

Difficulty Experienced in Resolving Health Benefit Claims Issues. State
agency survey respondents frequently cited difficulty in resolving health benefits claims
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issues. As Table 15 indicates, 51 percent of the respondents recommended some degree
ofchange in this program area. Additional agency comments suggest the extent ofsome
agencies' dissatisfaction:

The scope and size of this program has mushroomed over the past few
years making it difficultfor DPTbenefits staffto provide good response
time to field benefits officers. Field benefits officers desperately need
a Health Benefits Manual that DPT keeps promising, but has never
delivered. I think they do try, but we need better and more timely
assistance.

.. .. ..
... response is slow, answers are inconsistent, and issues don't seem
to be resolved as priorities, even when employees are anxious and have
actions pending on the decision. .

.. .. ..
The agency has experienced a number ofproblems with promptness in
getting through to a contact and in the resolution of problems.

Claims resolution would be facilitated by the publication of an updated health
insurance manual. The only available health insurance manual was published in
January 1989, and lacks information on the program changes of the last four years.
Agency administrators are therefore forced to rely on an outdated document and a series
of newsletters and memoranda on health benefits. Specifically, the manual: (1) refers
continually to KeyCare, a Blue Cross and Blue Shield plan that is no longer available to
State employees; (2) lacks any information on Key Advantage, the new Blue Cross and
Blue Shield health insurance plan that covers approximately 92 percent of State
employees enrolled in a State-sponsored health insurance plan; (3) omits any mention of
the "employee plus one" coverage option; and (4) omits any mention of the flexible
benefits program, including the premium conversion and the medical\dependent care
reimbursement accounts options.

OHB staff are aware of the limitations of the existing manual and the need for
a new one. One staffmember stated "the health benefits manual should be updated with
new information each year. The last published manual was 1989 and the information has
changed since then." Another OHB employee noted that "the administrative manual for
the flex plan is plain wrong in several areas and has been for years."

OHB staff planned to send State agencies a revised manual by June 30, 1993.
In the meantime, the management ofOHB opted to develop and use The Key Advantage
Newsletter as a format for publicizing new program information. This semi-monthly
publication, sent to agency health benefit administrators and often to State employees,
then became the primary source of information for the Key Advantage Plan.
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As of this publication, a new manual still has not been finished. The timely
publication and distribution of a quality, updated health benefits manual needs to be
made a high priority by the Department of Personnel and Training.

Difficulty Experienced in the Open Enrollment Process. The second area
ofagency dissatisfaction with the timeliness ofORB assistance involves the provision of
information essential to the open enrollment process. "Open enrollment" refers to the
time period during the fiscal year when State and local government employees have the
option of changing their health benefit selections (including enrollment in insurance
plans, premium conversion, and flexible reimbursement accounts). This period lasts for
one month, and is currently conducted from mid-April to mid-May. In order for State and
local government employees to make informed decisions about their health benefits
options, it is important that they receive all information pertaining to changes in the
benefits offerings prior to the start of the open enrollment period.

Prior notification has not always been achieved, however. In total, six State
agencies responding to the JLARC survey reported a problem in receiving open enroll
ment materials, even though there was not a specific question on the survey designed to
address the issue. Comments were made such as:

1993 SourceBooks were not available in enough time to get them to
employees prior to the beginning of open enrollment.

• • •
Open enrollment guidelines always late in higher education.

• • •
Need more timely information and materials before future open
enrollments.

The open enrollment process could be improved if agency benefits administra
tors were to receive all open enrollment instructional materials two to four weeks prior
to the start of the open enrollment period. While it is recognized that the employee
SourceBook is published immediately before the start of open enrollment so that it can
contain the most up-to-date information; this practice does not achieve the desired
impact when recipients receive the SourceBook late in the enrollment period. Instead,
by moving the scheduled delivery date ahead, OHB can better ensure that employees are
made aware of their options before they are required to make benefit choices.

Recommendation (10). Both the Department of Personnel and Train
ing and the OfficeofState and LocalHealth Benefits Programs need to improve
communication within the agency and the accuracy of information provided
externally. Specifically, the department needs to improve the quality of the
Health Insurance Manual. The distribution of a revised Health Insurance
Manual should be made a top priority and if not already issued prior to this
publication, should be issued no later than June 30, 1994.
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Recommendation (11). The Department of Personnel and Training
should set a goal of mailing health benefit SoureeBooks to agency benefits
administrators two to four weeks prior to the start of the annual open
enrollment period.

Assessing Agency Understanding of Benefits Policies

A number ofcomments made by respondents to the JLARC State agency survey
proved to be wrong. One respondent, for example, claimed that DPT had provided no
training in several years. In fact, dozens of sessions had been available.

For State employees to receive accurate information on benefits, it is essential
that agency human resource officers be well-informed. It was clear from agency
responses that the complex area of health benefits is not always well understood.

While it is the primary responsibility of the agency human resource officers to
keep themselves informed, DPT could monitor certain aspects of their preparation. At
the current time, ORB does not keep comprehensive records of agencies which have or
have not attended health benefits training. Therefore it cannot be determined if
representatives of all agencies even attended training sessions on the State's new
managed care program. DPT should maintain records on agency participation in major
training activities, thereby promoting the accurate dissemination ofinformation to State
employees.

Recommendation (12). The Department of Personnel and Training
should maintain records on agency participation in major health benefits
training programs. If it appears that an agency's level of participation is
insufficient to accurately inform State employees, DPT should coordinate
needed training with the agency and, if necessary, the agency's Secretariat.

Use of Strategic Planning and Evaluation Methods

The absence of a formal strategic planning element in the process of ORB
decision-making limits the ability of the Commonwealth to effectively use its position as
a large-scale employer to the fullest extent. While it is recognized that the Office ofState
and Local Health Benefits Programs has worked to improve the employee benefit
package at a minimum cost to the State, some efforts have been ad hoc and largely
reactive. For example, the flexible benefits program (including premium conversion and
medical/dependent reimbursement accounts) was added to the State benefit package in
1991, even though other states had already achieved considerable FICA savings for
several years through this program. (The savings result from the fact that for all
participating employees, a State no longer has to pay the FICA tax on benefits, since all
flexible benefit expenditures become classified as non-taxable.) Yet, as one DPT staff
member acknowledged, Virginia was "rather late in jumping on this bandwagon," since
the tax laws had permitted the practice since the mid 1980's. Likewise formal consider
ation of a "cafeteria" benefits plan, in which employees choose how they will spend their
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benefit dollars (on annual leave, retirement, health benefits, life insurance, etc.) has
progressed slowly, even though the JLARe survey ofState agencies indicates that this
issue represents a high priority item for many agency benefits administrators. In order
to achieve maximum cost savings while providing a quality benefit package, the
department must take a more proactive role in benefits administration.

Itmust be acknowledged by any fair observer that many ofOHB's problemscan
be attributed to the limited time available for the implementation ofthe Key Advantage
program. As the Key Advantage program stabilizes, however, OHB must anticipate
longer-term issues, including the potential interface between the State's managed care
program and the emerging health care initiatives at the federal level.
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v; The Provision of Training

State training programs are a necessary means of attracting and retaining
competent employees. These programs help agency employees acquire the knowledge,
attitudes, and skills needed to function appropriately in their job assignments and to
prepare for future opportunities and responsibilities in State service.

Most State-provided training is focused on the employee's current job, not
individual "career development." The Department of Personnel and Training, through
its Office of Personnel Development Services (PDS), has traditionally been a major
provider ofthis training to State employees. The Virginia Personnel Act (VPA) requires
that DPI' "establish and administer a comprehensive and integrated program of em
ployee training and management development." Accordingly, PDS has developed a
mission statement to operationalize its mandate from the VPA (Appendix I). Although
there are no specific personnel policies or laws with which PDS must comply, federal
mandates create a need for DPI' to develop specialized training in areas such as the
Americans with Disabilities Act, equal employment opportunity, and sexual harassment
issues.

PDS's role in the training system has changed substantially in the past several
years. Formerly a key provider oftraining to State agencies, PDS is evolving toward a
"broker" or "facilitator" of training services. PDS currently conducts about ten percent
of its total training activities, while the remaining 90 percent are contracted out. The
office has therefore redefined its role so that it only provides training in selected areas;
and instead focuses primarily on the monitoring and managing of contracted training.

Due to reductions in staff and funding, PDS has been forced to make cutbacks
in many training areas. Consequently, some training opportunities are largely over
looked, causing both other divisions within DPI' and outside agencies to consider
establishing training capabilities of their own. This has resulted in disparities among
State agencies in the types of training opportunities available to employees. Other
examples of training inadequacies include:

• management training programs, while well-received, are infrequently of
fered;

• a common orientation program for new State employees is lacking;

• employee training on State personnel policies is somewhat dependent on the
initiative of other offices within DPI', such as the Office of State and Local
Health Benefits Programs and the Office of Equal Employment Services;

• equal employment opportunity training needs to be expanded; and

• the training resources of other State agencies, such as the Virginia Commu
nity College System, have not been fully utilized.
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These problems suggest that the Office of Personnel Development Services
would benefit from improved communication and agency-level leadership and direction.
To operate effectively, choices must be made to realistically allocate PDS responsibilities,
so that they are appropriate given its size and resources. PDS has downsized since FY
1991 when it had nine staffand a budgetof$428,425. PDS currently has seven positions,
two of which are vacant. It had a budget of$336,628 for FY 1993. Staff of the division
attribute many of their problems to personnel shortages and a reduced budget.

It is evident that the training function in the Commonwealth has been in a
period of transition and decentralization, ifnot decline, for several years. While it is not
unusual for training activities to be cut during periods of fiscal austerity, such as the
State is currently experiencing, it is important to realize that virtually all State programs
and initiatives are dependent on a well-trained and motivated workforce. Recognizing
this, the General Assembly created the Workforce Commission. To assist the Commis
sion in its work, as well as to inform policy-makers of existing needs and resources, a
strategic planning group for training is needed.

TRAINING AND CAREER DEVELOPMENT FOR ALL STATE EMPLOYEES

The State's full commitment to training andpersonnel development can be seen
as the sum of its expenditures for a variety of training-related activities. State
expenditures for convention and educational services totaled $28 million in FY 1993
(Table 16). State expenditures for personnel development activities have been more
varied, reaching a peak ofover $7 million in FY 1990, but totaling just over $3.9 million
in FY 1993. In another categoryoftraining-related spending, approximately $6.3 million
was spent in FY 1993 to support 249 training positions (or 161 FTE) in 49 State agencies.
The ten largest State agency training functions and their total cost of FTE salaries and
benefits account for a significant portion of the $6.3 million spent in FY 1993 (Table 17).
JLARC staffmethodology used to estimate these data are explained in Appendix J. Many
large State agencies perform much of their own training.

The range of career development activities among State agencies varies. It
ranges from informally encouraging individual employee career development to provid
ing numerous training opportunities to all levels of staff. Some agencies are very
proactive in the career development area, developing agency training advisory commit
tees which assess current career development needs and interests. Others have
implemented creative and innovative approaches, such as job rotation and new skill
acquisition experiences. Seventy-four ofthe 82 State agencies surveyed by JLARC, or 90
percent, reported that they make at least some effort at career development within their
agency.

Impediments to Career Development

Despite agency efforts in this area, however, there are numerous impediments
to career development under the current system. Ofthe State agencies responding to the

Chapter v: The Provision ofTraining Page 78



---------------Table16------------

State Direct Expenditures for Convention and Educational
Services and Personnel Development Activities

Fjscal Year

1988
1989
1990
1991
1992
1993

Convention and
Educational Services

$17,892,479
21,451,049
23,960,879
18,900,900
22,275,659
28,078,057

Personnel
Development Actjyities

$3,602,244
7,130,364
7,234,405
4,735,133
2,767,220
3,968,304

$21,494,723
28,581,413
31,195,284
23,636,033
25,042,879
32,046,361

Note: Convention and educational services "include expenses for conferences, conventions, courses, seminars, and
workshops for State employees, including the cost of materials, registration fees, meals, lodging, and travel
fares." Personnel development activities "include expenses for services provided by educators, trainers and
sinrilar experts who advise on manpower development, personnel evaluation, and employee perlormance
review." Both include legislative, judicial, and executive' agencies. Neither expenditure category contains
expenditures for State agencY,trainers as permanent staff~embers.

Source: JLARe staff analysis of Commonwealth Accounting and Reporting System (CARS) data.

------------Tab1e17------------

Ten Largest Training Functions in the State Agencies
Arranged by Their Total Cost in Salaries and Benefits

Training
State Agency MEL ETE Total Cost

Department of State Police 2,316 35 $1,260,190
Department of Corrections 8,833 26 $1,070,638
Department of Mental Health, Mental

Retardation and Substance Abuse Services 10,934 27 $932,252
Department of Transportation 11,600 14 $675,294
Department ofYouth and Family Services 1,706 8 $328,435
State Department of Health 4,263 8 $2'74,163
Department of Motor Vehicles 1,946 5 $167,768
Virginia Commonwealth University 8,664 4 $161,842
Department of Rehabilitative Services 1,255 3 $149,564
Virginia Employment Commission 1,073 3 $139,389

Total 52,590 133 $5,159,535

Source: JLARe staff analysis of State agency survey.
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JLARC survey, none reported that the current system of State workforce manage
ment provides any advantages toward effective career development. Those agencies
which commented on the current system saw it as an impediment to agency career
development activities. The most frequently identified impediments were:

• lack of resources;

• limited career advancement opportunities for State employees;

• inability to be trained outside of one's current job classification responsibili
ties;

• policy barrier denying preferential consideration ofin-house State employees
for position vacancies; and

• State budget cuts.

Even given the impact of cutbacks, however, the majority of agencies attempt
to provide some type of career development opportunities for their employees. They do
not see, however, the classification system or State policies as being supportive of their
efforts. In particular, limited advancement opportunities for State employees within the
State classification system are seen as an impediment to agency career development
activities. Employees in small agencies have relatively limited career development
opportunities within their agency, since there may be few upper level positions.

Another impediment cited by eight State agencies is the current practice of
allowing State employees to receive training only for their current position. Three
agencies commented as follows:

Since budgets/policy require training to be specific to a current job!
position, employee career development may be a misnomer. We
encourage employees to take advantage of any available training
opportunities; however, we need to extend training beyonc1 current job
related requirements.

.. .. ..
It is often difficult for employees to gain enough experience in other
jobs to be competitive for them.

.. .. ..

The State system does not allow development outside an employee's
current job classification. This is quite an impediment.

The current practice of allowing employees to receive training only for their
current position is based on a training memorandum disseminated in May, 1974 titled
"Educational Aid for State Employees." The policy established that "training provided
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under this authorization must be job related." In part, because of this restriction,
agencies feel that individual career development has been impeded, since employees
cannot obtain training for progressive positions.

The current State policy which prohibits agencies from recruiting solely from in
house applicants is also seen as an impediment toeffective employee careerdevelopment,
according to comments made by seven surveyed agencies. Two agencies commented that:

Career development is difficult outside faculty ranks and any philoso
phy of internal promotion can not be supported given the state's
prohibition on internal/agency-only recruitment.

• • •
Primary impediment is weak career training and policy barriers
denying preferential consideration ofexisting employees when vacan
cies occur.

A concern related to training restrictions is the inability ofagencies to "hire from
within" on a preferential basis. One DPT employee stated that "a State promotion is a
misnomer," since practically all vacant positions are open to competitive selection. State
policy in the recruitment area requires that position vacancies be listed simultaneously
for both internal and external applicant pools. This policy, in effect since 1992, was
developed in an effort to promote equal access to State positions for all applicants.

Despite agency concerns in these areas, it may be difficult for the State to
aggressively promote career development. The motivational objectives of "promoting
from within" and work force development can conflict with public sector imperatives to
have an open employment process with equal opportunities for a diverse pool ofpotential
applicants. While agencies want to develop the most capable work force possible, they
cannot do so in a way that excludes fair access to those outside of the system. Balancing
the competing objectives ofwork force development and fair access to State employment
must continue to be an area of consideration for public sector employers.

Supervision of Other Employees as a Prerequisite for Promotion

Another area of concern is that the current State classification system often
requires the supervision ofother employees as a prerequisite for promotion. A few State
agencies expressed an interest in developing some mechanism for rewarding employees
who master or expand their responsibilities without moving into management positions.
Agency survey comments included: .

There are inadequate provisions for upgrading positions that do not
include supervision ofother employees. This emphasis on supervision
encourages agencies to create layers ofmiddle managementin order to
improve the compensation for those employees. There should be some
provision for recognizing and rewarding employees who expand their
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responsibilities and skill level without moving into management
positions.

.. .. ..
... the current classlcomp system undervalues the technical specialties
and jobs that require high levels of complex skills, but not a college
degree. For example, although their jobs are comparable, salaries for
regulatory personnel performing different functions are not compa
rable. Furthermore, our system forces our technical experts to move
to management for promotions. We don't recognize technical specialty
to be as valuable as management or staff expertise.

The current situation does not recognize some of the essential skills needed in
the modem workplace and the value oftechnicians in fields such as computer science. An
entire office can be "crippled" if a local area network crashes, but there is often no need
for the system analyst to supervise any of the individuals who are dependent on his or
her technical expertise. Modern technicians and specialists should not be forced into
management as the only mechanism whereby they can improve their compensation.
Further, the classification system should not encourage the creation of unnecessary
supervisory relationships to accommodate the compensation of specialists that manag
ers recognize as essential to their operations.

OCM staff reported that they were aware of the problems associated with the
current system, and stated that they are looking into changes to the classification system
whereby employees can continue to be rewarded without having to be forced into
management positions.

Recommendation (13). The Workforce Commission may wish to study
career development options for State employees, including non-supervisors,
that do not conflict with the objectives ofequal opportunity and equal access.

DPT'S ROLE AS A TRAINER PROVIDER

As a training provider for employees of the Commonwealth, DPT provides the
State's executive, management, and training development programs; conducts open
enrollments and in-house training workshops; and performs special training and support
activities upon request. In addition, other offices ofDPT provide training in their areas
of responsibility, such as health benefits and equal employment opportunity services.
Another major training activity of the department is the annual statewide personnel
conference. This event usually serves about 300 human resource personnel. The
conference acts principally as a communication link with all areas ofState government
by providing agencies "vith current information about human resource programs and
initiatives throughout the State. In addition, DPT, in cooperation with the Virginia
Equal Employment Opportunity Council, annually hosts an EEO/AA conference. This
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is the primary DPT vehicle for EEO training. However, half of all surveyed agencies
expressed a need for additional training in this area.

Many agencies expressed concern that an annual conference provided insuffi
cient opportunity to learn complex EEO requirements. For example:

Such training is very limited to date. An annual EEO Conference does
not provide sufficient detail or training ....

• • •
The training received has been through Personnel Conferences. There
needs to be more time and more frequency for small agencies without
human resources personnel.

• • •
. . . Training is left to a once-a-year meeting; ongoing communication
is lacking ....

The nature of these comments and others suggest the need for an increase in training
efforts in the area ofEEO.

Provision of Executive, Management, and Trainer Development Programs

DPT provides three principal programs for employees of the Commonwealth:
the Virginia Executive Institute (VEl), the Commonwealth Management Institute
(CMI), and trainer development workshops.

The Virginia Executive Institute is a two week executive development program
offered once per year for 30 to 35 high level administrators from all three branches of
State government. The program originated in the Governor's office during the Robb
administration and has been administered by DPT in recent years. It is designed to
improve the effectiveness and efficiency ofState government by giving these administra
tors the chance to improve their managerial capacities. VEl is also designed to provide
leaders the opportunity to network with each other to exchange information, promote
collaboration on State issues of shared interest, resolve interagency concerns, and
improve the relationships between the three branches of State government.

The Commonwealth Management Institute is a one week development program
offered three times per year. CMI is designed for groups of30 to 35 middle managers to
improve their professional and personal effectiveness as managers and lefulers. This
program is designed to help middle managers: (1) improve self-awareness; (2) gain more
insight into human behavior; (3) use feedback more effectively; (4) make better use of
group process skills; (5) gain more understanding of State government operations; and
(6) develop networks to enhance information sharing and cooperation between agencies.

Chapter V: The Provision o[Training Page 83



Trainer development workshops are given by PDS two or three times per year.
These programs bring prominent training experts to the Richmond area to train
specialists and managers in State government about innovative ideas and trends in
human resource management. Programs are provided to agency participants at a
reduced cost. Programs which have been sponsored by PDS in the past include
"Technology Delivered Instruction," "Games and Simulations in Training", and "How to
M ke Training Stick."

Most JLARC State agency survey respondents appear satisfied with the
performance of PDS's provision of the State's executive, management, and training
development programs. Almost two-third,,\(64 percent) reported that there should be no
change or only minor change to these PDS activities (Table 18). However, of the 46

------------Table18------------

State Agency Responses On PDS Performance
of the State's Executive, Management, and

Training Development Programs

No Minor Major Complete No Total
A~encyMEL Change Change Change Change Interaction Responses

2-30 8 2 2 1 7 20
31-186 10 8 5 0 1 24
187-945 9 4 4 2 1 20
946-11,600 8 6 4 2 2 22

Percentages 41 23 17 6 13 100%

Note: The maximum employment level (MEL) of executive agencies ranges from two to 11,600. To ascertain whether
agency MEL was a factor in agency responses executive agency responses were divided by MEL into four
roughly equal numerical groups: 2-30,31·186.187·945.946-11,600.

Source: JLARC staff analysis ofDPT staff survey.

percent of State agencies that reported that there should be some change to these PDS
activities, 58 percent were from medium sized agencies where agency MEL is from 31 to
945. The programs' capacity seems to be adequate for small agencies, while larger
agencies often have their own programs. Medium sized agencies appear to be most
affected by restrictions on enrollment and consequently the least satisfied with PDS's
provision ofthese programs. Twelve agency respondents stated that the frequency and
numberofparticipants who could enroll in these programs was inadequate. For example:

The current management training programs, though quality pro
grams, cannot accommodate the numberofmanagers needing training
in small and medium size agencies that lack training staff to do the
additional training that is needed.
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.. .. ..
Participants who have attended the ... Commonwealth Management
Institute, and Virginia Executive Institute seem to be pleased with the
content and experience of interacting with other supervisors / manag
ers. However, due to the severe limitation of nominations that can be
honored, the need thatexists cannot be met. Onlya very few benefit from
the programs.

