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CHAPTER I

INTRODUCTION

Constructing tests to predict potential and actual

job competence is still a comparatively new field.

Psychologists have developed tests in the fields of basic

aptitudes and intelligence and they are making a notable

start toward the development of personality tests; but the

construction of tests to predict success on specific jobs

has lagged considerably behind.

Governmental civil service agencies have become the

pioneers in this field. Most civil service jurisdictions

have staffs employed to develop tests pertaining to specific

positions. Historically, civil service agencies in the

United States have deveIOped narrow job specifications and

have recruited personnel to fill these narrow specifications,

but this development has not been universal. In England,

for example, recruitment has been for broad general classes.

British examinations are in liberal and cultural studies

and while they might be conducted to secure men with parti-

cular qualifications, they are not framed for special

appointments to specific positions.1

By contrast, in the United States, because of narrow

class specifications examinations have been pointed toward

a person with a very specialized group of experiences,

knowledges and abilities. The recent trend has been toward
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a gradual reversal. More and more classes have been com,

bined by public personnel agencies to allow for more exten-

sive backgrounds on the part of applicants and for broader

. testing by the examining agency. A specific example of

this trend in action may be found in connection with the jobs

being discussed in this paper. Since this paper was begun

and since the examination to be discussed in detail was

administered and employed to refer qualified applicants to

Jobs, several other classes have been integrated into the

Employment Service Executive class. Two of these are Employ-

ment Placement Specialist and Employment Counselor. Posi-

tions in these classes are now known as Employment Service

Executives.

In spite of this trend, the large majority of classes

found in many agencies are still narrow in concept and

civil service testing must accordingly accomodate itself to

the techniques of examining for comparatively "narrow"

classes.

Civil service testing Operates in an area restricted

by arbitrary rules and in some cases by the whims of

politicians. The civil service movement is comparatively

new in this country. The rise of the modern merit agency

dates back to the enactment by the federal government of

the Pendleton Act in 1883.2 From that time it has gradually

extended itself to various states, cities, and counties. In

each instance, the authority has been created by legislative
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act or constitutional or charter amendment. Also, the degree

of authority has varied and as a result agencies vary in

their "purity” or degree of adherence to the strict merit

principles. Within the framework of his own agency, the

technician can only attempt to prepare as adequate a test as

is possible.

The Employment Service Executive series is found in

Michigan only in the Michigan.Employment Security Commission.

This series is the promotional line for employment service

interviewers. The employees of the Michigan Employment

Security Commission have had a singular experience with civil

service.

Civil Service originally came to Michigan employees in

1938 -- examinations were held and civil service staffs were

built. The following year, however, the state legislature

passed what was known as the “Ripper Act," which removed

more than fifty per cent of the employees from state civil

service protection. Within two years a constitutional amend-

ment was passed which returned civil service to state

employees. In l9h2 employees of the Employment Security

Commission, whose duties were connected with the employment

service functions of the department were federalized and

became part of the United States Employment Service. Then

in late 19h6 the employment service was returned to the state

and the stage was set for the ultimate examination with which

this paper mainly deals.
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One must keep in mind now a group of employees who first

became state civil service employees, were then shorn of

civil service protection and either were layed off or served

at the pleasure of a spoils system, were returned to civil

service, were federalized, and finally were returned to

state civil service protection. This group of employees had

had no examinations for the five years of federal service,

therefore all promotions were temporary; and in many cases,

because of manpower shortages, promotions were made above

the capacity of the employee. Then, on March 7, 19h9, an

examination for their class was announced.

 

l. Hiram M. Stout, Public Service in Great Britain, Univer-

sity of North Carolina Press, Chapel Hill, 1938, p. 3h.

2. William.E. Mosher and J. Donald Kingsley, Public Personnel

Administration, Harper and Brothers, New York, l9hl,

p. 2h.
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CHAPTER II

THE PROBLEM OF CLASSIFICATION

Classification Factors

To understand fully the type of testing program carried

out in Michigan, as well as in other civil service jurisdic-

tions, a short resume of the Michigan classification plan

must be presented.