PDS staffare aware ofthe need for additional programs and express frustration
over their inability to meet agency needs in this area. It is also frustrating to them that
many large agencies, such as the Virginia Department of Transportation (VDOT), the
Department of Corrections (DOC), the Division of Motor Vehicles (DMVl, and the
Department of Mental Health, Mental Retardation and Substance Abuse Services
(DMHMRSAS) have management training programs that are very similar to the CMI
program. As many as 18 other State agencies, including the Virginia Employment
Commission (VEC), the Department of General Services (DGS), and the Department of
Information Technology (DIT), have programs that are duplicative ofsome aspects ofthe
CMI program. However, PDS staff maintain that common core management activities
should be done predominantly by DPT, with specialized training performed by the State
agencies. PDS staff stated that having core training provided at the centralized level
produces economies of scale and provides a forum for staff from different agencies to
share ideas and thoughts on State government operations.

Participant evaluators at VEl, CMI, and trainer development workshops tend
to support elements of this PDS staff viewpoint:

Great opportunity to enhance skills necessary to face current chal
lenges. Networking opportunity invaluable.

.. .. ..
VEl was the most challenging, rewarding and useful seminar/training
program I have attended.

.. .. ..
One of the most rewarding and productive educational experiences
available to upper level management employees of the Common
wealth.

PDS staff reported that employee demand for VEl, CMI, and trainer develop
ment workshops is such that they could easily conduct VEl twice instead ofonce per year,
conduct CMI every other month instead of only three times per year, and increase the
number of trainer development workshops on core management training skills.

Recommendation (14). As part of an overall evaluation of its internal
allocation of resources, the Department of Personnel and Training should
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place a higher priority to management training programs so that they can be
offered more frequently to State agencies, especially those of medium size
which do not have substantialmanagement training programs oftheirown. In
addition, the department should take steps to increase the level of training
provided in the area of equal employment opportunity.

Provision of Open Enrollment and In-House Training Workshops

PDS develops, conducts, and evaluates open enrollment and in-house training
workshops for four distinct audiences: supervisors/managers, human resource profes
sionals, training professionals, and general employees. This area also manages the bi
annual publication of the PDS course catalog.

Open enrollment workshops generally last from one to two days and are held at
the PDS Training Center in Richmond and at seven other locations across the State.
Enrollment is usually limited to 25 participants for each workshop. Workshop informa
tion, such as schedules, announcements of new workshops, and registration forms are
sent to State agencies quarterly.

In-house training workshops are offered by PDS as requested by State agencies.
These workshops are generally held on subject matters that are specific to agency needs,
and are conducted at the State agency location which requests the training.

PDS Open Enrollment and In-House Training Opportunities Appear
Inadequate. Forty-seven percent ofState agency survey respondents stated that there
should be some change to the PDS provision of open enrollment and in-house training
workshops. Agencies indicated that PDS was not offering enough courses of interest to
their employees. Respondents also indicated a strong desire to provide input into the
development ofthe open enrollment curriculum. For the last five fiscal years, there has
been a decline in both the number of open enrollment and in-house training workshops
conducted by PDS. As a result, the number of participants served in each type of
workshop overall has decli' ed (Figure 7).

A primary reason for the decrease in the number ofopen-enrollment workshops
is the 1991 Project Streamline recommendation, which suggested that PDS cut a number
ofopen-enrollment course offerings, siI1~" some were duplicative ofthose courses offered
through the Virginia Community College System (VCCS). The Project Streamline report
further noted that PDS should coordinate the delivery of State training programs of a
generic nature with the VCCS central office, to ensure that employees across the State
could have access. Project Streamline's stated goal, agreed to by DPT in a Project
Streamline memorandum dated September 26, 1991, was that PDS would ensure that
generic training needs ofState employees would be addressed through VCCS continuing
education courses, and that community college programs would be offered throughout
the State by the fall semester of 1992.

Although the goal agreed to by DPT on September 26, 1991 was ''to have fully
integrated programs offered regionally throughout the State by the fall semester of

Chapter v: The Provision o.fTraining Page 86



.-------------Figure7'-----------,

PDS Open Enrollment and In-House
Training Workshops Conducted
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Source: The Office ofPersonnel Development Services.

1992," this has not been accomplished yet. Further, there appears to be no current
activity in developing DPTNCCS coordinated programs at either agency.

Similarly, the decrease in the number of in-house training workshops can also
be attributed to a Project Streamline recommendation. In this case, the Project
Streamline ev81uated possible modifications to the PDS fee structure and suggested
alternatives. Three alternatives were discussed and evaluated. The recommended
alternative would have resulted in PDS becoming predominantly self-sufficient. While
only partially adopted, the effect of this change was for PDS to discontinue its practice
of partially oo-funding in-house training workshops as of July 1, 1992. Ail a result, the
number of State agencies requesting in-house training workshops dropped from 123 in
FY 1991 to 53 in FY 1993.

Recommendation (15). The Department ofPersonneland Trainingand
the Virginia Community College System should resume efforts to assess the
professional development needs of State employees and the extent to which
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these needs can be met through continuing education courses offered by
community colleges across the State. Their assessment should be reported to
the Workforce Commission by the Fall of1994. Where it is evident that existing
Virginia Community College System courses can meet the training needs of
State employees, the Department of Personnel and Training and the Virginia
Community College System should initiate programs to inform State employ
ees and personnel directors of the availability of these programs.

Development of the State's Training Curriculum

DPr assesses the training needs ofState agencies and their employees in order
to adjust its provision and facilitation of training services for State agencies. PDS
informally obtains agency input into the State's training curriculum by asking agency
stafftomake suggestions for newcourse offerings. PDScurrently solicits this input using
open enrollment schedules, workshop registration forms, Personnel Update, andPerson
nel Communique. Forty-six percent ofJLARC State agency survey respondents reported
that there should be some change to DPT's role in developing the State's training
curriculum. Ten State agencies, seven ofwhich were ofsmall to medium size, stated that
they did not have any input into curriculum development. The majority of the
respondents stated that there were no formal needs assessments being done of either
State agencies or State employees. For example:

Allow line agencies the opportunity to participate in the curriculum
development.

• • •
Do formal needs assessment of managers and employees to establish
training schedule and curriculum.

• • •
There does not appear to be any long-term, proactive planning for a
State training curriculum, nor does there seem to be an attempt to
actively involve state agencies (as customers)in discussing their needs
and having input to determining what the curriculurn should look like.

At one tune PDS performed written quantitative assessments of State agency
training needs. The most recent assessment was performed in 1985. PDS staffreported
that they no longer perform this activity due to reductions in staff. Currently, the State
Training Advisory Committee (STAC) serves as the primary vehicle for training needs
assessment in the Commonwealth. State agency participation on STAC is on a voluntary
basis. STAC's current statement ofpurpose is "to provide a forum for the exchange and
sharingofideas, information, and resources important to the Commonwealth's employee
training and management development needs. In addition, the committee provides
valuable input and direction for services offered by Personnel Development Services."
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STAC meets quarterly and has averaged 11 State agency participants per meeting since
November 22, 1991, the first meeting at which an attendance list was kept.

Although PDS staffreported that STAC serves as the primary vehicle for needs
assessment in the Commonwealth, State agency participation is limited. There has been
discussion, however, at the STAC meetings held on April 2, 1993 and June 25, 1993, as
to how STAC could be restructured to maximize its effectiveness and increase agency
participation. DPTs efforts in this area should continue.

Provision of Special Training and Support Activities

PDS also provides special training and support activities to State agencies on
a consulting basis. In addition, it plans and conducts the annual statewide personnel
conference for about 300human resource personnel, conducts special training initiatives
required by the Governor (train-the-trainer programs on State policies such as Alcohol
and Other Drugs and the Incentive Pay Plan), and assists individual agencies with
special requests on a weekly basis.

While there are some opportunities for additional training and support activi
ties, PDS does not appear to be able to provide any more services given its current staffmg
levels. PDS could instead change its focus by acting primarily as a training facilitator,
rather than as both a training facilitator and training provider. PDS currently provides
special training and support services by both providing some of these services and by
linking agencies with other sources for this information. PDS could maximize its
influence in this area ifit focused on directing agencies to other agencies or to the private
sector for these services.

Provision of Orientation Information for New State Employees

DPT provides limited support to agencies for the orientation of new State
employees. The Office of Policy and Personnel Programs within DPT prepares the
Commonwealth of Virginia Employee Handbook. The handbook provides concise
descriptions of some of the Commonwealth's official personnel policies for full-time
classified State employees. The purpose of the 41-page handbook is to serve as an
employee supplement to the agency human resource officer's Policies and Procedures
Manual - allowing State employees to quickly access general information on their
rights and benefits.

The handbook, based on State policy, discusses conditions of employment,
benefits, equal employment opportunity procedures, standards of conduct and perfor
mance, the employee grievance procedure, military leave, sexual harassment, and
miscellaneous other issues. The production ofthe handbook is the primary orientation
service that DPT provides to State employees.

The PDS Office does not currently see orientation of new State employees as a
DPT responsibility. However, many State agency survey respondents said that there
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should be some change to the current provision of orientation information. Ten State
agencies reported that it should be DPT's responsibility to provide comprehensive
orientation information, for example:

DPT should conduct training for new employees to ensure consistency
of information.

• • •
From our perspective, DPT should give serious consideration to devel
oping a comprehensive orientation package for new employees. This
package should include videos covering such topics as health benefits,
flexible reimbursement accounts, the state's incentive pay plan, as
well as an orientation to the structure, function, etc. ofVirginia's state
government.

New State employees would benefit from orientation information which is
common to all State agencies, including information which familiarizes new employees
with State government operations and policies, benefits, and expected performance
standards. Employee benefit information could include health benefits, life insurance
benefits, retirement benefits, leave policies, and any other benefits common to all State
employees. To develop such an orientation program, DPT would have to work closely
with other State agencies providing benefits and services to State employees.

Recommendation (16). The Secretary of Administration should de
velop an inter-agency task force to develop common orientation materials for
new State employees. Representatives should include agencies which provide
benefits (pay, health, retirement, etc.) or set standards of conduct, as well as
representatives of line agencies. Orientation materials should be provided in
a variety of media.

Provision of Policy Training by DPT Offices

Most ofDPT's majoroffices are involved in policy trainingofone form or another.
The Office of Compensation Management provides training to State agency compensa
tion and classification analysts through the PDS open enrollment program. The Office
of State and Local Health Benefits Programs has conducted ten different training
seminars and produced six program-specific video tapes on the health benefits programs,
especially the new Key Advantage program. In several areas, agency users have
expressed the need for differentiation between the information provided to new and
experienced personnel.

There is a significant need for training on the PMIS system for
different levels of staff (e.g. new state personnel to very experienced
stam.

• • •
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Recent benefits training was a good session, but there is a definite need
for different levels of training. (Thi" one was fine as a good refresher
course, but probably not helpful for new benefits administrators).
Considering the legal ramifications (ex. COBRA requirements) of a
benefits administrator giving wrong information, it is obvious that
there is a great need for a well-trained benefits staff. In addition, this
session was not in-depth enough for those who have been with the
program for a while. A lot of complicated issues come up which could
be addressed at a more intense session.

Other DPT offices are experiencing the need for additional training activities.
The Office of Equal Employment Services is upgrading one of its positions in order to
include training responsibilities in the position'sjob description. The Office ofPolicy and
Personnel Programs has recognized the need to better communicate policy directives to
State agency human resource staff. Proponents of other initiatives within DPT also
appear to recognize the need for improved communication with and training of agency
human resource personnel and the State workforce in general. PDS is involved in some
of these initiatives but is largely absorbed with the task of running its current training
programs and contracting for others.

To better train and communicate personnel information to the State workforce,
DPT should strengthen the coordination of its policy communication and training
activities.

Recommendation (17). Representatives of the various Department of
Personnel and Training divisions should be used to form a strategic planning
group for training. This group should assess training needs across the various
groups and develop a comprehensive, complementary strategy for developing
the State's workforce using the resources of the Department of Personnel and
Training, State agencies, highereducation, and otherproviders. This strategic
planning group shOUld report to the Workforce Commission prior to the 1995
Session. The planning group should assess communication and training
activities of these offices and develop plans for conducting them simulta
neously where possible. These activities should be focused on human resource
professionals and specialists, as well as the State workforce as a whole.

DPT'S PERFORMANCE AS A TRAINING FACILITATOR

The Office ofPersonnel DevelopmentServices (PDS) has been changingits focus
from that of a training provider to that of a training facilitator. PDS is acting more as
a catalyst to promote training programs by sharing training resource information
between State agencies and letting agencies know where certain types of training may
be found. PDS performs this role by producing the Training Resource Directory,
developing training policies, and acting as a clearinghouse for the sharing of State
training resources.
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Training Resource Directory Links Agencies With Training Resources

In 1992, DPT initiated the Training Resource Directory, a primary resource for
State training professionals and a guide for training information dealing with profes
sional development, technical training, and management. The directory was sent to
training managers and human resource directors of executive agencies in early 1992.
The stated purpose ofthe directory is to "promote the sharingoftraining information and
resources throughout the Commonwealth. With constrained state budgets and limited
resources, it is the goal of the Office of Personnel Development Services in the Depart
ment of Personnel and Training to maximize the dollars and resources dedicated to
training, ultimately to the benefitofboth State employees and the public they serve." The
directory provides information on: (1) a State training overview, with a description of31
State agency training functions; (2) a list of 200 training programs offered by various
agencies; (3) alistof218 videos on training; (4) a listoftrainingfacilities in the State; and,
(5) a list of training programs and agency contacts.

Several State agencies were contacted to obtain their views on the utilityofPDS
preparing the directory. State agencies found the section describing the types oftraining
programs offered by various State agencies to be helpful, and therefore believe that PDS
should continue to develop and produce such a publication.

Although the directory is viewed favorably by State agencies, it should be
revised periodically to incorporate the most current training information available and
include information from all State agencies which offer substantial training. In addition,
instead ofsending the directory toonly executive branch agencies, the next edition should
be sent to all State agencies. The department is also considering the use ofan electronic
bulletin board to disseminate training information. This approach has merit and should
be further explored.

Recommendation (18). The Department of Personnel and Training
should revise the Training Resource Directory by updating existing informa
tion, including information from all State agencies with substantial training,
and send a copy to all St:de agencies. Other formats, such as a loose-leaf hard
copy or electronic bulletin board, should also be considered.

The Employee Training and Deve!"pment Personnel Policy Needs Updating

Although DPT intends to issue a revised training policy this year, few substan
tive changes to the existing policy are planned. According to agency staff, most revisions
are only with the format of the document. A year ago the State Training Advisory
Committee (STAC) saw the need to have a more flexible training policy, and started a
more ambitious rewrite of the policy. Issues that the STAC rewrite was attempting to
address included: (1) expanding trainingoptions beyond those for the employee's current
job; (2) establishing minimum training requirements which all agencies should use to
develop the Commonwealth's work force; and, (3) giving State agencies more flexibility
with how agency training needs are met. The STAC revision effort, however, has stalled.
Because STAC's revision of the training policy is another mechanism by which PDS can
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maximize its role as training facilitator for the State, these efforts should be resumed. By
addressing such issues it can positively affect the broader training function in the
Commonwealth.

Recommendation (19). The Department of Personnel and Training
shouldwork through the State TrainingAdvisoryCommittee to assess the need
for substantive changes to the current training policy.

A Clearinghouse for Information on Total Quality Management is Needed

Total Quality Management (TQM) is a management philosophy which has been
described as "doing the right thing, right the first time, on time, all the time." The Federal
Quality Institute, established to improve productivity efforts in federal agencies, de
scribes TQM as follows: "Total Quality Management is a strategic, integrated manage
ment system for achievingcustomer satisfaction. It involves all managers andemployees
and uses quantitative methods to improve continuously an organization's processes."

Although the PDS mission statement indicates that one of its concentration
areas is "coordinating and facilitating the sharing ofState training resources among the
agencies to reduce redundancy and eliminate unnecessary costs," PDS is not fully
realizing its potential in this area. PDS staffreported that it has received criticism from
agencies for not leading the State effort to develop TQM plans. Since DPT has not
pursued this activity, manyState agencies are going forward on their own and developing
their own plans. One agency had this to say about the situation:

It does not make sense that all over the state, agencies are presently
separately expending a lot of time and funds scrambling to find out
information on TQM, locate resources, consultants, and training
materials, etc. DPT could be providing a tremendous service on this
issue ifthey were prepared to serve as a clearinghouse for information
and training on TQM.

Thirty-two State agency respondents reported that their agency either is
beginning to develop or is currently practicing TQM practices or a similar set of
management principles. It is apparent that duplication of effort is occurring if 32
agencies are collecting information and securing TQM consultants individually. PDS
staffreported that they have neither the staffnor the mandate to act as a clearinghouse
for infilrmation on TQM. PDS will, however, begin offering a one-day pilot program on
TQM and continuous quality improvementbeginning in Octoberof1993. Itwould appear
that PDS could also assist agencies ifit were to collect and disseminate information on
TQM. In addition, use of the State's collective purchasing power could potentially save
agencies money in the procurement of TQM services.

Recommendation (20). The Department of Personnel and Training
should assess the extent of TQM initiatives in the Commonwealth and report
to the Workforce Commission on options for making TQM-related resources
available to State agencies.
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Training for Agency Heads

State training for new agency heads, either at the time of transition from one
gubernatorial administration to another, or to replace an outgoing agency head, has not
been institutionalized or assigned to any agency as an area of responsibility. There are
DO statutory requirements, nor is there a formal process which provides for any training
c new agency heads.

In recent years, DPT has on its own initiative provided some training and
information to new agency heads. For example, during the transition from the Baliles
administration to the Wilder administration, DPT distributed to agency heads a manual
titled, "Agency Guide for the Governor-Elect". This manual briefly described the mission
and other important information of each agency in the Commonwealth by Secretariat.

In addition, shortly after the transition to the Wilder administration, DPT
initiated and coordinated a seminar for incoming agency heads entitled, "State Agency
He, . Briefing". There was no requirement that DPT provide such an orientation and
there is no certainty that such a program will be conducted in the future. Because DPT
had organized a similar training for the changeover from the Robb to the Baliles
administration, the agency took the initiative to offer the same service for the Wilder
administration. This one day seminar consisted of presentations by a variety of agency
heads providing an overview of their agency's missions and functions.

To ensure that each new agency head understand the critical operations of the
agencyhe or she is to lead, some minimum training should be provided on a regular basis.
One source that could provide assistance could be an agency head orientation manual,
to be distributed to all new agency heads, as well as new gubernatorial cabinet members.
The manual could be developed and coordinated through DPT, and updated on a biennial
basis. Essential components of the manual could include a description of: agency
mission; the role ofcentral agencies such as DPT, DPB, and DOA; major program areas
of responsibility; key operational issues currently facing the agency; recent funding
levels; key contacts; recent legislative actions, and other items ofinterest. A base manual
could be prepared by DPT with instructions on how to prepare agency-specific informa
tion by agency staff.

Another source of training could be a requirement that a State agency head
attend a briefing, similar to the progr"1m DPT constructed for the changeover from the
Baliles to the Wilder administration. The sessions could be coordinated through DPT,
videotaped, and kept on file at DPT. These videotapes could be used to train new agency
heads, as turnover occurs within an administration.

Finally, such training materials should be evaluated during the final year of
each administration, to assess where improvements could be made in the development
of training materials for the incoming administration. For example, DPT could survey
State agency heads during the final year of an administration to gather suggestions on
what revised training materials should contain.
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Recommendation (21). The General Assembly should consider estab
lishing a statutory requirement that a training program be conducted for all
new State agency heads. This training program could be located within the
Department ofPersonnel and Training, and should at a minimum require the
development of a training manual and a State agency head training seminar
prior to any gubernatorial transition. Measures should be taken to allow for
training materials to exist for incoming agency heads during periods outside
of gubernatorial transition.
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VI. Provision of Other Services

The Department of Personnel and Training has three remaining areas of
functional responsibility: (1) the development of personnel policies; (2) the provision of
information management services; and (3) the provision of equal employment opportu
nity services. This chapter has been designed to provide a performance assessment of
each of these areas of service provision.

A review of DPT's development of personnel policies suggests that there are
legitimate concerns with the department's policy issuance processes and with its
management of agency requests for policy interpretation. Department staff are,
however, generally providing satisfactory policy interpretation assistance to the line
agencies. Similarly, in the area of information management, the evidence is mixed.
While some improvement is needed in the production of personnel publications, the
provision oftechnical assistance and the use ofstrategic planning have been satisfactory.
The department's provision ofequal opportunity services is also generally well regarded,
with only minor changes needed in the provision ofcomplaint investigations, compliance
reviews, affirmative action assessments, technical assistance, and information. Some
changes to the provision of each of these services is therefore required if efficient and
effective service delivery is to result.

DEVELOPMENT OF PERSONNEL POLICIES

The development ofthe Commonwealth's personnel policies has been assigned
to the Office of Policy and Personnel Programs (OPPP) within the Department of
Personnel and Training. The evidence suggests that while OPPP is generally meeting
its requirements, there are two areas where improvements are necessary. First,OPPP
needs to improve the way it develops and issues policies. Specifically, OPPP should
increase agency involvement in the development ofpolicy, it should issue policies to line
agencies in a more timely manner, and it should review and update the Personnel Policies
and Procedures Manual on a more regular basis. Second, OPPP needs to improve its
management of agency requests for policy interpretation.

Concerns with the Development and Issuance of Personnel Policies

A central function ofDPT, performed by OPPP, is the promulgation ofstatewide
personnel policies. OPPP could improve how itdevelops and issues policies in three ways:
(1) by allowing more opportunity for agency input into the development of State
personnel policies; (2) by improving the timeliness with which policies are issued; and (3)
by evaluating and revising the Personnel Policies and Procedures Manual on an ongoing
basis.
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The Use of Agency Input into the Development and Evaluation of
Personnel Policies. Developing and maintaining clearly-written and well-defined
personnel policies and procedures is essential to the effective operation of a statewide
personnel function. The personnel policies and procedures promulgated by DPT affect
the personnel operations of every State agency. Two areas where OPPP could improve
is to allow for more agency input into the development of policies, and to establish
procedures which use agency input to regularly evaluate the clarity and appropriateness
of policies.

In the first case, the way in which DPT promulgates its policies and procedures
appears to be one ofthe largest concerns that agencies have with the policy development
process. Fifty-eight percent of all State agency survey respondents indicated that they
would like to see some degree ofchange in the way DPT policies are promulgated. Ofthat
58 percent, 62 percent believe that a major change is necessary. Based upon the survey
comments, it appears agencies would like more opportunity to provide input or to be more
involved in the development of personnel policies.