In the public service a practical classification plan

is the basic tool for carrying out the functions of testing,

transactions and pay determination. The State of Michigan

classification plan consists of twenty-one class levels in-

tegrated with the compensation plan. Positions are allocated

to class by levels in terms of the following factors which

may be present in any one case in varying combinations:

1. Extent of important public contacts.

2. Responsibility for policy determination.

3. Conditions under which work must be performed.

A. Supervision exercised.

S. Supervision received.

6. Place in organization structure.

7. Intrinsic difficulty of work, including variety.

8. Qualification requirements in terms of education and

experience.

9. Exercise of independent judgment.

lO. Consequence of error.
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Definitions of Class Levels

The following definitions of work levels are used as

a guide in the original determination of class level, and

within these the particular position or class is further

narrowed down in terms of the allocating factors previously

mentioned.

Routine Worker, Beginner or Learner (D-C-Cl)

An employee who does simple, repetitive work re-

quiring relatively little attention after it is

learned. He works under close supervision and

follows detailed directions as to methods. Super-

visory responsibilities are limited to patients

or inmates, where there is usually a negligible

consequence of error.

Examples: Food Service Helper D

General Clerk C

Typist Clerk Cl

Helper or Working Supervisor (B-AZ)

An employee who helps another with greater knowledge

of tools, materials or work processes, subject to

frequent checks and controls: or one who reviews or

checks the work of others for accuracy or for come

pliance with instructions, instructs them in the

details of the work according to plans or rules laid

down by a superior, and preserves order and industry

through personal presence, While at the same time

performing part of all of the same work processes.

He may have nominal supervisory responsibilities.

He has some latitude for the exercise of independent

judgment. Only minor consequences of error are

present.

Examples: Janitor B

Cook A2

Unit Head or Journeyman (A-Al)

An employee who allots tasks or assignments, gives

instructions or advice, lays down methods, plans

programs as they are given him and Who is generally

responsible for the work produced by the employees

under his guidance; or an employee who performs work

in a trade, or sub-profession. He receives general

and periodic reviews of his work. He will have

considerable latitude for the exercise of independent

judgment but only in unvarying and well defined
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circumstances. There will be a moderate consequence

of error present.

Examples: Farmer A

Carpenter Al

Section Head or Beginning Professional (I-II)

An employee who follows prescribed plans, programs

or general instructions, executes minor details on

his own responsibility with only occasional reference

to a superior for advice and instructions. He may

have considerable supervisory responsibilities.

There will be only general and infrequent review of

his work. He may have rather broad latitude for the

exercise of independent judgment, in varying and

occasionally unpredictable circumstances. A substan-

tial consequence of error is involved.

Examples: Stenographer Executive I

Civil Engineer I

Division Head or Advanced Professional (III-IV-V)

Top

An employee who reviews the plans and decisions of

assistants and subordinates, makes recommendations

on matters of policy affecting the work of subordi-

nates and interprets departmental policy. He may

be responsible for technical or professional judg-

ment, has control over objectives such as purposes

of the work or characteristics of the finished pro-

ject, and plans for accomplishing the objectives.

He receives only irregular review of his work and

has a wide latitude for the exercise of independent

judgment. Consequence of error may be of extreme

significance.

Examples: Executive III

Hospital Physician IV

Buyer IV

Management - Specialists (VI-VII)

An employee subject to general administrative

policies only, not otherwise controlled as to the

general administration of his office. His account-

ability is primarily for results. He makes decisions

on major matters of policy governing the conduct of

the work, plans programs and the flow of work.

Authority in the case of a specialist may be recom-

mendatory only. Extensive supervisory responsibili-

ties may be present. He deals with a wide variety

of professional and/or administrative activities.

He has comprehensive latitude for the exercise of

independent judgment in varying and unpredictable

circumstances. Consequence of error may have the

most serious significance. Public contacts are ex-

tensive and important.

Examples: Public Utilitias Engr. VI

Accountant VII



fl0:4:
rrImurn.

(nonoauH
a

'

3“D

7.:9.4.

D I

'1

.'I

l

_.J..
70Qty“

.333.x“

.3$253..

‘

83w“fir.”



The use of the intermediate levels, Ia, IIa, etc., is

generally reserved for those positions in an agency which

require additional recognition due to their place in the

organizational structure or because of special or unusual

features of the work. Employees are allocated to specific

classes of positions on the basis of the above factors.

Review of Class Specifications

The specifications for a class under the Michigan system

are divided into five parts: (1) A title; (2) A general defi-

nition of the work characteristics of the class; (3) Distin-

guishing features of the class: (A) Typical examples of the

work characteristics of the class; and (S) Desirable or

minimum qualification requirements in terms of education and

experience, knowledges, abilities, personal characteristics,

and physical attributes.

Before formal announcement of the examination is made

the class specifications are reviewed by the test examiner.

The test examiner reviews the specifications for all of the

five factors listed above, but concentrates mostly on the

fifth factor. If an entire series is being given, the examiner

must check for internal consistency between levels, and for

adequate knowledges and abilities for the various levels.

He must understand completely the tenninology used. There is

a decided lack of definition of terms at this time and conse-

quently the examiner must obtain clear definitions in the
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review stage so that applications can be rated fairly later

in the examination process.

The biggest problem, however, in reviewing the class

specifications at this point is the check for internal con—

sistency. A classification plan is not a static instrument,

it is subject to constant change. Consequently, it often

happens that parts of one specification within a series

become out of line with the rest of the series. While one

level may call for high school and a higher level may call

for college, an even higher level may call for high school.

Another illustration would be the requirement for years of

experience. Types of experience required might change as one

went higher in the series. In some cases the required years

of eXperience might become out of line from level to level.

The test examiner must analyze all of the requirements to

be sure that an equitable experience and education rating

is possible.

 

1. Michigan Civil Service Commission, Memorandum, April,

19h7, p. l.

2’ Ib1d0, pp0 2‘30
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CHAPTER III

MINIMUM AND DESIRABLE REQUIREMENTS

Definition of Minimum Requirements

Under the rules of most merit systems, the requirements

listed on the class specifications are considered to be

minimum requirements. The applications of candidates for

examination who do not meet 2&1 the requirements are rejected.

For example, an applicant who had graduated from college and

who had obtained three years of experience in an apprOpriate

field would have his application rejected if more than three

years of experience was required. Similarly, if he had

sufficient experience but was lacking the necessary education

his application would also be rejected. If there was an age

requirement and he did not meet it, his application would be

rejected. In other words minimum requirements indicate

absolute standards required to compete in the examination.

Definition of Desirable Requirements

Some jurisdictions have adopted various modifications of

the minimum requirement rule. These organizations operate

under either a "desirable requirements" system or some com-

bination of desirable and minimum requirements. Under the

desirable requirements applicants need not meet the require-

ments for any particular part of the examination providing

they can do sufficiently better than the desirable requirements
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on some other part of the test to compensate for the original

lack. In practice, this means that a person with an inade-

quate amount of education may compensate for his deficiency

by adding extra years of experience.

However, there are many variations of the desirable and

minimum.requirements systems. Some agencies have lifted the

minimum requirements on only certain parts of the examination,

such as experience and education. If this is the case, then

in the illustration above the deficiency in education could

not be compensated for except by additional years of experi-

ence. Other agencies, have made all requirements desirable.

Under this system the applicant could not only have compen-

sated for his educational deficiency by adding years of ex-

perience, but also by scoring more than the necessary 70% on

other parts of the test, such as the written or the oral

interview. Similarly, if he did not meet the requirements

for one of the other parts of the examination (if he failed

the written test) he could compensate for it by having extra

amounts of education and experience.