Although 49 percent of agencies reported that they have been given an
opportunity to provide input into the development of the State's personnel policies, 86
percent indicated they would like more opportunities to provide input (Table 19).
Agencies appear to be dissatisfied with the level and amount of input they are allowed
to contribute into the development of State policies and procedures.

Ofthe survey respondents that said they would like the opportunity to provide
more input into the policy development process, 73 agencies provided comments describ
ing how they would like to be able to provide that input (Table 20). Primarily, agencies
would like to provide comments on draft policies and/or participate in policy making
committees. Regardless ofthe feedback method used, agencies of all sizes would like to
be assured of the opportunity to periodically participate.

While agencies expressed dissatisfaction with the amount ofinput they are able
to provide, DPT staff see the issue differently. DPT staff maintain that they regularly
llolicit comments and feedback from agencies on policies during the final stages ofpolicy
development and then typically send out draft copies ofa new policy to a selected group
of agencies (usually about five to eight agencies per policy) for comments, or ask that a
select group ofagencies participate in a focus group. DPT then incorporates the agency
feedback into the final draft ofthe policy. DPT staff reported that they select agencies
to provide the feedback based upon agency size, agency expertise in the matter, whether
or not they have field offices, and whether or not the policy would appear to have a
particularly strong impact on the agency. DPT staff said they do not ask all agencies to
provide feedback because it would be too labor and time intensive, and would lengthen
the policy development process considerably.

The practice ofnot using all agencies to provide feedback on every policy appears
reasonable. However, the fact that so many agencies expressed the need to provide
additional input indicates that agencies are not fully satisfied with the current process.
In FY 1992, OPPP received 8,600 requests from agencies for interpretation or assistance
on the use of policies. This is a strong indicator that policies are not always issued in a
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-------------Table19------------

Number of Agencies Contributing Input, and
Number that Would Like More Opportunity to Provide

Input to DPT's Policy Development Process

Agencies have been given an
opportunity to provide input

Agencies would like more
opportunity to provide input

Number of
Agencies Responding

85

86

Yes
(percentl

49%

86

No
(percentl

51%

14

Sourer': JLARC staff analysis of State agency survey.

-_.._-----------.,.--------------

____________Table 20-- _

Ways Agencies
Would Like To Participate in

the Development of DPT Policies

Suggestion

1. Review Policy Drafts or Provide Comments
Prior to Policies Being Adopted

2. Ensure Agencies ofVar'ed Size May Provide
Input

3. Participate on Policy Making Committee

4. Other

Total

Number of Agencies
Suggesting this Type of Input

26

8

28

2.Q*

82**

*Some comments may pertain to policies developed apart or in conjunction with other DPI' divisions. For example
some comments pertain to the development ofclassification policies, which are not initially developed by the policy
division.

**Some agency comments included more than one suggestion.

Source: JLARC stafTanalysis of State agency survey.
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clear and understandable manner. Given the high number of requests for policy
clarification, as well as the expressed need for greater agency participation in policy
development, changes in the process appear warranted. Therefore, DPT staff should
reconsider both the methods used and the degree to which OPPP solicits agency
input.

For example, a change in the methods used to solicit input could mean involving
committees or task forces made up of agency staffprior to the development of a draft
policy. One method could be to establish a permanent workinggroup consisting ofagency
human resource officers with rotating membership, chaired by DPT staff, to promulgate
new policies. This could potentially allow for more, or different groups of agencies to be
involved in the policy development processes than the current procedures allow. DPT
could also publicize efforts to solicit input on policies under study.

In the second case, DPT needs to work to use similar methods ofsoliciting input
to ensure that State agencies regularly review and comment on existing policies.
Currently, DPT does not have a systematic process in place which solicits agency input
to evaluate policies after they have become effective. Among other concerns, this has led
to situations in which policies have become outdated, but still remain in effect. DPT staff,
in a recent attempt to alleviate this concern, have been in the process of revising and
updating many State personnel policies. This process is part of the department's effort
to revise the Personnel Policies and Procedures Manual. Ail part of that process, agency
input has been solicited and utilized. To avoid the problem of ineffective or outdated
policies in the future, DPT should establish a system which regularly utilizes agency
input to periodically review policies.

Currently, DPT staffuse an ad hoc "system" to evaluate the impact of policies.
Ifenough agencies complain or DPT considers the point valid, a policy may be changed.
However, by waiting for agencies to complain, the effectiveness of a policy has the
potential to be degraded. Further, agencies may be tolerating some inefficient or
ineffective policies which are causingonly moderate problems. The statewide cost ofsuch
policies may, however, be substantial.

In conclusion, DPT should expand its methods to obtain agency input. Agencies
should be more involved in the processes to develop and promulgate policies as well as
to periodically, and systematically, review existing policies.

The Timeliness ofPolicy Issuance. A second significant concern agencies
have with the way that personnel policies are issued involves the timeliness with which
policies are distributed to agencies. Agencies reported that DPT policies often are
received by their human resources departments after the effective date. This can create
problems for agencies in a number of ways. For example, sometimes there are
implementation decisions that must be made by the director ofan agency, which should
be made prior to the policy taking effect. Also, agency human resource officers must
understand the policy and may need clarification from DPT prior to distribution of the
policy to employees. The degree to which this could have a negative impact on agencies
and employees depends upon the policy. Agencies commented that:
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Policies should be more timely, particularly those tied to state or
federal legislation and having critical effective dates.

.. .. ..
[DPT should] ensure timeliness in getting out policy information.

.. .. ..
Policies should be received by line agencies prior to them going into
effect.

.. .. ..
Sometimes information could be distributed more timely to agencies.
In the past, some policies were distributedon or after the effective date.
Once agencies receive new or revised policies, decisions have to be
made such as how to distribute, whether or not clarification is needed,
whether or not agency policy must prepared, etc.

An analysis of recent DPT policies indicates that many policies were issued one
to three days before their effective date or as many as nine days after their effective date
(Exhibit 6). In many cases, agencies were likely to receive the policy after the effective
date since there is a mail delay from date ofissuance to when the agency actually received
the policy.

In some cases, however, DPT staff may not be able to issue a policy much in
advance ofits effective date. For example, OPPP staffmay be dependent upon receiving
critical information, such as federal regulations, before the policy can be developed.
Sometimes this critical information is not available to DPT staff much before the policy
must become effective. Therefore, DPT staff may not always be able to issue policies
within a reasonable time frame before the efe"ctive date.

Considering that some policies could have a financial or otherwise significant
impact on employees or on the State, DPT should issue policies, whenever possible, at
least two weeks prior to the effective date. This would give agency managers more time
-to plan, understand the policy, adapt to policy changes, distribute policies, and educate
employees prior to the effective date.

The Personnel Policies and Procedures Manual. The third area ofconcern
involves the Personnel Policies and Procedures Manual. Until recently the Personnel
Policies and Procedures Manual was out ofdate. On the State agency survey, 59 percent
ofthe respondents indicated that there needed to be some degree ofchange to'the format,
style, and readability of the Manual. Many State agency survey respondents reported
that the Manual was confusing, required cross referencing to sources not cited, and
contained out-of-date information.

The Department of Personnel and Training has taken steps to address this
concern. In mid-September a new, revised policy manual was released to agencies.
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Exhibit 6

Recent Policies:
Issue Dates vs. Effective Dates

Policy Issue Date Effective Date

1. Disaster Relief and Family Medical
Leave Act 08-02-93 08-05-93

2. Disposition of Balances of Leave Credits
on Change ofStatus or Death 04-16-93 04-07-93

3. Leave Sharing 01-04-93 01-01-93

4. Awards for Length ofService and
Employee Recognition Program 04-03-92 04-06-92

5. Sexual Harassment 03-16-92 03-16-92

6. Recruitment Policy 03-16-92 03-19-92

7. Leave to Assist Schools and Students 12-30-91 01-01-92

Source: JLARC staff analysis of DITs Personnel Policy and Procedure Manual and Transmittal Letters.

Preliminary assessments of the new manual indicate that it is a substantial improve
ment over the old manual. Many of the concerns that agencies had with the old
manual appear to have been met. For example, policies have been updated, and
different policies addressing similar issues have been clarified, and where appropri
ate, consolidated.

However, the problem with the manual revision process is that it was reactive
in nature. Clearly, the manual needed .revision. While DPT had periodically begun
revision efforts, not until a legislative directive was initiated did DPT take steps to
finalize a new Policies and Procedures Manual. The 1993 Appropriation Act directed
DPT to "issue a comprehensive update ofthe Personnel Policies and Procedures Manual
by June 30, 1994," a requirement with which DPT appears to be in compliance. In
addition, the Act requires DPT to "include a summary of key provisions of all major
federal and State laws and regulations that impact on the management of State
employees." A date has not yet been set for the expected completion of this additional
requirement.

DPT should have been more proactive in the development and maintenance of
an effective policy manual, without legislative requirement. To prevent the new manual
from becoming outdated and ineffective in the future, DPT staff should consider
reevaluating the Personnel Policies and Procedures Manual on an ongoing basis. This
would mean that each policy in the manual should be reviewed according to a schedule
to ensure that the manual remains up-to-date.
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Ai; part of the ongoing review of the policy manual, DPT staff could utilize the
processes discussed earlier, which recommend that agency input be used to review and
update policies on a regular basis,. OPPP's stated intention to issue quarterly transmis
sions I J update the policy annotations in the manual could also be utilized to amend or
replace revised policies. Further, the planned quarterly transmissions could include user
questionnaires or surveys soliciting agency input on the clarity and effect ofthe policies.
Regular feedback from agencies on policy changes would place DPT in a more proactive
mode and might lessen its need to be constantly providing interpretations and clarifica
tions to agencies on an inquiry by inquiry basis.

Updating the policies in the policy manual on a systematic basis may prevent
the need to conduct a large scale revision in the future, which would appear to require
a significant commitment of time and resources. In addition, this process would keep
policies up to date and keep agencies informed ofthe correct application ofpolicies. Both
outcomes could save DPT from expending additional time and resources helping agencies
with policy interpretations.

Recommendation (22). The Department of Personnel and Training
should expand the use of agency input in the development and promulgation
of personnel policies. Consideration shouldbe given to developingalternative
methods for obtaining agency input as well as expanding the number of
agencies currently used in the process. As a part of this process, the
Department ofPersonneland Training staffshould solicit agency comments to
systematically review existing policies to make sure they are effective and up
to date.

Recommendation (23). Recoghizing that there will be occasional
exceptions due to extenuating circumstances, the Department of Personnel
and Training should establish an internal guideline that policies be issued to
agencies at least two weeks prior to the effective date.

Recommendation (24). The Department of Personnel and Training
should, on an ongoing basis, review and evaluate the policies contained in the
Personnel Policies and Procedures Manual to assure that policies are written
as clearly as possible and to assess the impact of these policies on line agencies
and institutions.

Concerns with the Management of Agency Requests for Policy
Interpretation

In analyzing how OPPP manages agency requests for policy interpretation,
JLARC staff found that OPPP could streamline its operations by tracking incoming
requests for assistance, by policy or subject matter. Currently OPPP does not record
agency requests for assistance or interpretation, It did record 8,600 requests for
assistance in 1992, but that was a one-time effort, which according to the OPPP director,.
may have actually undercounted inquiries because staff probably received some that
they did not record. Consequently, OPPP cannot report definitively which policies
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generate the most requests for interpretation. Accurate information describing which
policies receive the most requests for assistance, or the type ofquestions that are asked
ofvarious policies would help OPPP staff target the policies that should be improved, as
well as provide insight as to how the improvements should be made.

oppp staff currently say they make improvements to policies if incoming
requests for assistance warrant a change. However, by not formally tracking this
information, the current approach may over or underestimate the concerns that agencies
have with various policies. Also, such a process lends itselftoward improving policies on
an ad hoc basis rather than on a systematic basis.

If process changes were made to ensure that improvements to policies were
completed as needed, the volume ofrequests to OPPP for interpretation could be reduced,
and a substantial amount of line agency and DPI' time could be saved. Also, such
information could be used to identify the types ofpolicy training that would be most useful
to agencies. A process of recording agency inquiries need not be overly cumbersome or
complex. The department's own operations and information systems unit could assist
OPPP in developing an instrument that would efficiently capture data on the nature and
frequency of agency inquiries.

Recommendation (25). The Department of Personnel and Training
should develop a system to track agency requests for assistance or interpreta
tion, according to the subject matter or individual policy in question. This
information should be analyzed periodically so that the Department ofPerson
nel and Training may better evaluate and improve existing policies, as well as
better identify policy training needs.

Satisfaction with the Provision of Policy Interpretation Assistance

Although agencies have expressed some concerns, it appears that DPI' staffare
generally performing well in terms of providing personnel policy interpretation assis
tance to the line agencies. According to the State agency survey, 48 percent of agencies
thought there needed to be some degree of change in the way that OPPP provides
assistance with policy interpretations. However, of that 48 percent, 71 percent thought
only a minor change was necessary. In fact, many comments provided by line agencies
were supportive of OPPP staff. For example:

Individuals responsible for interpreting policies and procedures are
highly regarded, professional, and prompt.

.. .. ..
Staffare very helpful and responsible in responding to policy questions
within the constraints imposed within the system.

.. .. ..
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DPT's policy section generally provides sound advice on policy-related
matters.

The areas that agencies seem to be concerned with appear not to be related to
OPPP staff services specifically, but have to do with other aspects of the way policy
interpretations are provided. A few agencies suggested that they would like DPT to
disseminate policy interpretations to all agency human resource departments, not just
to the agency requesting an interpretation. Some agencies also indicated that interpre
tations need to be more consistent because policy interpretations may vary from director
to director. This has been exacerbated by the fact that DPT has had seven directors in
the past 15 years. DPT's stated intention to provide quarterly policy annotations would
provide line agencies with the interpretations given to other agencies as well as provide
more continuity in interpretations throughout the changing administrations.

PROVISION OF INFORMATION MANAGEMENT SERVICES

Another responsibility of the Department of Personnel and Training is the
provision ofinformation management services. Within DPT, the Office ofOperations and
Information Systems (OIS) operates the State's personnel management information
system (PMIS). The JLARC review of this area of service provision reveals that while
some improvement is required in the provision ofinformative publications, the provision
of technical assistance and the use of strategic planning have been satisfactory.

The Provision of Informational Publications is Mixed

The communications and public affairs work unit of OIS is responsible for
facilitating the transfer of information between the line agencies and DPT. As a part of
this process, publications are issued from DPT to inform State agencies about required
personnel practices and procedures. A review of these publications suggests that while
OIS has succeeded in producing a satisfactory newsletter for State employees (the
Personnel Communique), it needs to improve the quality of the PMIS user's manual.

Personnel Communique. Agency responses to the JLARC survey suggest
that the Personnel Communique is a satisfactory, generally well-received personnel
publication. The Personnel Communique is a bi-monthly newsletter that has been
designed toprovide State employees with information on changingpersonnel policies and
procedures. The effectiveness of this newsletter was rated as "good" or "excellent" by 80
percent of the State agency survey respondents. Three agencies cited the publication as
a "best quality of the current operations of the State personnel function." Some State
agencies did, however, raise the concern that articles were not always timely.

The PMIS User's Manual. The current PMIS user's manual is in need of
improvement. The manual assumes a working knowledge of the PMIS system and is
weak on introductory or orientation materials. While useful to an experienced PMIS
user, it offers little to help a new user gain familiarity with the system. Given the lack
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ofPMIS training sessions, gaining familiarity with the system could be overwhelming to
a new user. The PMIS manual was often cited in JLARC's survey ofState agencies as
a problem area. Agency users found the manual to be out-of·date and difficult to use.
Their comments included:

The PMIS manual is not "user friendly." For example, manual
instructions are sometimes incomplete or nonexistent, and some
sections are not clear or contain obsolete information. MAPPER is a
good illustration ofa section with obsolete information. PMIS manual
needs more explanations (about) when to use certain transactions and
a better index.

• • •
(Agencies) need an up·to-date manual. New manuals should be
developed with broad user input.

• • •
More "questions and answers" are needed to establish case histories on
which decisions are based.

Many ofthe agency concerns appear to have merit. A new PMIS operator could
experience difficulty in using the manual, both in terms of locating the necessary
information and in applying the information to a variety ofspecial circumstances. Given
the absence of any supplemental training, the current manual format needs revision or
supplementation. A revision of the manual is encouraged since it could reduce both
agency difficulties and the need for much on.going OIS staff assistance.

Recommendation (26). The Department of Personnel and Training
should revise the users' manual for the PMIS system to include adequate
introductory materials for new users. An improved manual should contain a
more detailed index, as well as a "question and answer" section where example
transactions are documented. The department should promote periodic
updates to the manual, including annotations addressing inquiries or fre·
quently.made mistakes.

Provision of TechniCal Assistance Has Been Good

State agencies generally have high regard for the OIS staff responsible for
answering agency questions in the area of PMIS data entry and transactions. For
example, in the JLARC survey ofState agencies, when asked "what do you think are the
best qualities ofthe current operations ofthe State personnel function?" eight agencies
specifically identified PMIS data entry assistance as a "best quality." For example:
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DPr provides excellent PMIS data entry assistance by telephone.

• • •
Technical assistance with respect to PMIS is exceptional.

• • •
Assistance from staff of Systems Operations Unit is always beneficial.

Agency responses indicate that requests for guidance from this work unit are
quickly and correctly met.

OIS Use of Strategic Planning and Evaluation Techniques Have Been
Satisfactory

The OIS management staff have successfully incorporated some strategic
planning and evaluation procedures into their daily operations. These proactive
measures are being used to assess existing services and to develop procedures for
improvement. The OIS planning and evaluation techniques include: (1) the identifica
tion ofinformation management needs; (2) the use ofline agency input to guide decision
making; and (3) the use of outside consultants to assist in policy development and the
exploration of new programs.

Identification of Existing Needs. Both OIS and State agency survey
respondents cite the data management processes and capabilities ofPMIS as unsatisfac
tory. The problem is twofold: (1) there is duplication of data input required by PMIS,
CIPPS (the Commonwealth Integrated Personnel Payroll System used by the Depart
ment of Accounts), and BES (the Benefits Eligibility System l,1sed by DPr); and (2)
desired personnel data is often difficult, if not impossible to retrieve from PMIS. The
following comments are illustrative of agency concerns.

Reports themselves are not necessarily duplicative, however, there is
duplicative keying in that information is entered in both PMIS and
CIPPS. An integrated payroll/personnel system, maintained by one
agency could eliminate this repetitiveness.

• • •
Employer this large needs a consolidated personnel/payroll system.
No need for the current duplication.

• • •
Systemsare antiquated. We get reports we don't need; we can't get
reports we do need. We end up getting our own Information Systems
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shop to do what we need. Imagine the duplication that is going on and
the cost of this duplication ifeven half of the state agencies have had
to resort to developing and maintaining their own systems which
duplicate PMIS data.

Problems noted both by agencies and DPT indicate that PMIS, which was
developed in 1978, is no longer sufficient to support the Commonwealth's personnel
system. Programming limitations are such that the system needs frequent service and
repetitive user assistance.

The inadequacy of the current system is understood by DPT and is being
addressed by OIS management. Both the division director and the systems manager are
actively working with staff from the Department of Accounts and the Council on
Information Management to develop proposals to update and/or replace the existing
system. Throughout this process, line agency suggestions for improvement are being
requested and, where regarded appropriate, incorporated. Similarly, the assistance of
experienced informationmanagement consultants is being utilized to ensure that the full
range of replacement options are considered.

Use ofLine Agency Input to Improve Operations. OIS appears to actively
seek line agency input where appropriate and to use that input in the development of
personnel information management procedures. The OIS director was able to document
the recent use ofsurveys to assess PMIS training needs. Also documented were several
instances where OIS adopted agency suggestions for changes in computer transactions.
Correspondingly, line agency responses to the JLARC survey indicate satisfaction with
the present opportunities to provide input to OIS.

Use ofConsultants and Outside Information Sources. OIS management
staff recognize that on its ownDPT does not have the singular authority or resources to
develop and implement a solution to the PMIS/CIPPS computer integration problem. An
acceptable solution requires consensus with the DepartmentofAccounts and the support
of the Administriltion and later the General Assembly. Accordingly, OIS staff have
supported the coordinated efforts of the Study Committee on Central Administrative
Information Systems, which was established pursuant to the 1990-1992 Appropriations
Act.

As a result of the Study Committee's work, a recommendation was made to
"pursuea fully integrated human resource information system and toidentif)r short-term
improvements to CIPPSlPMIS integration." Consequently, in October 1992, the Council
on Information Management issued a Request for Proposal to obtain the services of a
qualified contractor to create a conceptual design for an Integrated Human Resource
Information System (IHRIS). The IHRIS project was initiated, and an effort is underway
to address system overlap, duplication, and limitations.

OIS staffare working closely with the consultants hired to conduct the strategic
assessment ofan integrated human resource information system. Both the OIS division
director and the PMIS system manager attend the IHRIS committee meetings and assist
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the consulting team as it studies the PMIS, CIPPS, and BES systems and works to
identify future personnel data management needs.

In June 1993, the consultants presented their review of the PMIS, CIPPS, and
BES capabilities andintroduced a conceptual design for a new data management system.
This new system would integrate all three existing systems and expand data manage
ment capabilities. The report which accompanied the consultants' presentation, titled
Strategic Assessment ofan Integrated Human Resource Information System: Conceptual
Design, targeted a number of areas in which automated systems support could be
improved. These areas of concern include:

• redundant data entry between PMIS, CIPPS, and BES;
• lack of comprehensive data in anyone system;
• limited line agency access to data;
• labor intensive reconciliation of data between PMIS, CIPPS, and BES;
• lack of flexibility in all three systems;
• weak security and controls in PMIS;
• minimum wage employee tracking in all three systems;
• inefficient benefits enrollment/change through BES;
• inadequate support for the leave accounting process by all three systems; and
• limited Workers' Compensation support by all three systems.

The report then identified "opportunities for improvement" that could be achieved if a
new system were adopted. These opportunities include:

• one integrated system with a single point of data entry;

• comprehensive, accurate and timely information for decision making;

• more flexible, user friendly data access for ad hoc reporting;

• improved data entry capabilities t, increase productivity and reduce training
requirements;

• increased security and controls to ensure accurate processi'cg and controlled,
flexible access;

• increased system flexibility to adapt to future change;

• reduced paper tracking and handling; and

• improved communications with employees.