In spite of a tendency recently to return at least par-

tially to minimum requirements, the Michigan Civil Service

Commission in most cases utilizes the desirable requirement

system. Since, under this system the scores from any com-

bination of parts may substitute for one another so long as

the final score totals up to a passing grade of 70%, it is

apparent that the applicant is not held rigidly to passing
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12

any particular part of the examination. It should also be

noted that in Michigan, veterans preference points are added

to the score of the candidates on open competitive examina-

tions before the testing procedure begins. 'Most agencies

add the veterans preference points after the test has been

completed and then only to those who have successfully

passed the examination. In Michigan, under the desirable

requirement system, with the addition of veterans preference

points it is possible to fail all parts of an examination

and still have sufficient points to pass the total test.

This procedure severely impairs the ability of the agency to

carry out its program of employing only qualified personnel.

While the agency is not to be commended for initiating the

procedure, veteran's groups have constituted a strong enough

force in the past to inhibit its desire to change to a more

adequate policy.



CHAPTER IV

THE PUBLIC ANNOUNCEMENT

General Considerations in Drafting the Public Announcement

After the preliminary reviews have been completed by the

examiner, work is begun on drafting the public announcement.

While a more or less standardized form is established by

most jurisdictions, much tailoring must be done to fit the

announcement to the specific examination under consideration.

Some of the problems that confront the examiner in the pre-

paration of the public announcement are:

1. Levels to be announced.

2. Open-competitive or promotional.

3. If promotional, what departments?

h. If promotional, which employees (level with

status, etc.)?

5. If open-competitive what residence requirements

are to be employed?

6. Weights of the various parts of the examination.

Provisional Employees

In Michigan the announcing of examinations is condi-

tioned by the number of persons employed provisionally within

a class; the length of time that provisionals have been in a

class; the length of time since the examination was last

announced, and the potential future need of the class.

Ideally, of course, there should be no provisional em-

ployees under a merit system, but the Michigan Civil Service
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CHAPTER IV

THE PUBLIC ANNOUNCEMENT

General Considerations in Drafting the Public Announcement

After the preliminary reviews have been completed by the

examiner, work is begun on drafting the public announcement.

While a more or less standardized form is established by

most jurisdictions, much tailoring must be done to fit the

announcement to the specific examination under consideration.

Some of the problems that confront the examiner in the pre-

paration of the public announcement are:

1. Levels to be announced.

2. Open-competitive or promotional.

3. If promotional, what departments?

h. If promotional, which employees (level with

status, etc.)?

5. If open-competitive what residence requirements

are to be employed?

6. Weights of the various parts of the examination.

Provisional Employees

In Michigan the announcing of examinations is condi-

tioned by the number of persons employed provisionally within

a class; the length of time that provisionals have been in a

class; the length of time since the examination was last

announced, and the potential future need of the class.

Ideally, of course, there should be no provisional em-

ployees under a merit system, but the Michigan Civil Service
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Commission.has been unable to eliminate them. The number of

provisional employees is one of the generally accepted mea-

sures of the success of a public personnel agency. In a

recent report on Michigan government, the Michigan Civil Ser-

vice Commission was severely attacked on this score.1 While

I cannot tell Whether the number of provisional employees in

Michigan government is excessive, I would like to say that

I do not believe a simple statement of fact concerning the

number of provisional employees is, in itself, a valid

criterion of the effectiveness of a personnel agency. Too

many factors such as maintenance of adequate standards, rates

of pay, geography, and war-caused manpower shortages may

affect the number of provisional employees. Retaining a

large number of employees on the payroll for extended periods

of time on a provisional basis, however, can be used as a

mechanism to subvert the merit principle. A constant struggle

is being waged in Michigan, and if a normal labor market

exists for the next few years, it is hoped that this problem

can be reduced to an insignificant proportion.

Promotional Problems

When considering which classes to announce, it is de-

sirable to announce continuous levels within a series.

However, even here, considerations must be given to the cost

factor. If no vacancies exist on the III level, but there

are many vacancies on both the II and IV levels, the examiner
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may decide to announce the III level anyway. To the contrary,

if a large number of applications is anticipated, the deci-

sion may be to eliminate the III level. The cost of announc-

ing the III level might be quite high, and if one considers

that, in all likelihood, no vacancies in the class will

occur during the life of the eligible list, then the basis

for eliminating the intermediate level can be seen. The

duration of eligible registers in Michigan is three years

unless specifically extended by the Commission. The life of

eligible registers in other agencies varies; usually it is

one, two, or three years. Some agencies vary the life of

certain eligible registers, depending on the class.

In the series specifically selected for consideration

in this paper, all levels were announced. It should be re-

membered that no examinations had been given in this series

for several years and large numbers of employees were working

either promotionally or otherwise on a provisional basis.

Since the Employment Service was under federal jurisdiction

for several years many employees were hired who had no

status, therefore, the decision in this case was to announce

the entire series on both an open competitive and a promo-

tional basis. The promotional examination was restricted to

employees of the Michigan Employment Security Commission.

It was further restricted to employees who had status at

least at the A level.
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Limiting the promotional examination to the one depart-

ment and to persons working above the clerical level was

intended to confine the number of candidates from within state

service to those who were apt to be best qualified. This is

a frank mechanism to discourage unqualified candidates from

applying, and it can be employed in a combination of ways.

For example, in the Employment Service Examinations, the re-

striction could have been set at one level below the one

applied for, or it could have been set so that only employees

working within the specific series (Employment Service Execu-

tive) instead of anyone in the department at a certain level

could apply. A combination of the two methods described

above, or a number of other combinations could have been em-

ployed. The current practice in Michigan is to generally

restrict promotional examinations to anyone within a depart-

ment who is working at no lower than two levels below the

examination. This method is used, subject, of course, to

mdnimum requirements where they might exist. Class specifica-

tions are being written more and more so that persons two

levels below may qualify and the reason for this trend is

the time lag in giving examinations. In many cases, examina-

tions for a series are not given for two or three years. It

is felt that restricting employees to only one level above

their present position either restricts promotional possi-

bilities for extended periods of time, causes an increased

number of provisional appointments, or both.
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Open Competitive Considerations

In announcing the examination on an open competitive

basis, as broad a sample as possible was desired. Conse-

quently, besides arranging for the normal distribution of

announcements to all county buildings, colleges, and employ-

ment offices, the examiner was required to discover other

possible sources of qualified applicants and to distribute

announcements to them. One major restriction applies,

however, to the distribution of announcements. Almost without'

exception, public merit agencies Operate under residence

requirements. The Michigan Civil Service Commission requires V;

six months residence in Michigan to qualify for examinations

and this rule is broken only in classes where the manpower

shortage is serious enough to cause positions to remain un-

filled for long periods of time. Examples of classes where

manpower shortages exist at the present time and where resi-

dence requirements are waived are Physician and Psychiatric

Social Worker. In the Employment Service Executive Series,

residence was restricted to Michigan.

Assigning Relative Weights

The distribution of weights to the various parts of the

examination is still one of the unsolved problems of civil

service examining. There is hardly any uniformity from agency

to agency on this problem. In Michigan weights have followed

a zig-zag path. During the time of the administration of the
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Employment Service Executive Series the following memorandum

shows the formula employed to distribute weights to the

various parts of the examinations. (See Figure 1, page 19.)