Implementation of the new system, if approved during the 1994 session of the
General Assembly, is estimated to be complete by January 1997 and to cost between 5.1
and 7.8 million dollars.
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JLARC interviews with DIS staff indicate that they are satisfied with the
progress that is being made by the consultants and intend to stay actively involved in the
development of a new system. Ongoing involvement with this effort would ensure that
the affected agencies are prepared to implement this needed system when the funding
environment is more favorable.

PROVISION OF EQUAL EMPLOYMENT OPPORTUNITY SERVICES

A fundamental responsibility of the Department of Personnel and Training is
to ensure that individuals in the Commonwealth ofVirginia are free ofdiscrimination in
the workplace. Within DPI', it is the responsibility of the Office of Equal Employment
Services (OEES) to carry out this function. OEES's scope of authority extends to all
executive branch State agencies, including 36 State institutions ofhigher education, as
well as to 119 local health departments and 124 local social service agencies. The JLARC
review of this aspect ofservice provision revealed that overall, State agencies appear to
be satisfied with the level of service they receive from DPI'. In addition, 95 percent of
surveyed agencies are satisfied with the present division ofEEO authority between DPI'
and their agencies. JLARC staffalso reviewed the provision ofcomplaint investigations,
compliance reviews, affirmative action plan assessments, technical assistance, and
equal employment opportunity information.

Provision of Complaint Investigations

Allegations ofunlawful employment practices can take the form ofdiscrimina
tion based on race, gender, disability, age, national origin, political affiliation, sexual
harassment, retaliation, and violation of State policy. There has been a 51 percent
increase in the number of discrimination complaints received by OEES since 1990
(Figure 8). A"complaint" must be submitted on a discrimination complaint form and can
include multiple "allegations" of discrimination. Consequently, there has been an
increase in the numberofallegationsfI.1ed and in the number ofcases in which employees
allegations have been accepted for investigation. (Figure 9). The director of OEES
suggests that the increase in the number of complaints by both applicants and current
employees may be the result of a downturn in the economy and high unemployment. In
addition, the director stated that the passage of the Civil Rights Act of 1991, and the
publicity surrounding the Anita HillJClarence Thomas case of sexual harassment have
increased awareness of issues dealmg with discrimination. The director expects
complaints to continue to rise with the implementation ofthe Family and Medical Leave
Act and the Americans with Disabilities Act. In addition, access to federal court andjury
trials may increase due to the Civil Rights Act of 1991, which contains provisions that
enable complainants to have a better chance of receiving monetary compensation.

JLARC staff found that there were two agencies - the Department of Mental
Health, Mental Retardation and Substance Abuse Services, and the Department of
Corrections - that consistently received a significant number of complaints for fiscal
years 1991, 1992, and 1993. Over the three year period, these agencies received 53 and
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61 complaints, respectively, almost 30 percent of the State total. When such a high
concentration of complaints within agencies occurs, OEES should use the compliance
review process to ensure that discriminatory practices are not occurring within these
agencies. The compliance review process is discussed in the following section.

Most agencies appear satisfied with OEES's complaint investigations. While 30
percent ofthe agencies responding to the State agency survey thought that there needed
to be some degree of change in the way OEES conducts complaint investigations (Table
21), about half of that group thought only a minor change to be necessary.

------------Table21------------

Degree of Change Needed for EEO Investigation and
Resolution of Discrimination Complaints

(N=85)

No Change
Minor Change
Major Change
Complete Change
No Interaction with DPT*

Number ofa~ncjes

31
13
9
3

29

Percent

36
15
11
4

34

* In many of these cases, agencies may not have had any interaction with DPr due to the absence of any EEO-related
complaints.

Note: Percentages may not add to 100 due to rounding.

Source: JLARC staff analysis ofState agency survey.

Agency concerns were generally with the timeliness ofcomplaint investigation.
One respondent stated "investigations take too long." While the time frame seemed
excessive to some agencies, complaint investigations within DPTare typically completed
in 60 days. The director of OEES compares the 60 days it takes to 90mplete a State
investigation to the six months to a year it sometimes takes to complete a federal
complaint investigation. (Staff at the federal EEO Office in Washington, D.C. reported
that based on data from the second quarter of 1993, the average time it took to complete
a federal complaint was 274 days.) Given the nature ofthe research and the level ofdetail
required, the 60 days does not appear to be an unreasonable amount oftime to investigate
a complaint.

Provision of Compliance Reviews

Unlike a complaint investigation, which ascertains whether an individual has
been treated differently (disparate treatment), a compliance review tries to determine
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whether an agency has a systemic practice of discrimination against a group of people
(disparate impact). For example, OEES staff may try to determine whether hiring
practices at a particular agency discriminate against Blacks as a group. (Federal EEO
statistics at this time use the terminology "Black" as opposed to "African-American.")

Compliance review may be initiated at the request ofan agency head or cabinet
secretary. The request may be instigated by concerns about how a particular agency is
functioning or triggered by a complaint. During a compliance review, OEES staff review
records for a period ofeighteen months to three years. In addition, staffinterview agency
employees and management personnel to determine whether an agency's hiring prac
tices and other personnel decisions comply with relevant laws and policies. Once OEES
determines its findings in the review, recommendations are made as necessary and a
corrective action plan is prepared for the agency in violation to follow.

OEES began conducting compliance reviews in 1990, and has completed eight
reviews to date, five within the Department of General Services. While most State
agencies have not had compliance reviews, those agencies which have had such reviews
appear to be generally satisfied with OEES administration.

Provision of Affirmative Action Assessments

Each agency covered by the VPA is required to prepare a biennial affirmative
action plan representing its commitment to affirmative action and equal employment
opportunity. Each plan is required to have at a minimum a framework which includes
a policy statement, a description ofthe agency's organization, a means ofcommunicating
the plan to interested constituencies, and specific qualitative objectives for assuring that
the agency's policy statement is carried out in all personnel actions.

Each year, agencies are required to submit an Affirmative Action assessment
describing its progress toward reaching its EEO/AA goals. By reviewing these assess
ments, OEES can evaluate any action the agency has taken to achieve its Affirmative
Action goals and identify areas where potential cases of discrimination may exist. The
annual affirmative action plan assessment must include the elements shown in Exhibit
7.

A review of this aspect of service responsibility suggest that agencies are
satisfied with the affirmative action assessment process, and use it as an impetus for
agency wide strategic planning efforts. No significant changes to this process were
recommended by the State agency survey respondents.

Provision of EEO Technical Assistance

Technical assistance in complying with State and federal equal opportunity
requirements is provided by request to line agencies by DPT. In 1992, OEES conducted
approximately 12 technical training sessions on specific employment laws, including a
session which covered almost all management personnel of the State Department of
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,...-------------Exhibit7-------------,

Elements Reviewed in Assessments of Agency
Affirmative Action Plans

1. Completed Employment Parity Progress Fonns.

2. Description ofany significant changes to the organization which mayhave
affected the agency's Affirmative Action Plan, employment profIle, under
utilization statistics, etc.

3. Methods of communication of the Affirmative Action Plan.

4. Qualitative Objectives.

5. List of complaints and grievances fIled with EEOC.

6. List ofall disciplinary actions processed under the Employee Standards of
Conduct and perfonnance.

7. List of all agency initiated reallocations by race/sex.

8. List ofall EEO/AA training provided to supervisors and employees during
the reporting period.

9. Analysis ofpersonnel activities where adverse impact has been identified.

10. Any other infonnation that has affected the agency's progress toward its
established affIrmative action objectives.

Source: Guidelines for Annual Agency Affirmative Action Plan Assessment, Office ofEqual Employment
Opportunity Services.

ofSocial Services and the 124 local social service agencies. As the following comments
suggest, agencies appear to be satisfied with the provision of technical assistance:

When requested, technical assistance on techniques and statistics
were also provided in a timely and professional manner.

.. .. ..
This Office regularly provides excellent technical assistance.

* * *

The service we have received from the EEO Office has been excellent.
The staff has provided technical assistance and training.
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No specific changes are recommended in the provision ofthis service, however,
OEES should take steps toensure that all agencies are aware ofthe services providedand
the sources of information available to assist them in meeting EEO requirements.

Communication of EEO Information

As stated in Equal Employment Opportunity Policy 2.05, OEES is required to
act as an equal employment reference for State government. However, there appears to
be very little information available which informs agencies of what EEO resources are
available.

OEES distributes flyers andbrochures to agencies whichcontain basic informa
tion on OEES services. The poster that is currently being used simply lists the agencies
to contact if a person feels that they have been discriminated against. The brochures
distributed by OEES describe the process for filing a discrimination complaint. While
these sources are helpful they do not specify exactly what services or resources are
available to assist agencies in complying with EEO regulations.

OEES maintains an extensive EEO library at its Richmond office. The library
contains a variety of publications, federal EEO court rulings and reports. However,
agencies do not necessarily know that this information is available unless they call and
request it. DPTshould take steps to increase the availability ofmaterials which identify
specific sources ofinformation that may be used in meeting equal employment opportu
nity requirements.

As the preceding sections have indicated, the provision of equal employment
opportunity services by the Department of Personnel and Training appears to be
satisfactory. While many agencies report limited interaction with the Office of Equal
Employment Services, those that have had interaction expressed few concerns. Efforts
shouldbe made byDPT to continue to evaluate the causes behind the increasing numbers
of discrimination complaints and allegations to ascertain how the needs of agencies can
best be met. Similarly, the department should work to make minor improvements in the
service areas discussed.

Recommendation (27). Staff of the Department of Personnel and
Training should evaluate causes of the 51 percent rise in EEO complaints over
the past three years. The department should use the compliance review
process to evaluate the equal opportunity/affirmative action programs in
agencies - such as the Department of Corrections and the Department of
Mental Health, Mental Retardation, and Substance Abuse Services - which
have a consistently high number ofEEO complaints.
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VII. Issues Facing the State Personnel Function

The slowing economic conditions of the 19908 have essentially forced govern
ments and the private sector to reexamine how they conduct their business. So that
corporations may better compete by expending fewer financial resources, many private
sector companies have restructured the way they manage their workforce. State, local,
and federal governments, have also been asked to do more with less resources, and there
is a growing trend to reevaluate the appropriateness of public personnel systems. The
Commonwealth of Virginia is among many states that are reevaluating personnel
management.

However, to determine where improvements could be made to Virginia's
personnel system, as well as howthose improvements should be made, an understanding
of the performance of the existing personnel function is necessary. In this context, the
Commonwealth appears to be starting from a fairly strong position. Generally, as noted
earlier, Virginia has a relatively decentralized personnel function. Further, most State
agencies appear satisfied with the overall structure and operation ofthe State personnel
function, although there are significant exceptions both by agency and by function.

There are a number of personnel-related issues that were raised during the
course of this JLARC review that may be of interest to the Workforce Commission or
potential areas for further JLARC review. There is a need to establish responsibility for
human resources planning in the Commonwealth and to determine appropriate goals
and objectives for human resource planning statewide. Also, the effectiveness of the
Personnel Advisory Board (PAB) over recent years has been questionable, therefore its
role may need to be reconsidered.

Finally, the Workforce Commission may wish to consider options to realign
some personnel functions. Although there appears to be little duplication or conflict of
functions among the agencies responsible for carrying out personnel activities, options
to realign some functions could allow some components ofthe State personnel system to
operate more efficiently and effectively. Also, in light of the expanding role of human
resources, the General Assembly may wish to consider renaming the Department of
Personnel and Training to reflect the agency's broader mission.

MANAGEMENT OF THE STATE'S OVERALL PERSONNEL FUNCTION

Although most State agencies appear to be satisfied with the operations of the
personnel function, a number of issues were identified that may be of interest to the
Workforce Commission. This information could also serve as the basis for future JLARC
work, if requested. Among the issues raised are agency satisfaction with the personnel
function, the need for statewide human resource planning, and the role ofthe Personnel
Advisory Board.
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Agency Satisfaction With The Personnel Function

Similar to the fact that agencies were generally satisfied with the division of
authority between themselves and DPT, State agencies appear to be fairly satisfied with
the operation of the State's personnel function as a whole (Table 22). According to the
JLARC survey ofState agencies, 66 percent of agencies reported that they are satisfied
or very satisfied with the operation ofthe State personnel function. However, it appears
that the smaller agencies are generally more satisfied with the personnel function than
are larger agencies. For example, 79 percent of agencies with a maximum employment
level (MEL) between one and 100 were satisfied or very satisfied with the personnel
function, while only 47 percent ofagencies with aMEL above 1,000 were satisfied or very
satisfied with the personnel function. Also, non-decentralized agencies appear to be more
satisfied. It appears that large agencies, with more complicatedpersonnel needs, are less
satisfied with their ability to operate within the confines ofthe State's personnel function.

-------------Table22:-------------

Level of Agency Satisfaction with
Operation of State Personnel Function

Percent Percent
Satjsfied Not Satisfied Respondents

All Agencies 66% 34% 86

Agencies with MEL
1 to 100 79 21 34
101 to 500 64 37 24
501 to 1000 44 56 9
>1000 47 53 ..19

Decentralized Agencies 55 45 31

Non-decentralized
Agencies 73 27 55

Note: "Percentage satisfied" includes both the "satisfied" and "very satisfied" survey responses.

Note: Percentages may not add to 100 percent due to rounding.

Source: JLARC staff analysis of State agency survey.

Analysis ofagency comments from the State agency survey help to provide some
insight as to the degree ofsatisfaction reported. Excluding the comments that address
concerns within a particular functional area of DPT (which are addressed in other
sections ofthe report), many ofthe general concerns highlighted by agencies are that they
would like increased flexibility in the application of personnel rules so that they can
better meet their management needs, as well as to be able to use more modern human
resources practices. For example, some agencies reported:
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The state needs to redesign the personnel system. Although there are
issues with function, the greater problem is the rigidity in the system
that impedes progressive management of the workforce and creative
strategy development.

.. .. ..
The State could allow more flexibility to the agencies in making some
decisions or allow them to have input on various policies which will
affect them.

.. .. ..
The State's personnel function needs to be on the cutting edge of
human resource management. Programs should provide for more
flexibility and creativity.

.. .. ..
The policies of DPr do not reflect the fact that the needs of the
employees are changing. They do not compete with the changes that
the private sector is making to reflect those new needs, such as career
development, succession planning, and formal mentoring programs.
For the most part, DPT's model for human resources is outdated. State
compensation structure is no longer competitive with market place.

However, these comments conflict with some other agency comments describing
the best qualities ofthe personnel system. For example, when asked "What do you think
are the best qualities of the current operations of the State personnel function?" many
agencies responded favorably to the existence of some centralized authority:

DPr asa central authority, maintains a credible level ofequity in state
government especially in classification and compensation.

.. .. ..
That there is a central agency to provide some consistency of policy
formulation and interpretation.

.. .. ..
The fact that the central agencies are there to "control" and maintain
some level offairness in the state system especially in compensation!
classification.

It appears that many agencies value the services that a central agency provides such
as the maintenance ofa fair, equitable, nondiscriminatory, and credible employment
system.
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A natural tension seems to exist between the valued components of the status
quo and the desire to make the existing system more effective. Although these qualities
do conflict with each other, they are not necessarily mutually exclusive. Despite the fact
that the State appears to be doing an adequate job ofbalancingthese competing interests,
then' is room for improvement. Were DPTtomonitor and analyze agency policy concerns,
and differentiate by size, it might be possible to identify areas where policies could be
modified to achieve a better balance between control and flexibility.

Human Resource Planning

Planning for human resources can be defined as identifying an agency's future
human resource needs and developing strategies to meet those needs. Human resource
planning is important in the area ofpersonnel because the human resources environment
is undergoing fundamental change in terms of regulation, the needs of the work force,
technology, and compensation and benefits policy. Unlike strategic planning which
considers a broader view of an agency's functions, human resource planning considers
specific elements directly related to maintaining a qualified workforce such as type of
employees, demographics, and training needs.

While the precise definition .may vary by organization, the concept of human
resource planning is basically the same. Many State agencies across the country, as well
as in Virginia, perform some form ofhuman resource planning. However, in Virginia, it
is unclear whether the individual State agencies or a central agency should be respon
sible for human resources planning. Legislative direction may ultimately be necessary
to assign responsibility for human resource planningifit is determined that the function
is necessary to ensure that agencies are prepared for the work force of the future.

Human Resource Planning in Other States. Studies show that many state
and private organizations alike are involved in some sort of human resource planning
process. The report, "State Personnel Office: Roles and Functions" prepared by the
Council of State Governments in 1991 lists tl,· results ofa survey in which states were
asked questions pertaining to their personnd function. Forty-three states, including
Puerto Rico, responded that they engage in some form of human resource planning
(Exhibit 8). The report generalized the definition of human resource planning to mean
the agency "projects future needs of the state in terms of numbers ofeIHployees, types of
employees, demographics, training, and competitive posture of the state based on
compensation, benefits, and trends in human resource management."

In the state ofNew York, legislation was passed last year requiring agencies to
prepare an annual workforce management plan. According to staffat the New York State
Department of Civil Service, the legislation was developed in an attempt to avert future
lay-offs by moving people in state government, and being better prepared for future
changes in the workforce.

Similarly, while the Commonwealth ofPennsylvania is not statutorily required
to provide human resource planning, it annually publishes the Governor's Workforce
report. This report includes demographics of State employees.
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r-------------- Exhibit 8--------------,
States that Have a Human Resource Planning Function

State
Alabama
Arizona
Arkansas
Califomia(Dept.of Personnel Administration)
California (b)
Colorado
Connecticut
Delaware
Florida
Georgia
Hawaii
Idaho
Illinois
Indiana
Iowa
Kansas
Kentucky
Louisiana
Maine
Maryland
Massachusetts
Michigan
Minnesota
Mississippi
Missouri
Montana
Nebraska
Nevada
New Hampshire
New Jersey
New Mexico
New York
North Carolina
North Dakota
Ohio
Oklahoma
Oregon
Pennsylvania
Rhode Island
South Carolina
South Dakota
Tennessee
Texas (c)
Utah
Vermont
VIRGINIA
Washington
West Virginia
Wisconsin
Wyoming
Puerto Rico

Central Personnel

tI

tI

tI

TOTAL 23 3 33

Human Resource Planning M projects future needs ofthe state in terms of numbers ofemployees, types of employees,
demographics, training, and competitive posture of the state based on compensation, benefits, and trends in human
resource management.

Souree: 1991 State Personnel Office: Role. and Function., National As.ociation ofPersonnel Executive. and The
Council of State Governments.
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The Need for Human Resource Planning in Virginia. Virginia's response
to the Council of State governments survey placed it among the 17 states that claimed
such planning was done on a decentralized basis only. The JLARC survey of State
agencies confirms that human resources planning is done on a decentralized basis.
Seventy-nine percent ofthe responding agencies indicated that they regularly assess the
strengths and weaknesses of their human resource practices such as recruiting, hiring,
and the administration of benefits.

Eighty-three percent of the agencies said they develop human resource goals,
review or evaluate these goals, and then develop strategies to address identified
problems. A number of agencies responded that human resource goals were developed
through the agency's broader strategic planning process. Forty-seven percent ofVirginia
agencies reported that they go so far as to regularly consider the effect of external
environment trends such as potential labor market entrants or national demand for
services on its future work force.

While much human resources planning in Virginia occurs on an agency by
agency basis, there is no mechanism in place for statewide human resource planning, nor
is there a legislative or executive requirement for such planning. Despite this fact, there
appears to be confusion among the State agencies, and even DPT staff, as to whether a
central planning entity indeed exists, and ifso, who is responsible. Thirty-six percent of
the State agency respondents believe that a central entity responsible for statewide
planning already exists. Of these, DPT was the entity most often cited. In addition, 81
percent of DPT staff stated that DPT is the entity responsible for statewide human
resource planning, despite the fact that it is not required to perform that function.

Responses from agencies were mixed as to whether an entity charged with
statewide planning responsibility should exist. For example, some agencies felt that
there was not a need for statewide human resource planning:

From our perspective, we do not believe that central planning should
exist, except perhaps in a consulting role. The issues across state
government are sufficiently diverse and human resource planning
would be best done in a decentralized environment.

* * *

There should not be a centralized State entity responsible for planning
human resource needs statewide. A central agency should provide
guidance to agency human resource.personnel as to how to determine
the needs and strategies for their specific agencies. This centralized
agency should also be a source ofdatafor all State agencies and provide
trend information relative togeographic labor pools, state andnational
trends, and future work force needs.

Others felt that there should be a central entity responsible for statewide
human resource planning, as is the case in the following examples:
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Such an agency is vital - personnel costs account for approximately
80% of the budget ofmost agencies. A central agency has the unique
function of envisioning what tasks will be essential for the future
delivery ofservices and how the state can get there (what policies need
to be changed, what training should be made available, and what
financial resources will be necessary.)

• • •
Such an entity would be useful in helping agencies identify relevant
long-range issues and in formulating strategies to deal with these
issues.

Because there is no requirement for DPI' to conduct human resources planning
statewide, it has not been an ongoing activity ofthe agency. Although the current director
ofDPI' believes there is a need to work on cutting edge personnel initiatives, the director
states that DPI' has had limited capacity to do such planning because of resource
constraints. Accordingly, the director stated that in an era of budget cuts, long-term
planning has not been a priority.

DPI"s resource capability for conducting human resource planning is question
able. It does appear that ifDPI' were to take actions to streamline operations, the agency
may be able to take on more responsibility in the area ofhuman resources planning. As
noted earlier in Chapter II, 61 percent of DPI' staff believe they could handle more
responsibility than they currently have. Also, as highlighted throughout this report,
management ofDPI' has been largely reactive. Ifactions were taken to streamline and
improve key agency operations, DPI' may then be able to effectively reallocate its
resources.

However, the problem remains as to whether human resources planningshould
be conducted statewide, and ifso, whether DPI' or other entities should be required to
carry it out. As noted earlier, a number of agencies commented on the adequacy of
planning for human resource needs as is exhibited in the following examples:

Planning of the human resource needs seems to be lacking - more of
a reactive role than proactive. It is more of a wait-and-see approach
rather than being a leader.

We desperately need to prepare for the future workforce, including
training skilled laborers, diversity training, supervisory skills, etc. We
are not receiving any information from DPI' which we can put to use
in the field. Job-sharing, benefits for part-time, hourly employees and
some other ideas need to be implemented to allow for a friendlier work
environment and better recruitment.

The Workforce Commission may wish to consider taking further action to more
clearly define the roles and responsibilities for human resources planning among DPT,
other central agencies if appropriate, and the State agencies.
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Also, human resource planning is made more difficult because there is little
consistent information available regarding the characteristicsofthe statewide workforce.
To aid statewide human resources planning in the future, the Workforce Commission
may wish to consider a requirement that a report describing characteristics ofthe State's
workforce be issued prior to the change ofeach gubernatorial administration. This would
allow incoming administrations to plan for workforce needs, as well as provide consistent
information over time from which future decision makers could benchmark.

Recommendation (28). The Workforce Commission may wish to con
sider the need for statewide human resource planning. H such a need were
supported, the Workforce Commission should take further steps to clarify the
entity(s) responsible for conducting such planning, as well as criteria to meet
in conducting human resources planning.

Recommendation (29). The Workforce Commission may wish to con
sider whether the Governor, as Chief Personnel Officer, in cooperation with
the Department of Personnel and Training, the Department of Planning and
Budget, and the Virginia Employment Commission, should prepare a quadren
nial report on the Commonwealth's workforce, including an analysis of its
characteristics, demographics, training needs, and trends to consider in the
future. This report could be prepared the last year ofthe Governor's tenure to
be made available to the General Assembly and the incoming Governor.

Personnel Advisory Board

The Personnel Advisory Board (formerly the Personnel Advisory Committee)
was created in 1978 through legislation to advise the Governor, the Secretary of
Administration and Finance, and the Director of Personnel on issues regarding person
nel administration. The Board originally consisted of seven members until a 1992
amendment to the Code increased the representation to eleven. Membership is currently
designed to include four management State employees, four non supervisory State
employees, and three members from the public at large appointed by the Governor and
confirmed by the General Assembly to serve four year terms. No member may serve more
than two full successive terms. The Directors of the Department of Personnel and
Training and the Department ofEmployee Relations Counselors serve as permanent ex
officio members of the Board without voting privileges.

The Board is legislatively required to perform specific duties (Exhibit 9), and
meet at least once every three months. With the exception ofthe addition ofDERC to the
list of advisees, the duties of the Board have remained somewhat constant since its
inception.

However, interviews with past and present members of the PAB revealed that
many ofthe PAB's required activities are not being carried out. In addition, the PAB has
not been very active over the last few years, meeting infrequently and doing little of
record.
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r-------------Exhibit9--------------,

Duties of the Personnel Advisory Board

o Advise the Governor, the Director of the DPT, and the
Director of the DERC on all matters relating to personnel
administration.

o Review all public employer-employee relations throughout
the Commonwealth.

o Review DERC's program of employee-management rela
tions and make recommendations to improve communica
tions between employees, agencies, and instrumentalities of
the Commonwealth.

o Carry out such other functions as the Governor deems
appropriate.

o Review DPT's training and management programs, com
pensation and classification practices, benefit programs,
and recruitment practices.

Source: Section 2.1-113 of the Code ofVirginia .

As stated, the PAB is required to meet at least once every three months or at the
call of the chairman. DPT files containing minutes from past PAB meetings are
incomplete, so a comprehensive review of the frequency of meetings is not possible.
However, past and present members ofthe PAB have stated that the Board has met only
twice a year for the last few years.

Additionally, very little written information was available to substantiate past
activity ofthe Board. However, discussions with past and present members ofthe PAB
have given some perspective to the level ofactivity taking place. A former member stated
that in the early years ofthe Board, members would travel across the State to hear the
concerns ofemployees reflective ofthe different geographical regions ofthe State. These
activities could have been the result ofthe series of personnel studies conducted in the
late 1970s and the State's interest in improving personnel management during that time.
Such activity, however, appears to have declined by the mid 1980's.

More recently, there is evidence that the Board has advised the Governor on
certain personnel issues by submitting position statements and contributing to the 1991
PAB report to the Governor on a "Parental Leave Policy for State Employees". However,
past and present members have stated that they do not recall any attempt to review all
public employer-employee relations, review DERC's program ofemployee-management
relations, or review DPT's programs. Board members have stated that they have had the
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opportunity to review some personnel policies or procedures, but have had limited impact
because decisions had already been made.

Since April of 1993, the Board has met every month, established a set ofBoard
guidelines, and developed a schedule that calls for one meeting a month through June of
1994. Although this shows signs of an attempt to become more active, the overall
effectiveness of the PAB remains unclear. The Workforce Commission may wish to
reevaluate the role of and need for the PAB, to determine whether its existence actually
has an impact on State personnel administration.

Recommendation (30). The Workforce Commission should evaluate
the Personnel Advisory Board to determine whether its functions should be
reconsidered, whether it should be replaced with some other entity, or be
disbanded

OPTIONS TO RESTRUCTURE COMPONENTS
OF THE PERSONNEL FUNCTION

According to State agencies, components ofthe State personnel function appear
to be operating predominantly free from duplication and conflict. However, through the
course ofthe JLARC review, it has become apparent that some aspects of the personnel
function could potentially operate more effectively ifrealigned. While the current overall
structure does not suggest the need for iminediate change, the Workforce Commission
may wish to consider options to realign certain personnel functions to allow the system
to continue to adapt to the present and future needs ofthe Commonwealth. The General
Assembly also may want to consider renaming the Department of Personnel and
Training, to reflect more current personnel practices and philosophies.

Duplication or Conflict Among Central Personnel Agencies is Minimal

Primary State agencies which have responsibility for the personnel function
include the Department ofPersonnel and Training (DPT), the Department ofEmployee
Relations Counselors (DERC), the Department of Planning and Budget (DPB), the
Virginia Retirement System (VRS), the Department ofGeneral Services (DGS), and the
Department ofAccounts (DOA). Because ofthe number ofagencies performing different
personnel-related functions, the potential exists for them to duplicate activities, or to
conflict with one another. Specifically, there are two areas where this is likely to occur
- in the areas ofauditing for compliance with personnel-related activities, and submis
sions ofpersonnel-related reports. Overall, duplication and conflict do not appear to be
major problems except in some specific, limited areas.

Personnel Compliance Audits. Central personnel agencies typically audit
State agencies for compliance with personnel policies and procedures. Seventy-five State
agencies, or 86 percent, reported that their agencies were audited by at least one central
personnel agency. However, it appears that there is very little overlap or duplication in

Chapter VII: Issues Facing the State Personnel Function Page 124



auditing State agencies for personnel-related activities. Only nine percent, or five out of
54 State agencyrespondents, reportedbeingaudited bymore than one entityand thought
that these audits were unnecessarily duplicative.

Requirements for the Provision ofPersonnel-Related Reports. Central
personnel agencies typically require that State agencies provide personnel-related
reports directly to them. Almost all of the 87 State agencies responding to the survey
reported that they had to submit personnel-related reports to at least one central
personnel agency. Of those 77 State agencies who stated that they were required to
submit reports to at least two agencies, 15 State agencies reported that they thought that
these reports were unnecessarily duplicative.

State agencies reported that a consolidation of the personnel and payroll
systems would eliminate DPr and DOA from auditing the same payroll process. State
agencies reported duplication of data entry between the PMIS and CIPPS personnel
information systems. Initiatives are currently underway to coordinate submission of
these reports (see Chapter VI), however, funding may not be available to support the
project.

In sum, there does not appear to be significant duplication or conflict in the
functions ofagencies responsible for personnel activities that is not already in the process
of being addressed. However, there may be some reasons to consider realigning some
personnel functions, in order to obtain maximum utility from these functions.

Realignment of Functions

Virginia's organization of personnel functions exists as a result of its history,
experiences, past studies, legislative and executive philosophy and leadership, and a
variety ofother factors. While the currentoverall structure ofthe personnel function does
not suggest the need for immediate change, a number of possible realignments deserve
consideration. For example:

• The consolidation of DPr and DERC would unify various policy and proce
dural elements of the grievance process. Cost savings could result.

• Certain functions of the Department of Personnel and Training could be
combined with other employee benefit functions. For example, the merger of
the administration of health benefits (currently under DPr) and retirement
benefits administration (currently under VRS) would combine two principal
central benefits functions and could provide potential opportunities for
greater employee choice and an expanded range of"cafeteria-style benefits."
The State employee workers' compensation benefits program, nowadminis
tered by the Department of General Services, could also be considered for
consolidation in a more comprehensive "human resources agency." A compre
hensive consolidation ofhuman resource benefits could enable policy-makers
and recipients alike to better understand the total value of State compensa
tion.
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• Reconfiguration ofthe Personnel Advisory Board, potentially in combination
with the VRS Board and the other related entities, could be made to more
comprehensively advise the Governor and General Assembly on employee
benefits.

Such "big picture" proposals are beyond the scope ofthe JLARC review but may
be of interest to the Workforce Commission as it comprehensively reviews the
Commonwealth's compensation, personnel, and management procedures.

Name Change for the Department of Personnel and Training

The name of the Department ofPersonnel and Training dates back to the mid
1970s. At that time, personnel activities were largely clerical in nature and training was
a more significant component ofthe agency's role. Since that time, personnel activities,
in a global sense, have broadened considerably. Personnel activities, both in the private
and public sectors, now incorporate such concepts as human resources planning, family
friendly policies, career development, employee health wellness, and other subjects.
Further, many ofDPr's former "clerical" activities have been decentralized to the State
agencies. To reflect the changing practices and priorities in the central agency personnel
environment, the General Assembly may wish to consider renaming the Department of
Personnel and Training. A potential option could be to change DPr's name to the
Department for Human Resources Management.

Recommendation (31). The General Assembly may wish to consider
changing the name of the Department of Personnel and Training to the
Department for Human Resources Management.

Chapter VII: Issues Facing the State Personnel Function Page 126



Appendixes

Appendix A: Senate Joint Resolution 279 A-I - A-3

Appendix B: House Joint Resolution No. 677 B-1 - B-2

Appendix C: Composition of the Commonwealth's Workforce ...... C-l - C-5

Appendix D: Legislative History of the Virginia Personnel Act.... D-l - D-3

Appendix E: Executive State Agency Mail Survey Instrument
and Response Frequencies E-l - E-17

Appendix F: The Department of Personnel and Training Employee
Mail Survey Instrument and Response Frequencies F-l- F-18

Appendix G: Recent Department of Personnel and Training
Directors and Periods of Service G-l

Appendix H: Definitions and Example of Classification Review/
Specification Update (CR/SU).................................... H-l

Appendix I: The Office of Personnel Development Services
Mission Statement...................................................... I-I

Appendix J: JLARC StaffMethodology Used to Analyze Training
Data J-l - J-2

Appendix K: Agency Responses K-l- K-14



Appendix A

Senate Joint Resolution No. 279
1993 Session

Patrons: Holland, R.J. and Andrews

Establishing a joint commission to study management of the Commonwealth's work
force and its compensation, personnel and management policies and to
recommend improvements to Virginia's system.

WHEREAS, $3.6 billion of the Commonwealth's budget, just under 60 percent of the
funds spent on direct state programs, is spent on salaries and benefits; and

WHEREAS, the proper functioning of the Commonwealth's personnel system is important
because of this central role played by state employees in providing state services; and

WHEREAS, the Commonwealth's personnel system is intended to support the provision
of state services, while at the same time providing protection for employees; and

WHEREAS, the state personnel system must remain flexible and adaptable if it is to meet
the needs of a modern information- and service-oriented organization; and

WHEREAS, many current governmental personnel systems, including Virginia's, grew out
of federal reforms began in the 1880s, and concerns have been raised to suggest that
Virginia's system may be an impediment to effective management; and

WHEREAS, increased flexibility and responsiveness could allow service expansion either
through savings or increased efficiency and productivity; and

WHEREAS, models exist, often adapted from the private sector, that provide greater
flexibility and productivity than is typical of public sector personnel systems; and

WHEREAS, no comprehensive studies of Virginia's personnel system have been done
since the adoption of the Personnel Act in 1948; now, therefore, be it

RESOLVED by the Senate, the House of Delegates concurring, That the Joint
Commission on Management of the Commonwealth's Work Force be hereby established.
The Joint Commission shall undertake a comprehensive evaluation of the Commonwealth's
compensation, personnel and management policies and procedures and formulate
recommendations for improvements that will foster increased management flexibility,

A-I



employee productivity and overall efficiency of government operations, while at the same
time providing such protections as are needed for employees. In conducting its review the
Joint Commission shall consider, but not be limited to:

1. Whether simplification of the classification structure for state jobs into a small number
of "bands," rather that the current 1,888 job classifications, would increase
management flexibility and employee productivity, as was accomplished in a recent
pilot study for the federal government, which reduced job classifications from 459 job
classifications to only 10 occupational "families";

2. Whether existing state policies on promotions, layoffs and career development
promote the efficient provision of government services;

3. The appropriateness of the Commonwealth's compensation policies, including
employee benefits; and

4. The effectiveness of the Commonwealth's ongoing program of decentralization of the
personnel function and the need, if any, for improvements of this area.

The Joint Commission shall be composed of 10 members, four to be appointed by the
Senate Committee on Privileges and Elections, and six to be appointed by the Speaker of
the House.

To assist the Joint Commission in this review, the Joint Commission may employ such
consulting services as it deems necessary. Expenses for such services shall be partially
funded from a separate appropriation for the General Assembly in the amount of $50,000.
The Joint Commission shall establish a professional advisory committee made up of
individuals from both the public and private sectors who are knowledgeable in personnel,
management and compensation systems to provide technical advice. The members of this
professional advisory committee may be reimbursed for actual expenses. The Joint
Commission may request the participation of other members of the General Assembly and
individuals knowledgeable in personnel systems as it deems appropriate. The Joint
Commission may also request employee input through the assistance of the Governor's
Personnel Advisory Committee, or such other ad hoc groups of state employees as it
deems appropriate.

The Joint Commission shall complete its work in time to submit its recommendations to
the Governor and the 1994 Session of the General Assembly as provided in the procedures
of the Division of Legislative Automated Systems for the processing of legislative
documents; and, be it

RESOLVED FURTHER, That the Joint Legislative Audit and Review Commission
(JLARC) be requested to conduct a study of the organization, staffing, management, and
resource needs of the Commonwealth's personnel function in conjunction with the Joint
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Commission on Management of the Commonwealth's Work Force. This study shall
include, but not be limited to, the Department of Personnel and Training.

To assist the staff in this review, the Commission may request the participation of other
members of the General Assembly and individuals knowledgeable in personnel systems.

JLARC shall complete its work in time to submit its recommendations to the Joint
Commission on Management of the Commonwealth's Work Force, the Governor and the
1994 Session of the General Assembly as provided for in the procedures of the Division of
Legislative Automated Systems for processing oflegislative documents.

Staffing for the Joint Commission shall be provided jointly by the staffs for the House
Appropriations Committee, the Senate Finance Committee, and the Division of Legislative
Services.

The Department of Personnel and Training and all other agencies and institutions of the
Commonwealth shall make available to the Joint Commission on Management of the
Commonwealth's Work Force and the Joint Legislative Audit and Review Commission all
information and shall provide any assistance which shall be necessary for the completion of
this review.

Implementation of this resolution is subject to subsequent approval and certification by the
Joint Rules Committee. The Committee may withhold expenditures or delay the period
for the conduct of the study.
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Appendix B

House Joint Resolution No. 677
1993 Session

Patron: Smith

Directing the Joint Commission Studying Management of the Commonwealth's
Work Force, created pursuant to Senate Joint Resolution No. 279 (1993), to
review and recommend a strategic approach to meeting the human resource
management needs of state government.

WHEREAS, the Commonwealth of Virginia employs over 100,000 people whose morale
and productivity directly affect the cost and efficiency of government; and

WHEREAS, the effective management of human resources and employee relationships
serves the interests of employees, government managers, and the taxpayers of Virginia;
and

WHEREAS, a positive and productive labor climate in the Commonwealth is the shared
responsibility of all employers in both government and private industry; now, therefore, be
it

RESOLVED by the House of Delegates, the Senate concurring, That the Joint
Commission Studying Management of the Commonwealth's Work Force, created pursuant
to Senate Joint Resolution No. 279 (1993), be directed to review and recommend a
strategic approach to organizational structure; policy development, including payroll
deduction policy; and accountability in human resource management in the executive
branch of state government. The Commission is also directed to review organizational
structure with the objectives of strengthening the effectiveness of the Department of
Personnel and Training (DPT) to address overall human resource policy needs and
upgrading agency human resource departments to be more responsive to policy directives.
The Commission shall also address such critical human resource components as employee
communications and recognition, manpower development and training, equal employment
opportunity, compliance management, and compensation and benefits at the DPT level as
well as in the various agencies of the executive branch.

The Department of Personnel and Training, the Department of Employee Relations
Counselors, and the Department of Labor and Industry and the Joint Legislative Audit and
Review Commission are requested to assist the Commission in its study. The Commission
shall complete its work in time to submit its findings and recommendations to the
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Governor and the 1994 Session of the General Assembly as provided in the procedures of
the Division of Legislative Automated Systems for the processing of legislative
documents.

In addition to the costs provided for in Senate Joint Resolution No. 279 (1993), there shall
be additional indirect costs estimated to be $4,720 and additional direct costs not to
exceed $3,600.

Implementation ofthis resolution is subject to the subsequent approval and certification by
the Joint Rules Committee. The Committee may withhold expenditures or delay the
period for the conduct of the study.
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Appendix C

Composition of the Commonwealth's Workforce

Because of the complexity of the composition of the Commonwealth's
workforce, a variety of figures can accurately be used to define it. The definition of
State employee usually includes "classified" employees, "excluded" employees,
"excepted" employees, "wage" employees and "adjunct" faculty. These five basic types
of employees are identified in the State Compensation and Classification Manual for
the purpose of outlining rules by which employees' salaries are determined and
maintained. Within these five types are 113,183 FTE employees of the
Commonwealth, who work within the three branches of government and in independent
agencies. "FTE" employees are full-time equivalents. For example, two employees
working half-time would constitute one full time equivalent.

Categories of State Employees

State employees may be characterized into five basic groups. Table A
identifies a breakdown of State employee by type.

Classified Employees. Classified employees are employees in positions in
executive branch agencies which are established under the provisions of the Virginia
Personnel Act. As such, they are not exempt from the Virginia Personnel Act. Part
time permanent classified employees work less than 40 hours per week. There were
78,351 classified employees as of June 30, 1993.

Excluded Employees. Excluded employees, also known as SB 643
employees, are classified employees who are exempt from some of the provisions of
the Virginia Personnel Act under Section 2.1-116(16). Excluded appointees are
generally "those who report directly to the agency head; additionally, those at the level
immediately below those who report directly to the agency head and are at a salary
grade of sixteen or higher." They receive normal fringe benefits. However, unlike other
classified employees, they are not covered by grievance policies. In Table A, 450
excluded employees are counted in the "classified" total.
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Table A

Employee Breakdown
Full-Time Equivalent Employment (FTE)1

Employee Type As of June 30. 1993

Classified
(This total includes 450 Excluded

employees)

Excepted
University Presidents
Agency Heads
Faculty
Non-Executive Branch

Wage

Adjunct Faculty

TOTAL

78,351

41
82

14,390
3,926

13,124

3,269

113,183

lOne FTE represents 40 hours worked in a week (e.g. one person working 40 hours,or
two people working 20 hours each).

Source: Department of Personnel and Training.

Excepted Employees. Excepted employees are employees who are not
covered by the provisions of the Virginia Personnel Act. They include college/university
presidents, faculty, agency heads, employees appointed by the Governor, and certain
officers and employees specified in Sec\ion 2.1-116 of the Code of Virginia. The
Governor, Lieutenant Governor, the Attorney General, employees of the legislative and
judicial branches of government, and employees of independent agencies would also
be categorized as State employees under this classification.

Wage Employees. Wage employees are temporary employees that are
used to meet, among other things, seasonal, temporary, part-time, or casual manpower
needs. They are not covered by the VPA. The distribution of the workforce as listed in
Table A represents 13,124 full-time equivalent employees such that one FTE
represents 40 hours worked in a week (e.g. one person working 40 hours or two people
working 20 hours each).
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Adjunct Faculty. Adjunct faculty are considered part time faculty
employees.

Classification of State Employees by Branch of Government

Table B lists the employees of the Commonwealth by branch of government.
As indicated, executive branch employees make up 96 percent of the Commonwealth's
workforce. While the numbers for the legislative branch include all employees of
legislative agencies, they do not include the 140 members of the Virginia General
Assembly. The three independent agencies, the State Corporation Commission, the
Virginia Workers' Compensation Commission, and the State Lottery Department do not
report to any of the three branches of government. They are, however, considered
State agencies and receive authority to spend funds through the Appropriation Act.

Distribution of Employees by Occupational Group

Federal law requires that the Office of Equal Employment Services (OEES)
,report information on State employees by EEO occupational group. A breakdown of
executive branch employees (employees over which OEES has jurisdiction) by this
occupational grouping is listed in Table C. For this reporting, figures are based on
"head count" of individuals and not Full-Time Equivalents. As a result, part-time
employees are counted as 100 percent, therefore causing the numbers to be slightly
different from those represented by FTE. However, neither adjunct faculty nor wage
employees are included in this listing.
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Table B

Employee Breakdown
Full-Time Equivalent Employment {FTE)1

Executive Branch

Permanent
Temporary2
Adjunct Faculty

Legislative Branch

Permanent
Temporary

Judicial Branch

Permanent
Temporary

Independent Agencies

Permanent
Temporary

TOTAL

As of June 30. 1993

92,864.06
12,918.08
3,268.79

611.00
29.35

2,285.40
110.24

1,029.10
66.65

113,182.67

1 One FTE represents approximately 40 hours worked in a week (e.g. one person
working 40 hours, or two people working 20 hours each).

2Temporary employees include wage P-14 employees.

Source: Department of Personnel and Training, 1993.
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Table C

Distribution of State Employees by Occupational Group
Head Count - Executive Branch

Occupational Group

Officials/ Administrators

Professionals

Technicians

Protective Service Workers

Paraprofessionals

Office and Clerical

Skilled Craft Workers

Service/Maintenance

Faculty

As of June 30. 1993

5,660

22,109

7,589

8,441

12,135

14,112

5,822

7,842

10,647

TOTAL 94,357

Source: Department of Personnel and Train, d.,
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Appendix 0

Legislative History of the Virginia Personnel Act

As early as 1920, the Governor of the Commonwealth of Virginia expressed
concern regarding the condition of State personnel management. In a presentation to
the General Assembly he stated that: "This lack of uniformity results in much injustice
and waste. It has brought about a general laxity in administration that finds expression
in multiplied employments and over-manned services on the one hand, and
inefficiency, poor service, wastefulness and non-performance on the other."

In response, a Commission on Simplification and Economy of State and
Local Government recommended to the General Assembly in 1924 the establishment
of personnel standards under the administration of a Director of Personnel. Although
the General Assembly did not agree with the recommendation at that time, widespread
demands for salary increases in 1929, pay cuts during the depression of the early
1930's, and again with salary demands in the post-depression period, it became
apparent that a system of personnel management was becoming essential to the
orderly functioning of State government.

In 1938, the General Assembly adopted a joint resolution which directed the
Virginia Advisory Legislative Council (VALC) to study the possibilities of either adopting
a civil service system or a merit system for employees of the Commonwealth. Civil
service systems were first used as a mechanism to purge partisan bias and political
coercion from appointment, promotion, and other incidents of public sector
employment. Merit systems of employment are based on the tenet that only objective
performance-based criteria be used for appointment and promotion.

In 1938, the VALC appointed a committee, which was comprised of
prominent Virginia citizenry, to study these issues. A draft of a bill, which became
known as the Virginia Personnel Act (VPA), provided the basis for the origination of a
centralized personnel function in the State. The framers of this bill believed that a civil
service system would not be appropriate for the State, since Virginia had experienced
few of the political spoils systems problems that had led to the establishment of the
federal civil service and similar programs in other states. Instead, Virginia chose an
approach which it referred to as "appointments, promotions, and tenure in classified
service based on merit and fitness." The early designers of the State personnel
function saw the role of a central personnel activity as being one of a facilitator,
coordinator, and provider of services to the operating agencies.

Public hearings were held on the issue of a centralized personnel function in
1941, which included heads of State agencies and institutions. As a result of these
hearings and further study, the original bill was revised. The revised version
designated the Governor as the chief personnel officer of the State, but prohibited him
from usurping agency head authority with regards to the tenure of office or selection of
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any person. Another significant provision of the revised bill gave responsibility to each
agency head for the authority of appointment for the agency.

The revised version of the bill was passed in 1942 as the Virginia Personnel
Act, thus acknowledging the State's need for a personnel function. The threefold
purpose of the VPA was to establish a personnel administration system, to prescribe
the duties and powers of the Governor and other State employees, and to provide
funds for carrying out the VPA. The passage of this legislation was the State's first
significant step toward ensuring that tenure, appointments, and promotion of State
employees was based on fitness and merit.

In 1948, the Governor acted on a recommendation made by the
Commission on Reorganization of State Government and brought about the Division of
Personnel. That same year a full-time Director of Personnel was appointed. Prior to
this, the Director of the Budget also served as the Director of Personnel. This basic
structure of the State personnel function was to remain in place until the early 1970's.

The 1970's brought a great deal of growth and change for the State
personnel function, in terms of both the numbers of employees involved in it and the
complexity of the function. By this time, the Division of Personnel had been renamed
as the Department of Personnel and Training (OPT). A report to the Governor in 1970
issued by the Governor's Management Study stated that the service-oriented approach
to the personnel function as originally intended had eroded over the years, and that:
"The system incorporates duplication of activities. Too much emphasis has been
placed on development and maintenance of central controls to ensure performance by
the agencies in accordance with the Personnel Act. Thus, the division (OPT) is
conducted as a line personnel organization which duplicated or supplements to a large
degree the line personnel activities of the agencies."

Several other studies of the State personnel function were conducted during
the 1970's. In 1973, the General Assembly established the Commission on State
Govemmental Management, which included? review of the State personnel function.
This Commission concluded that to become more effective in its central management
role, OPT should divest itself where possible of responsibilities that were not central to
that role. This decentralization theme was qualified by the statement that there was
concern over what the Commission saw as a lack of personnel expertise in many
agencies to handle more personnel responsibility.

As a follow-up to the decentralization recommendation made by the
Commission on State Governmental Management, a committee was appointed in 1976
by the Secretary of Administration and Finance to conduct a study of the State
personnel function. Of primary interest was the relationsnip between OPT and State
agencies, and the development of a definitive plan for the delegation of operating
personnel functions to the appropriate levels of management. Active and ongoing
involvement was given by the Cabinet and State agency personnel. This committee,
however, experienced a great deal of difficulty in trying to identify those personnel
functions that were not policy related. The majority of State agencies saw a great deal
of value in OPT establishing personnel policies and monitoring them, but the real issue
remained as to what extent OPT delegation of personnel functions should occur.
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Pursuant to House Joint Resolution 34 adopted by the 1978 General
Assembly, a plan for DPT decentralization was developed and presented as House
Document 11 (1979), titled "The Plan for Personnel Management Decentralization and
the Biennial Report on Personnel Management." The plan was implemented as a shift
from a centralized State personnel function to the larger concept of Employee Relations
Management on a decentralized basis. House Document 11 specified the
administrative responsibilities that were to be decentralized to State agencies, and
identified the goals and objectives of DPT necessary to make the shift from a
centralized State personnel function to the larger concept of Employee Relations
Management. Other than reports on the salary structure of State personnel, no other
legislatively mandated personnel-related organizational studies have been
commissioned by the General Assembly since House Document 11 was prepared in
1979.

In 1985, the Virginia Personnel Act was amended to exempt from the
grievance process "those who report directly to the agency head; additionally, those at
the level immediately below those who report directly to the agency head and are at a
salary grade of sixteen or higher."
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Appendix E

COMMONWEALTH OF VIRGINIA
Joint Legislative Audit and Review Commission of

The Virginia General Assembly

Survey of State Agencies

The State personnel function is defmed in this survey to include all those State
activities which are aimed at recruiting and retaining a qualified, productive work force for
the Commonwealth. We have further defined the State personnel function to contain two
components: the personnel function of the line agencies; and those central State agencies
which perform essential personnel activities. Central State agencies which have primary
responsibilities for the personnel function include the Department of Personnel and
Training (DPT), the Department of Employee Relations Counselors (DERC), the Depart
mentofPlanning and Budget (DPB), the Virginia Retirement System (VRS), the Department
of General Services (DGS), and the Department of Accounts (DOA).

Information from this survey will be used by JLARC staffto make recommendations
to the Joint Commission on the Commonwealth's Work Force regarding the organization,
staffing, management, and resource needs of the Commonwealth's personnel function. To
help you complete the survey, directions are listed at the beginning of each section. There
are six sections: (1) cost, (2) planning, (3) organization, (4) performance, (5) decentralization,
and (6) overall assessment. Please check or fill in the boxes or spaces as the directions specify.

If you have any questions about the survey direct them to Julie Cole or Deborah
Moore at 786-1258. Please make a copy oft] ~ompletedsurvey for your records and return
the original by July 23,1993, to Julie Cole, Joint Legislative Audit and Review Commission,
Suite 1100, General Assembly Building, Capitol Square, Richmond, Virginia 23219 (Fax: 804
371-0101).

Sign your name below before returning the survey to verify for us that you have
reviewed the information provided and that it is accurate to the best ofyour knowledge. In
addition, list the name and telephone number ofthe person we should contact for questions
regarding your responses.

SIGNATURE OF STATE AGENCY DIRECTOR

Signed: -,--- _

Contact Person: _

Agency:

E-l

Date: _
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.ew:.t One; Cost of Administering the State PersonnelF~

One goal of this study is to estimate the total cost ofadministering the State
personnel function. This function includes agency staff responsible for carrying
out human resource management responsibilities. The following questions per
tain to your agency human resources staff. These persons would be responsible for
recruiting and retaining agency staff through the administration of benefits,
training, classification, and related personnel functions.

Do not include financial management activities, such as payroll or fiscal
technicians.

(1) Please describe, in your agency and any other agencies over which you have respon
sibility, each position which is devoted to administration of the personnel function.
Report all those staff, including that of the director, who devote at least ten per
cent oftbeir time to personnel-related activities. (For those staffidenti/ied, please
state their title, class, grade, the estimated individual cost of their provision ofperson
nel-related services, which would involve your estimate of the staffperson's total
combined annual salary or wages and benefits, and the percent of their total work
time devoted to personnel-related activities. Please make additional copies of this
sheet as necessary and attach.)

Position Title Class Grade % Time Allocated to Estimated
Personnel-Related Cost

Activities

Position Title Class Grade % Time Allocated to Estimated
Personnel-Related Cost

Activities

Position Title Class Grade % Time Allocated to Estimated
Personnel-Related Cost

Activities

Position Title Class Grade % Time Allocated to Estimated
Personnel-Related Cost

Activities

Position Title Class Grade % Time Allocated to Estimated
Personnel-Related Cost

Activities

Position Title Class Grade % Time Allocated to Estimated
Personnel-Related Cost

Activities
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N=86

£w:iIwo; ~lanningfor Human Resource Needs

Planning for human resources can be defined as identifying an agency's
future human resource needs and developing strategies to meet those needs. The
following questions are designed to assess agency-level and statewide human
resource planning.

(2) Does your agency regularly assess the strengths and weaknesses of its human
resource practices such as recruiting, hiring, administration of benefits, etc.?

Yes 0 No 0 N=86

68 18

If Yes, please explain how often this is done, and the nature of the assessment.

(3) Does your agency regularly consider the effect of external environmental trends such
as potential labor market entrants or national demand trends on its future work
force?

Yes 0 No 0
40 46

If Yes, please explain how often this is done and how your agency goes about identi
fying these trends. Also, please identify the types of trends your agency follows.

(4) Does your agency develop human resource goals, review or evaluate these goals, and
develop strategies to address identified problems?

Yes 0 No 0 N=86

71 15
If Yes, please explain how often the goals are reviewed or evaluated, how problems
are identified, how problem-solving strategies are developed, and identify who is
responsible for ensuring that strategies are carried out.
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(5) Does your agency receive information or guidance from a central State agency or
other entity regarding changes in federal or State personnel requirements?

Yes 0 No 0 N=87

83 4
If Yes, please identify the source, nature and frequency of the information.

(6) Does your agency receive assistance from a central State agency or other entity to
help anticipate and prepare for work force changes that may affect your agency?

Yes 0 No 0 N=87

38 49
If Yes, please identify the source, nature and frequency of the assistance.

(7) In your opinion, how sufficient is the centralized mechanism within the Common
wealth through which agencies such as yours receive information on human re
source issues and guidance on how to meet the needs of the future work force?

N=85

39

28

Central State mechanism is sufficient

Central State mechanism is insufficient

o
o
o I am not aware of a central State mechanism 17

Other 1

(Ifyou checked either of the first two boxes, please identify the agency responsible for
this mechanism and describe the nature of the assistance you receive)
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(8) To your knowledge, is there a State entity responsible for planning human resource
needs statewide and developing statewide strategies to meet those needs?

g Yes [If Yes, please identify this entity and describe its activities.]

o No
55

N=86

[If No, please comment as to whether you think such an entity
should exist and what its role might be.]

(9) Please include any additional comments you have regarding the adequacy of plan
ning for human resource needs.

[Attach additional sheets ifneeded]
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£w:.t Three; Organization ofjhe State PersonneLFuncWm

The following questions are designed to elicit information on the organi
zation of services provided within the Department of Personnel and Training
mpr>, The six divisions within DPT are the Office of Equal Employment Ser
vices, the Office of Compensation Management, the Office of Policy and Person
nel Programs, the Office of Personnel Development Services, the Office of
Health Benefits, and the Office of Operations and Information Systems,

(10) Is your agency ever audited by one division ofDPT for compliance with personnel
policies and procedures which unnecessarily duplicate the auditing performed by
another DPT division?

Yes D No D N~86
1 85

If Yes, please explain the timing and nature of the audits, the divisions requesting
them, and what actions might be taken to eliminate the duplication.

(11) Is your agency ever required to provide duplicative personnel-related reports to more
than one division within DPT?

Yes D No D N=86
3 83

If Yes, please cite the specific reports, the divisions requesting them, and whether
you feel the duplicative reporting is necessary.

(12) Is it always clear to your agency which person or division within DPT to contact for
policy guidance, interpretations, or technical assistance?

Yes D No D N~87
68 19

If No, please specify the type(s) of policy guidance, interpretations, or technical
assistance for which the line(s) of responsibility are unclear.
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(13) Does your agency ever receive policy guidance, interpretations of policy, or technical
assistance from one person or division within DPT which appears to conflict with
that which is offered by another person or division within DPT?

Yes 0 No 0 N=87
21 66

If Yes, please indicate the specific conflicting information and how the situation
was resolved.

The following questions are designed to identify whether you are aware of any
duplication, overlap, or conflict among the services provided by various State
agencies providing personnel services. Primary State agencies which have reo
sponsibility for the personnel function include the Department of Personnel and
Training (DPT), the Department of Employee Relations Counselors (DERC), the
Department ofPlanningand Budget (DPB), the Virginia Retirement System (VRS),
the Department ofGeneral Services (DGS), and the Department ofAccounts (DOA).

(14) Which of the agencies listed below, if any, directly audit your agency for compliance
with personnel policies and procedures? (Please place an X in the appropriate
box(es),)

DPT

o
52
(87)

DERC

o
20

(87)

DPB

o
4

( 87)

VRS
o

7
(87)

DGS

o
6

(87)

DOA

o
25

(87)

Federal Agencies
(Please Specify)

o
19

( 87)

Other
(Please Specify)

o
35

( 87)

None

o
12
( 87)

If you marked more than one agency in item 14, do you perceive these audits to be
unnecessarily duplicative?

Yes 0 No 0 N=54

4 50
If Yes, please explain the nature Gfthe audits and what actions might be taken to
eliminate the duplication.
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(15) Which of the agencies listed below, if any, require that your agency provide person
nel-related reports directly to them? (Please place an X in the appropriate box(es).)

DPT

o
81
(87)

DERC

o
71

(87)

DPB

o
24

(87)

VRS
o
28

(87)

DGS

o
21

(87)

DOA

o
28

(87)

Federal Agencies
(Please Specify)

o
18

(87)

Other
(Please Specify)

o
18

(87)

If you marked more than one agency in item 15, do you think that these reports are
unnecessarily duplicative?

Yes 0 No 0 N=77

15 62
If Yes, please explain the nature of the personnel-related reports and what actions
might be taken to eliminate the duplication.

(16) Which of the agencies listed below, if any, give your agency direct personnel policy
guidance, interpretations of personnel policy, or technical assistance? (Please place
an X in the appropriate box(es).)

DPT

o
85
(87)

DERC

o
73

(87)

DPB

o
15

(87)

VRSo
56

(87)

DGS

o
26

(87)

DOA

o
38

(87)

Federal Agencies
(Please Specify)

o
15

(87)

Other
(Please Specify)

o
12

(87)

If you marked more than one agency in item 16, is it always clear to your agency
which agency to contact for policy guidance, interpretations, or technical assistance?

Yes 0 No 0 N=77
65 12

If No, please specify the type(s) of policy guidance, interpretations, or technical
aSBistance for which the line(s) of responsibility are unclear.
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(17) Which of the agencies listed below, if any, provide your agency information which
conflicts with that which is provided by another agency? (Please place an X in the
appropriate box(es), and indicate in the space provided below the specific conflicting
information and how the situation was resolved.)

DPT

D
18
(87)

DERC

D
3

(87)

DPB

D
1

(87)

VRS
D

2
(87)

DGS

D
o
(87)

DOA

D
12
(87)

Federal Agencies
(Please Specify)

D
4

(87)

Other
(Please Specify)

D
2

( 87)

None

D
68

(87)

(18) Please include any additional comments you have regarding the organization of the
State personnel function. [Attach additional sheets if needed.]
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£w:.t.J!OU[j &Iforwance Assessment

For those services DPTprovided to you in the last four calendaryears, please
state whether .you think DPT should change the way the services are provided to
you. Responses which indicate a need to change a service could be based on such
concerns as the timeliness, responsiveness, or the professionalism with which the
service has been provided to you,or DPT's procedures used to provide that service.
Forthose services where you have had no interaction with DPTwithin the last four
calendar years, please check the corresponding box.

(19) Please check the box which describes the degree to which you think the service
should be chanUd. For those services which you think need a major or complete
change, please provide comments as necessary to indicate more specifically what you
think needs changing and how. Finally, for any services which you think have been
provided in an exemplary manner, please describe in the comments section or on
attached sheets.

DPT Services to Agencies

No
No Minor Major Complete Interaction

Equal Employment Seryjces Change Change Change Change With OPT

A. Conducting EEO investigation/resolution D D D D D N=85
of employment discrimination complaints 31 13 9 3 29
and violations of state personnel policies

B. Conducting EEO compliance reviews D D D D D N=86
31 11 3 3 38

C. Providing EEO orientation/training on D D D D D N=84
relevant employment laws 30 18 19 5 12

Comments:

CompensatioD Management

O. Processing of agency compensation requests g 9 Q D D N=86
7 8

E. Conducting mandated compensation studies D D D D D N=86

24 14 20 4 24
F. Maintaining the state compensation plan D D D D D N=86

34 16 16 8 12
G. Maintaining the state classification plan D D D D D N=86

28 18 22 10 8
Comments:
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(19) DPT Services to Agencies (continued)

No
No Minor Major Complete Interaction

E!lli.o'. Deyelopment Change Change Change Change WjthDPT

H. Promulgating all personnel policies g Q g y Q N=86

I. Interpreting personnel policies for agencies 0 Q r;J Q ~
N=86

41
J. Providing training to agencies on personnel 0 0 Q Q \;J N=86

policies. 34 29

K. Development of employee performance g Q 0 0 0 N=86
evaluation procedures 20 10 7

L. FonLt, style, and readability of the DPT 0 0 0 0 0 N=83
Policies and Procedures Manual 31 25 15 8 4

Comments:

Health Benefits

M. Developing health benefits programs 0 0 0 0 0 N=85
23 19 23 6 14

N. Resolving health benefits claims issues 0 0 0 0 0 N=85
26 23 13 8 15

o. Resolving health benefits eligibility issues 0 0 0 0 0 N=85
38 19 12 3 13

P. Resolving flexible benefits issues 0 0 0 0 0 N=85
46 16 7 2 14

Q. Conducting health insurance open 0 0 0 0 c;J N=84
enrollments 39 25 12 2

Comments:

Personnel Management Information System (PMIS) and other Communications Processes

R. Providing agencies with assistance for PMIS 0 Ii Crl ~ g N=84
38

S. Producing and evaluating personnel 0 g y r;J g N=84
newsletters for State employees 38

Comments:
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19) DPT Servic.es to Agencies (continued)

No
No Minor Major Complete Interaction

Trainjng Change Change Change Change WjthDPT

T. Providing the State's executive, management, 0 0 0 0 0 N=86
and training development programs 35 20 15 5 11

U. Conducting open enrollments and in-house 0 0 0 0 0 N=85
training workshops 35 25 12 3 10

V. Developing the State's training curriculum 0 0 0 0 0 N=86
20 18 13 9 26

W. Performing special training and support 0 0 0 0 0 N=84
activities upon request 30 12 9 1 32

X. Providing orientation information for new 0 0 0 0 0 N=85
State employees 18 15 10 7 35

Comments:

(20) Personnel Communique is a primary vehicle for communicating personnel programs
and policies with State employees. How would you rate the effectiveness of this
newsletter?

Poor 0
2

Fair 0
15

Good 0 Excellent 0 N =86

63 6

(21) Are there any other services which DPT provides that have not been discussed, but
about which you would like to express an opinion? If so, please describe your opin
ions below or on attached sheets. Please consider only those services where you
have had interaction with DPT within the last four calendar years.
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(22) Does your agency practice total quality management (TQM) or a similar set of man
agement principles?

Yes 0 No 0 N=86
32 54

1f Yes, please describe your TQM-type program and how it works in the context of
the State government/public sector environment.

(23) What is the approach of your agency regarding employee career development? What
advantages or impediments to effective employee career development result from the
cnrrent system of State workforce management?

(24) The State currently has many position classifications. For your agency only, would
you say the number of position classifications is:

Too few 0 About right 0 Too many 0 N=81

15 49 17
Ifyou answered "too many" or "too few" which would you eliminate, or add, and why?

(25) Has your agency been given an opportunity to provide input into the development of
DPT personnel policies?

Yes g No 0 N=85
43

(26) Would your agency like more opportunity to provide input into the development of
DPT's personnel policies?

Yes 0
74

If Yes, how?

No 0 N=86

12
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ean.Fiyej

The following questions examine the extent of the decentralization of the
personnel function from DPT to your agency. Decentralization is defined here as
the transfer of authority for decision-making and accountability from a central
State personnel agency to the personnel functions of the line agencies.

(27) Has your agency entered into a decentralization Merrwrandum ofAgreement with DPT?

Yes' D
34

A. Why or why not?

No D N=87

53

B. If you answered yes to 27, please answer the next three parts to this question.
Ifyou answered no, continue to question 28.

1) Has this arrangement enabled your agency to function in the manner you
hoped it would?

Yes D
26

No D N=33
7

2) What have been the major benefits of entering into a decentralization agree
ment with DPT?

3) What have been the major drawbacks of entering into a decentralization
agreement with DPT?

(28) Whether or not a decentralization Memorandum ofAgreement exists between DPT
and your agency, have you initiated any reforms in the area of workforce manage
ment that you regard to be significant?

Yes D No

44
If Y;es, please describe.

D N=86

42
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(29) How would you describe your agency's overall satisfaction with the present division
of administrative authority between your agency and the centralized State personnel
functions?

Not Satisfied D Satisfied D Very Satisfied D N~85

22 52 II
A. For each of the following personnel functions, please indicate your agency's level

of satisfaction with the present division of administrative authority by placing an
X in the appropriate box.

Level of satisfaction with the
present division of authority

Not Very
Personnel Function Satisfied Satisfied Satisfied

Job classification Wl ~ W N=85
a.

@ ~ [;] N~85

b. Employee compensation

[i] lTIJ lliJ N~84

c. Employee benefits

d. Employee recruitment and selection [i§ ~ [ill N=85

GJ !iIJ ~
N~86

e. Assurance of equal employment opportunity

f. Employee performance evaluation ~ I§J []] N=86

lJ] ~ [2] N~84

g. Employee training and development

[ii] ~ lliJ N~83

h. Employee promotions

i. Employee layoffs []] llli [U N~82

[]] ~ W N~84

J. Agency reorganization

[iJ ~ [2] N~85

k. Personnel record keeping

I. Other (please specify)

D D D
D D D

B. For each box marked not satisfied, please attach additional sheets as necessary
and specify:

1) To which personnel function you are referring,

2) What additional authority your agency wants,

3) Why your agency wants this additional authority,

4) Whether your agency wants this authority for all job grades and classes or
for particular job grades and classes, and

5) How your agency would demonstrate accountability for appropriate adminis
tration of the personnel function.
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(30) In general, how satisfied are you with the way that the State's personnel function
operates?

Not Satisfied o
29

Satisfied o
53

Very Satisfied o
4

N=86

(31) What do you think are the best qualities of the current operations of the State per
sonnel function? <Attach additional sheets ifnecessary)

(32) What do you think are the areas that the State could improve upon regarding the
operation of the State's personnel function? (Attach additional sheets ifnecessary)

(33) The following question is designed to gauge the impact of the State's per
sonnel requirements on your agency, relative to a variety of other factors
which are likely to impact your agency.

To what degree do the following current conditions negatively impact on your ability
to effectively and efficiently manage your agency? (Please check the box that best
corresponds with your opinion.)

No Some Major
Negative Negative Negative

Impact Impact Impact

A. Your current overall funding levels 0 0 0 N=85
12 33 40

B. Your ability to provide employee pay raises 0 0 0 N=85

4 31 50
C. Externally imposed rules by the federal government 0 0 0 N=85

35 41 9
D. Lack ofknowledge of agency role in overall strategic

plan or vision by the State 0 0 0 N=80

28 39 13
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(33) Continued
No Some Major

Negative Negative Negative
Impact Impact Impact

E. Requirements of the State's personnel system ii:2J ~ [!] N=85

F. Requirements of the State's financial management system ~ [Ig [§] N=80

G. The State's layoff policy M [lg [i] N=80

H. Other D D D
1. Other D D D

(34) When was the last time a DPT employee performed an on-site audit or assistance
visit to your agency?

Please list date _

(35) Are there any other comments you would like to make concerning the State person
nel function? (Attach additional sheets ifnecessary.)

THANK YOU FOR YOUR TIME AND COOPERATION

PLEASE RETURN NO LATER THAN JULY 23, 1993 TO:

JLARC
SUITE 1100, GENERAL ASSEMBLY BUILDING

CAPITOL SQUARE
RICHMOND, VIRGINIA 23219

FAX: (804) 371-0101

ATTENTION: JULIE COLE
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Appendix F

COMMONWEALTH OF VIRGINIA
Joint Legislative Audit and Review Commission
The Virginia General Assembly

Questionnaire for Department of Personnel and Training Staff

During the 1993 legislative session, the General Assembly requested JLARC to
conduct a study of the organization, staffmg, management, and resource needs of the
Commonwealth's personnel function. The purpose of this questionnaire is to obtain your
views on the organization, management and operations of the Department of Personnel
and Training and its role in the state personnel function.

To help you complete the survey, directions are provided at the beginning of
various sections. There are six sections: (1) staffing and resources, (2) planning, (3)
organization, (4) performance, (5) decentralization, and (6) overall assessment. Please
mark or fill in the boxes or spaces as the directions specify.

Your response is very important to us in that we want everyone in the agency to
have the opportunity to provide input to the study. Responses will be reported in
aggregate form with no identifying information being given to or shared with any
agency. However, your name and telephone number are requested in case it becomes
necessary to contact you for follow-up or additional information.

In answering the survey, please give each question your careful consideration. If
you have any questions about the questionnaire, please direct them to Deborah Moore or
Julie Cole at 786-1258. We would appreciate receiving your completed questionnaire by
July 22, 1993.
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Part One: Staffing And Resources

(I) How long have you worked for the Commonwealth of Virginia? Average=
11.3837

_____ years ______months

(2) How long have you been involved in the human resources field? Average=
11.2961

_____ years ______months

(3) How long have you worked for the Department of Personnel and Training? Average=
8.2353

_____ years ______months

Average=5.9063

(4) How long have you been employed in your current position with the Department of
Personnel and Training?

_____ years ______months

(5) In what office/division of the Department of Personnel and Training do you work?

(6) What is your current job title and grade level?

Job Title: ---, _

Grade Level: 10.9 (Average)

F-2



(7) Please respond to the following statements on the basis of how you currently view
the organization, management, and operations of tbe Department of Personnel and
Training. For each statement, please check the box which indicates whether you
strongly agree, agree, disagree, strongly disagree, or have no opinion. If the statement
does not apply to you, please check "no opinion. " (Please place an X in one box for
each statement.) Additionally, please provide comments (either on page 17 or on a
separate sheet of paper) for those items eliciting a "strong" response.

Strongly Strongly No
Agree Agree Disagree Disagree Opinion

A. Expectations for the amount of 0 0 0 0 0 N=80
work I perfonn are reasonable 5 60 9 5 1

B. Expectations for the quality of 0 0 0 0 0 N=80
the work I perfonn are reasonable 12 60 5 2 1

C. I could handle more responsibility 0 0 0 0 0 N=79
than I:urrentIy have 6 42 23 3 5

D. I have too many responsibilities to 0 0 0 0 0 N=79
effectively complete my work 3 8 58 6 4

E. Equipment and supplies I need to 0 0 0 0 0 N=80
complete my work are available 12 61 6 1 0

F. My office/division has too many 0 0 0 0 0 N=80
staff for the assigned workload 0 4 45 27 4

G. My office/division has too few 0 0 0 0 0 N=80
staff for the assigned workload 15 26 34 1 4

H. My office/division is able to reply 0 0 0 0 0 N=78
to line agency requests in an 9 56 8 2 3
efficient, effective manner

I. High-quality work is perfonned by 0 0 0 0 0 N=80
my office/division 22 54 2 1 1
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Strongly Strongly No
Agree Agree Disagre~ Disagree Opinion

J. OPT performs high-quality work 0 0 0 0 0 N~81

14 50 5 1 11
K. Communication within my bl R R ~ 0 N~78

office/division is good 1

L. Communication between my 0 0 0 0 0 N~81

office/division and line agencies is 8 56 7 3 7
good

M. Communication within OPT is 0 0 0 0 0 N~80

good 3 32 32 10 3

N. Communication between OPT and 0 0 0 0 0 N~80

line agencies is good 3 40 18 1 18

o. There are too many manage'llent 0 0 0 0 0 N~79

staff in my agency 3 13 44 4 15

P. There are too few management 0 0 0 0 0 N~78

staff in my agency 0 8 46 3 21

Q. Leadership priorities and goals are 0 0 0 0 0 N~80

clear 2 37 23 12 6

R. Turnover in OPT leadership has 0 0 0 0 0 N~76

adversely affected the ability of 8 16 32 3 17
the agency to perform

s. Agency leadership provides 0 0 0 0 0 N~78

adequate opportunity for 1 28 20 13 16
meaningful involvement in policy

\;

and decision making

T. OPT employee morale is good 0 0 0 0 0 N~80

0 22 39 12 7
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(8) How would you rate your own morale at the current time? (Please place an X in the
appropriate box.)

Excellent 0
5

Good 0
40

Fair 0
29

P 0 N=80
oor

6

(9) What factors primarily influence your current morale? (Please list in the order of
importance.)

1. _

2. _

3. _

(10) While you have been in your current position with DPT, has your workload increased,
decreased, or stayed the same?

Increased 0
69

Decreased 0
1

O N=80
Stayed the Same

10

N=80

If you answered increased or decreased, then please answer the next question.
If you answered stayed the same, then proceed to question II.

A. Would you primarily attribute the change in your workload to a change in the
volume of services provided, to a change in the complexity of services provided, or to
some other factor?

0 Change in Volume 53 (79)

0 Change in Complexity 40 (79)

0 Other Factor 23 (79)

(please specify)

(II) Do you have any job responsibilities that you believe could be performed more
efficiently/effectively by another office within DPT or by another agency?

Yes 0 No 0
7 73

If Yes, please cite both the responsibility and your suggested location.
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(12) Have any of your previous job responsibilities been delegated to the line agencies?

Yes D
10

No D N=79
69

!' Yes, please identify which responsibilities were delegated, and when.

(13) What could your office/division or DPT do differently to operate more efficiently,
effectively, or economically? (Attach additional sheets ifnecessary.)

(14) Are there any other comments you would like to make concerning the organization,
management and leadership of DPT? (Attach additional sheets ifnecessary.)
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Part Two: Plannine For Human Resource Needs

Planning for human resources can be defined as identifying an agency's future
human resource needs and developing strategies to meet those needs. The following
questions are designed to assess agency-level and statewide human resource
planning.

(15) Does DPT provide assistance to help line agencies anticipate and prepare for work force
changes that may affect them?

Yes 0
34

No Cl
11

N=45

IfYes, please explain the nature and frequency of this assistance.

If No, please explain whether you think DPT should be responsible for providing this type
of service.

(16) Within your division, how is information regarding changes in federal or State personnel
requirements received?

(17) Within your division, how is information regarding changes in federal or State personnel
requirements disseminated to line agencies? How long does dissemination generally take?
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(18) In your opinion, is DPT responsible for planning human resource needs statewide and
developing statewide strategies to meet those needs?

Yes 0 If Yes, is DPT's performance in this area:
35

9 0 Not Satisfactory

25 0 Satisfactory
I 0 More than Satisfactory

N=43
[Proceed to Question 19]

No 0 If No, should there be an entity with this responsibility?
8

Yes 0
4

No 0
4

If Yes, please identify the entity you feel
should have this responsibility.

[proceed to Question 20]

(19) Are line agencies consulted in the process of planning for human resource needs
statewide?

Yes 0
33

O N=37
No

4

If Yes, How would you describe their involvement?

(20) Please list any additional comments you have regarding the adequacy of statewide
planning for human resource needs.
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Part Three: Organization of the State Personnel Function

The following questions are designed to obtain information on the organization of
services provided within the Department of Personnel and Training.

(21) Does your division have any specific responsibilities which you believe unnecessarily
duplicate those provided by another division within DPT?

Yes 0
o

No 0 N=50

50

If Yes, please explain the unnecessary duplication. how it could be avoided. and in which
division the specific responsibilities appear to be best suited.

(22) Do you believe that it is always clear to line agencies which person or division within DPT
to contact for policy guidance. interpretations. or technical assistance?

Yes 0
26

No 0
21

N=47

If No, please specify what is unclear and what actions might be taken to clarify the
situation.

(23) Does your division ever disseminate policy guidance. interpretations of policy. or technical
assistance to line agencies which appears to conflict with that which is offered by another
division within DPT?

Yes 0
3

No 0
45

N=48

If Yes, please indicate the type(s) of policy guidance. interpretations. or technical
assistance where conflicts arise and what actions might be taken to eliminate such
conflicts.
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The following questions are designed to identify whether you are aware of any
duplication, overlap, or conflict among the services provided by your division of
DPT with respect to various State agencies providing personnel services. Besides
DPT, primary State agencies which have responsibility for the personnel function
include the Department of Employee Relations Counselors (DERC), the Department
of Planning and Budget (DPB), the Virginia Retirement System (VRS), the
Department of General Services (DGS), and the Department of Accounts (DOA).

(24) Which of the agencies listed below, if any, disseminate policy guidance, interpretations, or
technical assistance to line agencies which appears to conflict with that which is offered by
your division within DPT? (Place an X in the appropriate box(es).)

NoneOther
(Please Specify)

DERC DPB VRS DGS DOA Federal Agencies
(Please Specify)

Q~9~P 9 9~
(50) (50) (50) (50) (50) (50) (50) (.20)

If you marked at least one agency in item 24, please specify the type(s) of conflicting
po.1icy guidance, interpretations, or technical assistance and what actions might be taken to
eliminate tbe conflict.

(25) Which of the agencies listed below, if any, perform services which you believe
unnecessarily duplicate any of the services performed by your division? (Place an X in the
appropriate box(es).)

NoneOther
(Please Specify)

DERC DPB VRS DGS DOA Federal Agencies
(Please Specify)

000000 DO
a 1 1 1 2 a a 41

(50) (50) (50) (50) (50) (50) (50) (~O)
If you marked at least one agency in item 25, please specify the type(s) of services you are
referring to and where responsibility for the service(s) appears to be best suited.
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(26) Are there any services or functions performed by your division within DPT which
unnecessarily duplicate the services or functions performed by the personnel function staff
of the line agencies?

Yes 0
5

No 0 N=48
43

If Yes, please specify the type(s) of services or functions which appear to be duplicative,
where the responsibility appears to be best suited, and why.

(27) Please include any additional comments you have regarding the organization of the State
personnel function. (Attach additional sheets ifnecessary.)
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Part Four: Performance Assessment

(28) Are there services provided by your division to the line agencies which you think are
generally performed in an exemplary manner?

Yes D
39

No D N=44

5

If Yes, please name the service(s) and describe why.

(29) Do line agencies ever express concern about the services your division provides to them?

Yes D
32

No D
14

N=46

If Yes, please comment on the specific services, the nature ofthe concerns, and the
extent to which you think the line agency concerns are valid or invalid. Also explain
how these concerns have been addressed. Please use examples to illustrate. (Attach
additional sheets if necessary.)

(30) Are there any services that are provided by your division to the line agencies which you
think could be improved? Please consider such items as the standard procedures used, as
well as the timeliness or responsiveness with which the services are generally provided.

Yes D
36

No D
10

N=46

If Yes, please list those services. Also, please describe on attached sheets how you think
the services could be improved, and whether a minor or major change is needed.
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(31) How does your division ensure that its policies and procedures are followed by line
agencies?

(32) Does your division give line agencies the opportunity to provide input into the
development of its policies and procedures?

Yes 0
35

No 0
8

N=43

If Yes, through what mechanisms are agencies able to provide input and to what extent
have agencies used these mechanisms to provide input? What changes, if any, have
resulted from this input in your division's policies and procedures?

(33) Are there components or requirements of the Virginia Personnel Act, or other State or
federal laws which you think limit your ability to make improvements or changes to the
personnel operations performed in your division?

Yes 0
8

No 0
35

N=43

If Yes, please cite the relevant sections of the requirements, and describe how this has
limited you in making improvements to State personnel operations.

F-13



Part Five: Decentralization of Personnel Functions from DPT to the Line Agencies

The following questions relate to decentralization, which is defined here as the transfer of
authority for decision-making and accountability from DPT to the personnel functions of
the line agencies.

(34) For each of the following personnel functions, please specify whether or not you have had direct
exposure to and experience with the personnel function through your position(s) within DPT by
placing an X in the appropriate box. For those personnel functions marked "Yes", please
specify whether or not you believe the personnel function can be further decentralized by placing
an X in the appropriate box.

If Yes, is further
Personnel Function Have you had decentralization

direct experience? possible?

Yes No Yes No

A. Job classification 0 0 0 0
24 24(48) 10 12 (N=22)

B. Employee compensation 0 0 0 0
24 24(48) 9 13 (22)

C. Employee benefits 0 0 0 0
22 25 (47) 0 20 (20)

D. Employee recruitment 0 0 0 0
and selection 25 22 (47) 4 20 (24)

E. Assurance of equal 0 0 0 0
employment opportunity 22 23 (45) 3 15 (18)

F. Employee performance 0 0 0 0
evaluation 29 17 (46) 2 24 (26)

G. Employee training and 0 0 0 0
development 27 21 (48) 3 22 (25)

H. Employee promotions 0 0 0 0
20 25 (45) 5 14 (19)

I. Employee layoffs 0 0 0 0
13 31 (44) 2 9 (11)

J. Agency reorganization 0 0 0 0
17 29 (46) 2 12 (14)

F-14



If Yes, is further
Pers~mnel Function Have you had decentralization

direct experience? possible?

Yes No Yes No

K. Personnel record keeping 0 0 0 0
25 22 (47) 4 19 (23)

L. Other (please specify) 0 0 0 0

0 0 0 0

0 0 0 0

For each personnel function which you believe could be further decentralized, please
specify: (Attach additional sHeets as necessary)

• To which personnel function, and to which specific services you are referring,
• What additional authority could be decentralized to the line agencies,
• What would be the advantages of further decentralizing this personnel function,
• What would be the disadvantages of further decentralizing this personnel function,
• How would further decentralization change the distribution of DPT and line agency costs

associated with this personnel function,
• How would line agencies demonstrate accountability for appropriate administration of the

personnel function,
• The extent to which further decentralization of this personnel function is desirable.

(35) Has decentralization gone too far in any ofthe functional areas listed in question 33?

Yes 0
9

IfYes, please explain.

No 0 N=37
28
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Part Six: Overall Assessment of the State's Personnel Function

(36) Are you generally satisfied with the organization and structure of the existing State
personnel function?

Yes 0
37

If No, please explain.

No 0 N=50
13

(37) Are you generally satisfied with the standard procedures used by DPT (with which you
are familiar) to operationalize the State personnel function?

Yes 0
39

IfNo, please explain.

No 0 N=47
8

(38) How necessary do you think. it is to maintain a' uniform system of personnel policies and
procedures statewide? (Please explain your response below).

Not Necessary

Comments:

Somewhat Necessary
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(39) What do you think are the best qualities of the current operations of the State personnel
function?

(40) What do you think are the areas that the State could improve upon regarding the current
operations of the State personnel function?

(41) Are there any other comments you would like to make concerning the State personnel
function? (Attach additional sheets ijnecessary.)
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Please sign your questionnaire to assist us in follow-up on any answers for which we may need
further information. Your responses will be reported in aggregate form witb no identifying
information being given to or shared witb any agency, including your own.

-_.. _-------
(Your signature) (Your telephone number)

THANK YOU FOR YOUR TIME AND COOPERATION.
PLEASE MAIL YOUR COMPLETED QUESTIONNAIRE IN THE ENCLOSED

ENVELOPE BY JULY 22, 1993 TO:

JLARC
SUITE 1100, GENERAL ASSEMBLY BUILDING

CAPITOL SQUARE
RICHMOND, VIRGINIA 23219

ATTENTION: DEBORAH MOORE
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Director

Appendix G

Recent OPT Directors

Period of Service

Kenneth Yancey

Conway Rees (Acting)

Regina Williams

Ronald Bouchard

Chong Pak

Karen Washabau (Acting)

Dorthula Powell-Woodson

Source: DPT correspondence.

May, 1978 to January, 1982

January, 1982 to April, 1982

April, 1982 to October, 1984

October, 1984 to June, 1986

July, 1986 to July, 1989

August, 1989 to January, 1990

January, 1990 to Present

G-l



Appendix H

1efinitions and Example of Classification Review/Specification Update (CRlSUj
Project Consolidation Review of State Agency Position Classifications

L Class Series and Class Titles Under Review

Class Series: A group of classes which are sufficiently similar in kind of work
performed to warrant similar titles but sufficiently different in difficulty or responsibility to
warrant different levels and ranges of pay. There are currently 600 active class series.

Class Title (Position Classification): A group of positions which are sufficiently similar in
kinr "Ir subject matter of work and level of difficulty and responsibility so that they may
have ., Ie same class title and salary grade. There are currently 1725 active class titles,
or position classifications.

Business Manager Class Series:
Class Titles: Business Manager A, Business Manager B, Business Manager C.

Administrative Support Field Class Series:
Class Titles: Administrative Support Manager

Administrative Support Manager Assistant
Administrative Support Manager Senior
Administrative Support Coordinator

Numerous Agency Specific Single Position Class Titles:
Mental Hygiene Administrative Services Director
Water Control Assistant Director of Administration
DPT Director of Operations and Information Systems
Rehabilitative Services Assistant Commissioner - Administration
Conservation Administrative Director
Agriculture and Consumer Services Administrative Director
Treasury Operations Manager
Highway Director of Financial Affairs
State Health Administrative Director

Ii_Class Series Concept

Administrative Services and Operations: Positions in this series perform or supervise a
combination of or all administrative services, i.e., fiscal, budget, procurement, facilities
management, human resources, information systems, and general support services
agency wide or for a satellite, sub-unit, or program area of an agency. These positions
typically report to an executive management position or program, facility or field office
director, and may serve as liaison to central office programs for assigned areas of
responsibility.

Source: The Office of Compensation Management.
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Appendix I

Personnel Development Services
DEPARTMENT OF PERSONNEL AND TRAINING

MISSION STATEMENT

The mission of the Office of Personnel Development Services (PDS),
Department of Personnel and Training, is to promote quality, cost-effective
management and employee development training and personal growth opportunities
for employees of the Commonwealth of Virginia. In carrying out responsibilities to
support this mission, PDS will concentrate in the following areas:

A. Developing, coordinating and providing State-specific training for
agencies to enable employees to perform their jobs more effectively.
Specific courses will address Commonwealth policies, practices, and
systems as they relate to job performance improvement and human
resource development.

B. Determining needs for, designing, scheduling and conducting
interagency management institutes to assist State executives and
managers in understanding and using state-of-the-art managerial
concepts and practices.

C. Serving the needs of training professionals throughout the
Commonl:Yealth by providing basic and advanced courses and periodic
conferences.

D. Coordinating and facilitating the sharing of State training resources
among the agencies to reduce redundancy and eliminate unnecessary
costs.

E. Coordinating training offerings with community colleges and other
institutions of higher learning to make needed training available on a
timely and cost-effective basis.

t.~

F. Coordinating the design and presentation of an annual statewide
personnel conference for human resource personnel in the
Commonwealth.

G. Providing assistance and support to State agencies, through training
courses and consultation, to help them implement projects and programs
to enhance individual and work group performance.

11/26/91

I-l



Appendix J

JLARC Staff Methodology Used to Analyze Training Data

The purpose of the JLARC State agency mail survey instrument was
to elicit information from State agencies on a number of topics, including an
estimate of the total cost of administering the State personnel function.
Agencies were asked to report all staff who devote at least ten percent of their
time to carrying out human resource management responsibilities through the
administration of benefits, training, classification, and related personnel
functions. Agencies were asked to exclude those staff persons involved in
financial management activities, such as payroll administrators or fiscal
technicians. For those staff devoting at least ten percent of their time to
personnel-related activities, including the agency director, agencies were also
asked to report staff title, grade, percent of total work time devoted to personnel
related activities, and the estimated individual cost of the staff's provision of
personnel-related services. The estimated individual cost involved estimating
the staff person's total combined annual salary or wages and benefits.

Using data from the survey of executive branch agencies, JLARC staff
developed an estimate of agencies' costs of carrying out human resource
management responsibilities. Executive agencies reported that 1,259 agency
employees (or 1,150 FTE positions) devote at least ten percent of their time to
recruiting and retaining agency staff through the administration of benefits,
training, classification, and related personnel functions in FY 1993. The
agencies also reported that the estimated total agency cost for these positions in
salaries, wages, and benefits was approximately $40,065,765.

Although agencies responded with information requested of them, it
became apparent to JLARC staff that some agencies had not included
information on personnel staff who devote at least ten percent of their time to the
training function. Follow-up telephone calls were then made to agencies which
did not report any training staff. As a result, 49 executive branch agencies
estimated that approximately $6,322,667 was spent in FY 1993 to support 249
training positions (or 161 FTE). The remaining 41 State agency respondents
reported that no staff member spends at least ten percent of their time devoted
to the training function within their agency. A portion of these expenditures,
agency training positions, and FTE are included in the executive agency
response totals mentioned in the previous paragraph. Approximately 173
positions (or 88 FTE) and State agency costs in salaries, wages, and benefits of
$3,507,755 are included in the overall figures of agency staff and costs
associated with carrying out human resource management responsibilities.
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Agency data on training positions, FTE, and costs reported here are
estimates. Some large agencies stated that since much training is decentralized
and occurs at many different levels, it would take several weeks, if not months,
to identify and cost out all the agency staff devoted to training within their
agencies. The data reported in this study provide an estimate of the magnitude
of the current size and cost of the training function within the Commonwealth.
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Appendix K

Agency Responses

As part of JLARC's data validation process, each State agency involved in an
assessment effort is given the opportunity to comment on an exposure draft of the
report.

Appropriate technical corrections resulting from the w,fi~ten comments have
been made in this version of the report. Page references in"the agency responses
relate to an earlier exposure draft and may not correspond to page numbers in this
version of the report.

Included in this appendix are the following responses:

• Secretary of Administration
• Department of Personnel and Training
• Department of Employee Relations Counselors
• Virginia Community College System
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Ruby G. Martin
Secretary 01 Administration

COMMONWEALTH of VIRGINIA
Office of the Governor

Richmond 23219

October 7, 1993

(804) 786-120'

TOO (804) 786-776E

Mr. Philip A. Leone
Director
Joint Legislative Audit and Review Commission
suite 1100, General Assembly Building
Richmond, Virginia 23219

Dear Mr. Leone:

Thank you for sending me a copy of the exposure draft of
your report, Review of the Department of Personnel and Training.

I understand that Dot Powell-Woodson, Director of the
Department of Personnel and Training (OPT), met with you and
other representatives from JLARC today to provide you her
comments. As my office had previously discussed the exposure
draf~ with Dot, and had concurred with her evaluation of it, I
endorse her comments to you today, and have no additional
comments.

Thank you for providing me an opportunity to review and
comment on this report.

£:inc~r~~
. ~~ G. Martin

RGM/mbh
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RESPONSE OF THE

DEPARTMENT OF PERSONNEL AND TRAINING

TO THE REPORT OF THE

JOINT LEGISLATIVE AUDIT AND REVIEW COMMISSION

October, 1993
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Thank you for the opportunity to respond to the study of the Department of
Personnel and Training (DPT) that was concluded recently by JLARC.

I want to begin by noting that the JLARC study team was extremely professional,
and the team was thorough in their attempts to understand fully the scope of what we
do at DPT. We believe that the report, as a whole, represents an effort to present a
balanced and fair evaluation that recognizes many of the Department's accomplishments
to date. Moreover, the report is helpful in identifying ways that we can make some
improvements to the manner in which we accomplish what we do.

We viewed the work of the study team as another step in a process of continuous
quality improvement. This process for us, which the Department has been working
towards for a few years, has focused primarily on providing more timely and better
quality service to state agencies and employees, legislators, and the Administration. It is
gratifying then to receive confirmation that our intense efforts have been effective and
that, by and large, the Department is meeting the needs of its customers.

The success of these efforts is affirmed throughout the report. For example, with
respect to the Department as a whole, the study team found that the Department seems
to be operating satisfactorily (page 34); that the Department is appropriately designed
and able to meet both the service and control expectations of a central personnel agency
(page 35); that a significant number of state agencies were satisfied with the
performance of DPT staff in that they [DPT staff] are responsive and accessible, helpful
in giving sound advice, quick to provide responses to requests, and knowledgeable about
the personnel system (pages 38 and 39).

Similar comments also were provided with respect to several of DPT's functional
areas. For example, in the area of compensation and classification, it was noted that
most state agencies are satisfied or very satisfied with the division of administrative
authority between DPT and their agency in this area (page 56), although the report
correctly notes some friction does exist. In the area of health benefits, as everyone here
is very much aware, the health benefits program for state employees has gone through a
tremendous period of change over the last 18 months, and this period of change
regrettably was difficult for employees and agencies alike. Thus, I believe the report
fairly acknowledges that many of the problems cited by agencies with the Ollice of
Health Benefits can be attributed directly to the limited time available for the
implementation of the Key Advantage program (page 98).

With respect to training, the report found that most agencies responding to the
JLARC survey appeared satisfied with the manner in which the Office of Personnel
Development Services provides executive, management, and training development
programs (page 108). Similarly, there is general satisfaction with policy interpretation
assistance provided to line agencies by the Office of Policy (page 123). In this area, we
are particularly pleased that the report acknowledges the recent issuance of a
"substantially improved" (page 130) Policy and Procednres Manual. The Department
allocated significant resources over the last 18 months to this project, and we believe the
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new manual will greatly enhance our service delivery to agencies in the area of Policy.
Finally, we also are pleased that the services provided by the Office of Equal
Employment Services are generally well regarded by agencies (page 123).

Given these comments, we are gratified with the recognition that we are effectively
carrying out our core services. However, we hope that as an agency we never reach the
point where we believe that we are beyond making improvements. Thus,we have not
taken lightly the suggestions for improvements made in the report, and we will endeavor
to implement many of the recommendations identified, as I will discuss momentarily.

Before addressing the specific recommendations, however, I would like to
comment briefly on the aspect of the report that discusses the morale of the agency,
because this discussion was not codified in a formal recommendation.

~The report notes that the responses of DPT employees regarding their morale
were similar to those of employees in other agencies that JURe has reviewed recently.
However, even though employee morale also may not be high in other agencies, this
finding does not provide solace, and we believe it is important to analyze and
understand the root causes for such. To the extent that enhancing internal
communications within the Department will help to improve morale, efforts will be made
to accomplish this task.

The climate of employee morale, however, also can be affected by change, and the
last three years at DPT have been occasioned by significant change. Some of this
change has been that which has affected all employees - such as the moratorium on
salary increases and a new heaIthcare plan. Other aspects of this change have been
unique to DPT, as we have tried to focus the agency on being more service oriented.
Thus, I have been acutely aware over the last three years that trying to affect change so ~

that we could do our job better often has come with a price - the price sometimes being
positive employee morale. I am pleased though that DPT employees met the challenge
of change by improving the quality of the services we provide and their response times.
I am committed to continuing to move the agency forward. I also am committed to
helping to foster positive internal employee relations and will endeavor to balance these
sometimes conflicting goals so that neither has to be sacrificed for the other to be
aChieved.

I now would like to address the specific recommendations set forth in the report.

Recommendation (1). All Department of Personnel and Training employees should
be required to keep work activity records. DPT management should design, develop, and
monitor the work activity records to better allocate both service and control responsibilities
among staff.
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Although we agree with this ultimate recommendation, we do not agree with the
analysis that supports it. In summary, the study team concluded that 61% of the
employees at DPT believed that they could handle a greater workload. We believe this
conclusion is faulty for the reason set forth below.

The survey question on which the percentage is based, asked whether employees
felt that they could handle more responsibility (emphasis added) that they currently
had. While t1te study team interpreted "responsibility" to be synonymous with workload,
employees answered this question from the perspective that more "responsibility" meant
handling work at a higher level, such as assuming greater decision-making
responsibilities. This particular perspective of DPT's employees is supported by the fact
that when asked whether employees' office/divisions had too many staff for the assigned
workload, 90% of the employees responded "no" (i.e. if the study team's analysis were
correct that a majority of employees did not have a sufficient workload, then a majority
of employees also should have responded that there were too many staff in their areas).

Despite our disagreement with the analysis, there are a multitude of positive
reasons to support implementing work activity reports. Accordingly, we concur with this
recommendation.

Recommendation (2). The Department of Personnel and Training should reinstitute
a program to evaluate agency effectiveness in implementing State personnel policies to be in
compliance with legislative intent. If the Department of Personnel and Training believes the
legislative requirement is no longer appropriate, or that it can not comply with the Vuginia
Personnel Act, it should develop a position statement, citing its position and rationale. The
position statement should be presented to the 1994 Session of the General Assembly and
should contain various options for the General Assembly to consider, including estimates of
the costs and benefits of each option.

The finding that DPT does not evaluate agency effectiveness in implementing
state personnel policies is not supported. While the formal program evaluation unit was
eliminated in 1991 as a result of budget cuts, the function has continued in a variety of
ways. For example, as recently as the spring of this year DPT conducted a
comprehensive evaluation of the human resource functions of the Department of Health.
In addition, the Offices of Compensation Management, Equal Employment Services, and
Policy Development, assist agencies in evaluating their compliance with, and
effectiveness in implementing, various personnel policies.

However, we concur with the recommendation in so far as it directs DPT to re
evaluate the viability of reinstituting a formal program evaluation unit.
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Recommendation (3). To meet the needs of agencies with unique or special
personnel management needs, the Department of Personnel and Training should assess
agency requests for further decentralization authority on a case-by-case basis. Where it
appears that additional flexibility may be warranted, the department could modifY existing
decentralization memoranda and assess the impact of more flexible policies on a pilot basis.

We concur with this recommendation.

Recommendation (4). The Department of Personnel and Training should assign a
higher overall priority to proactively addressing long-tenn problems that have faced the
agency. In particular, the department should focus on the completion, dissemination, and
regular updating of essential policy manuals. The department should establish a finn
deadline for such activities, particularly for the promulgation of a comprehensive update to
the 1989 health benefits manual. In addition, the department should more systematically
collect and analyze infonnation available to staff through the administration of its routine
activities. Using this infonnation, the department should take action to improve and
streamline its daily operations.

We concur with this recommendation.

Recommendation (5). Further decentralization of the division of authority in the job
classification and employee compensation areas does not appear appropriate at this time.
Although a minority of State agencies desire total decentralization of the employee
compensation authority, increased human resources personnel staff costs, difficulties
associated with maintaining equal pay for work, lack of control over State agency actions,
and a lack of consistency among agency actions, are major impediments. Further study
provided by the DPT Task Force on Job Classification System Review should provide
additional insight into any further decentralization of these areas. The Workforce
Commission should carefully weigh the advantages and disadvantages of any proposals to
further decentralize any personnel functions in the job classification and employee
compensation areas.

We concur with this recommendation.

Recommendation (6). The Department of Personnel and Training should evaluate
two components of the Office of Compensation Management processing of agency
compensation requests: the expeditiousness ofprocessing, and the freque/'ILY of new hires
being brought into the system at higher pay than existing employees. When these data are
analyzed, the Department of Personnel and Training should develop appropriate options.
Options with potentially significant effects on the personnel function as a whole should be
reported to the Workforce Commission.

We concur with this recommendation.
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Recommendation (7). In order to further reduce the number ofposition
classifications in the State classification plan, thereby simplifying its stnlcture, the
Department of Personnel ami Training should give the CRjSU project a high priority for
completion. Upon completion, project results ami their effect on the total number of
position classifications should be reported to the Workforce Commission. The Department
of Personnel ami Training should include in its report various options for further
simplification of the State classification plan stnlcture, including options for pay bamiing
position classifications into occupational "[amilies" to provide agency managers with greater
flexibility.

We concur with this recommendation.

Recommendation (8). The Department of Personnel ami Training should work to
formally incorporate line agency input into its program development processes. The use of
employee surveys, task forces, or focus groups should be more extensively utilized, particularly
when a major program initiative, such as Key Advantage, is amier development.

We concur with this recommendation.

Recommendation (9). To improve communication between the Department of
Personnel ami Training ami the insurance carriers, a health benefit contract task force
should be created. The task force should be composed of staff from both the Department of
Personnel ami Training, participating insurance carrieres), ami selected human resource
officers from line agencies. The focus of task force activities should be the development ami
adoption of uniform policy interpretations.

We concur with this recommendation.

Recommendation (10). Both the Department of Personnel ami Training ami the
Office of State ami Local Health Benefits Programs need to improve communication within
the agency ami the accuracy of information provided externally. Specifically, the department
needs to improve the quality of the Health Insurance ManuaL The distribution of a revised
Health Insurance Manual should be made a top priority ami if not already issued prior to
this publication, should be issued no later than June 30, 1994.

We concur with this recommendation.

Recommendation (11). The Department of Personnel ami Training should set a goal
of mailing health benefit SourceBooks to agency benefits administrators two to four weeks
prior to the start of the annual open enrollment period.

We concur with this recommendation.
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Recommendation (12). The Department of Personnel and Training should maintain
records on agency participation in major health benefits training programs. If it appears that
an agency's level ofparticipation is insufficient to accurately inform State employees, DPT
should coordinate needed training with the agency and, if necessary, the agency's Secretariat.

We concur with this recommendation.

Recommendation (13). The Workforce Commission may wish to study career
development options for State employees, including non-supervisors, that do not conflict with
the objectives of equal opportunity and equal access.

The Department of Personnel and Training would be pleased to assist the
Workforce Commission as may be needed concerning this recommendation.

Recommendation (14). As part of an overall evaluation of its internal allocation of
resources, the Department of Personnel and Training should place a higher priority to
management training programs so that they can be offered more frequently to State agencies,
especially those of medium size which do not have substantial management training
programs of their own.

After an analysis of the Department's internal resources, the Department will
evaluate whether sufficient resources exist to offer its management training programs
more frequently to those agencies which do not have management training programs of
their own.

Recommendation (15). The Department of Personnel and Training and the Vuginia
Community College System should resume efforts to assess the professional development
needs of State employees and the extent to which these needs can be met through continuing
education courses offered by community colleges across the State. Their assessment should
be reported to the Workforce Commission by the Fall of 1994. Where it is evident that
existing Vuginia Community College System courses can meet the training needs of State
employees, the Department of Personnel and Training and the Vuginia Community College
System should initiate programs to inform State employees and personnel directors of the
availability of these programs.

The Department would be pleased to work with the Virginia Community College
System to assess the extent to which employees' training needs can be met through
continuing education courses offered by community colleges across the State.

Recommendation (16). The Secretary ofAdministration should develop an Inter
agency task force to develop common orientation materials for new State employees.
Representatives should include agencies which provide benefits (pay, health, retirement, etc.)
or set standards of conduct, as well as representatives of line agencies. Orientation materials
should be provided in a variety of media.
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The Department of Personnel and Training would be pleased to assist the
Secretary of Administration with this initiative.

Recommendation (17). RepresenJatives of the various DepartmenJ of Personnel ami
Training divisions should be used to form a strategic planning group for training. This group
should assess training needs across the various groups ami develop a comprehensive,
complemenJary strategy for developing the State's workforce using the resources of the
DepartmenJ of Personnel ami Truining, State agencies, higher education, ami other providers.
This strategic planning group should report to the Workforce Commission prior to the 1995
Session. The planning group should assess communication ami truining activities of these
offices ami develop plans for conducting them simultaneously where possible. These
activities should be focused on human resource professionals ami specialists, as well as the
State workforce as a whole.

We concur with this recommendation.

Recommendation (18). The Department of Personnel ami Truining should revise the
Training Resource Directory by updating existing information, including information from all
State agencies with substanJial training, ami send a copy to all State agencies.

We concur with this recommendation.

Recommendation (19). The DepartmenJ of Personnel ami Training should work
through the State Training Advisory Committee to assess the need for substantive changes to
the currenJ training policy.

We concur with this recommendation.

Recommendation (20). The DepartmenJ of Personnel ami Training should assess the
exlenJ of TQM initiatives in the Commonwealth ami report to the Workforce Commission on
options for making TQM-related resources available to State agencies.

We concur with this recommendation.

Recommendation (21). The General Assembly should consider establishing a
statutory requiremenJ that a truining program be conducted for all new State agency heads.
This training program could be located within the Department of Personnel ami Training,
ami should at a minimum require the developmenJ of a training manual ami a State agency
head training seminar prior to any gubernatorial transition. Measures should be taken to
allow for training materials to exist for incoming agency heads during periods outside of
gubernatorial transition.

The Department of Personnel and Training would be pleased to facilitate the
development of a training program for new State agency heads.
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Recommendation (22). The Department of Personnel and Training should expand
the use of agency input in the development and promulgation ofpersonnel policies.
Consideration should be given to developing alternative methods for obtaining agemy input
as well as expanding the number of agencies currently used in the process. As a part of this
process, the Department of Personnel and Training staff should solicit agency comments to
systematically review existing policies to make sure they are effective and up to date.

We concur with this recommendation.

Recommendation (23). Recognizing that there will be occasional exceptions due to
extenuating circumstaru:es, the Department of Personnel and Training should establish an
internal guideline that policies be issued to agencies at least two weeks prior to the effective
date.

We concur with this recommendation.

Recommendation (24). The Department of Personnel and Training should, on an
ongoing basis, review and evaluate the policies contained in the Personnel Policies and
Procedures Manual to assure that policies are written as clearly as possible and to assess the
impact of these policies on line agencies and institutions.

We concur with this recommendation.

Recommendation (25). The Department of Personnel and Training should develop a
system to track agency requests for assistance or interpretation, according to the subject
matter or individual policy in question. This information should be analyzed periodically so
that the Department of Personnel and Training may better evaluate and improve existing
policies, as well as better identify policy training needs.

We concur with this recommendation.

Recommendation (26). The Department of Personnel and Training should revise the
users' manual for the PMIS system to include adequate introductory materials for new users.
An improved manual should contain a more detailed index, as well as a "question and
answer" section where example transactions are documented. The department should
promote periodic updates to the manual, including annotations addressing frequently-made
mistakes or inquiries.

We concur with this recommendation.
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Recommendation (27). Staff of the DepartmenJ of Personnel and Training should
evaluate causes of the 51 percenJ rise in EEO complaints over the past three years. The
departmenJ should use the compliance review process to evaluate the equal
opportunity/af[umative action programs in agencies - such as the Department of Corrections
and the DepartmenJ of MenJal Health, MenJal Retardation, and Substance Abuse Services 
which have a consistenJly high number of EEO complainJs.

We concur with this recommendation.

Recommendation (28). The Workforce Commission may wish to consider the need
for statewide human resource planning. If such a need were supported, the Workforce
Commission should take further steps to clarifY the enJity(s) responsible for conducting such
planning, as well as criteria to meet in conducting human resources planning.

The Department of Personnel and Training would be pleased to assist the
Workforce Commission as may be needed.

Recommendation (29). The Workforce Commission may wish to consider whether
the Governor, as Chief Personnel Officer, in cooperation with the DepartmenJ of Personnel
and Training, the DepartmenJ of Planning and Budget, and the Virginia EmploymenJ
Commission, should prepare a quadrennial report on the Commonwealth:~ workforce,
including an analysis of its characteristics, demographics, training needs, and trends to
consider in the future. This report could be prepared the last year of the Governor's tenure
to be made available to the General Assembly and the incoming Governor.

The Department of Personnel and Training would be pleased to assist the
Workforce Commission as may be needed.

Recommendation (30). The Workforce Commission should evaluate the Personnel
Adviwry Board to determine whether is functions should be reconsidered, whether it should
be replaced with some other entity, or be disbanded.

The Department of Personnel and Training would be pleased to assist the
Workforce Commission as may be needed.
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PH)'tLiS c. KATZ
Director

COMMONWEALTH of VIRGINIA
Department of Employee Relations Counselors

700 East Franklin Street. Suite 910
Richmond. Virginia 23219

October 4, 1993

(804) 786-7994
TOO - (804) 786-7994

Toll Flee· (800) 552-9720
FAX· (804) 371-7319

Mr. Philip A. Leone
Director
Joint Legislative Audit and Review commission
suite 1100
General Assembly Building
capitol Square
Richmond, Vi~~Jia 23219

Dear Mr~rfet<;f

Thank you for including me on the distribution list for
receipt of the report, Review of the Department of Personnel
and Training.

It was thorough and fair and of great interest. One
thought: Would the response of agencies have been different
if agency heads rather than personnel officers responded to
the questionnaire?

I was very impressed with the staff involved in the
project. They were exceptionally perceptive and competent.

Again, thank you.

sifce ely,
! / .F

~Katz
Director

PCK:ew
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VIRGINfA COMMUNITY COLLEGE SYSTEM
!IIIIIL'S Mill/rill' nflihlillS • Wi NLlrth !·'Llllr!cl'lIflr Sfrl'L'i • R.. idllllUlld, \"'irSi/liLl ?J?J9

October 5, 1993

Mr. Philip A. Leone, Director
Joint Legislative Audit and Re'/iew Commissior.
Suite 1100, General Assembly Building
Richmond, Virginia 23219

Dear Phil:

Thank you for the opportunity to review the exposure draft of Chapter 5 of the Review
of the Department of Personnel and Training. We have focused our review on
Recommendation 15 regarding the provision of employee training through the community
college continuing education program.

I would prefer a revision in the wording of the following phrase in Recommendation
15; "The Department of Personnel and Training and the Virginia Community College System
should resume efforts to assess the professional development needs of State employees and the
extent to which these needs can be met through the continuing education courses offered by
community colleges across the state." We do not have sufficient staff to conduct an
assessment of the professional development needs of State employees. However, we can
determine if the community colleges' continuing education programs can meet professional
devdopmcnt needs Oi"iCC those needs arc identified.

On another point, I wonder if the report could devote more consideration to another
aspect of education aid - the reimbursement policy. As you know, state policy currently
requires employees to pay the cost of educational courses as well as fees. These costs are then
reimbursed when the course has been successfully completed. We are interested in a policy
that would allow agencies to provide funds for courses "up-front" rather than on a
reimbursement basi s. I was anticipating that your report would consider this option and
recommend it. The VCCS would be interested in serving as a pilot agency.
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Mr. Philip Leone
Page 2

I am very supportive of efforts to improve professional development opportunities for
classified employees. Your report will hopefully serve as a catalyst to strengthen efforts in
this important area.

Please contact me if you have any questions about this response.

Sincerely,

Arnold R. Oliver
Chancellor

ARO/msh

c: Dr. Roy Flores
Mr. Michael Hickman
Ms. Marian Hassell
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