At the present time, however, an almost complete reversal

has taken place. The emphasis has shifted to the written

part of the examination. Weights are now assigned to each

examination after a complete review of the various factors

involved and there is no longer a formula such as the one

presented above which pre-determines the weights of the vari-

ous parts. A trend has set in and it indicates that for the

near future, at least, the written part of the examination

will be assigned the heaviest weight. FUrther, When there are

additional parts added to the examination, the weight of the

experience and training (education) part will drop rather

than the weight of the written part. An interesting develop-

ment recently has been the complete elimination of the

experience and education factor. This has been done in the

Liquor Enforcement Officer II promotional examination, where

the assigned weights were 75% for the written test and 25%

for the service rating. This class had minimum education and

experience requirements.

Since the memorandum shown above was used as a guide

to distribute weights when the Employment Service Executive

Series was announced, the actual breakdown of weights was

that shown in Tables I and II (page 20).
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State of Michigan

CIVIL SERVICE COMMISSION

 

 

 

 

 

 

Memorandum

To: Recruiting Staff

June 20, 19u6

From: Chief of Examination Section

Subject: In preparing examination announcements, the following

weights should be used on the various parts of the

examination, effective as of the date that this

memorandum is received.

Open Competitive Examinations

Oral Inter-

Class Written E & T view or Perform!

Level Test Applic. Examination ance Test Total

0 60% 110% 100%

01 60% u0% 100%

01 20% h h0% 100%

B 60% no% 100%

B 201 h0% u0% 100%

A2 55% 115% 100%

A2 20 h5% 35% 100%

A 55% 15% , 100%
A 20% 115% 35% 100%

A 20% 16% 35% 100%

I 50% 50% 100%

I 20% 50% 30% 100%

I 20% 50% 30% 100%

II 115% 55% 100%

II 20% 55% 25% 100%

II 53; h5% 100%

III h0% 6 ‘ 100%

III 20% 60% 20% 100%

III 60% h0% 100%

IV,V,VI,VII u0% 60% ' 100%

IV,V,VI,VII 20% 60% 20% 100%

IV,V,VI,VII 100% 100%

Promotional Examination

Class Written E & T Oral Intv. Perf. Service Total

Level Test Applic. or Exam. Test Rating,

All Levels 35% AO% 25% 100%

All levels 15% 35% 25% 25% 100%

111 levels 15% 35% 25% 25% 100%

111 levels 50% 25% 25% 100%

All levels 75% 25% 100%

Figure 1. Table of Weights Used on Examinations in l9h6
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TABLE I

RELATIVE WEIGHTS OF PARTS OF THE OPEN-COMPETITIVE EXAMINATION

 

 

Written Exp. and Oral Oral

Examination Test Training Intv. Exam.

Employment Service

 

Executive Ia 20% 50% 30%

II 20% 55% 25%

11a 20% 55% 25%

III 20% 60% 20%

Iv 20% 60% 20%

v* 60% hcz

TABLE II

RELATIVE WEIGHTS OF PARTS OF THE PROMOTIONAL EXAMINATION

 

 

Written Exp. and Oral Oral Service

 

 

Examination Test Training Intv. Exam. Rating_

Empl. Serv.

Exec. Ia 15% 35% 25% 25%

11 15% 35% 25% 25%

IIa 15% 35% 25% 25%

III 15% 35% 25% _ 25%

Iv 15% fi,% 25% 25%

V* . 35% 25%

VI* IO% 35% 25%

- *The oral examining board rated the eXperience and

training of the candidate also on the basis of the

interview. However, the civil service staff con-

structed a tentative experience and education chart

whichrwas used to choose candidates to appear before

the oral examining board.

 

1. Louis L. Friedland, Personnel Administration in Michigan

Government (Lansing, Michigan Joint Legislative Committee

on Reorganization of State Government, 1951), p. AS.
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CHAPTER V

EDUCATION AND EXPERIENCE

Introduction

The basic components of civil service examinations have

been the written test and the rating of education and experi-

ence. Refinements in the examining procedure have been

added h0ping to increase the validity of the procedure.

Some of these refinements have been the addition to the

examination of ratings of promotional potential, service

ratings, oral interviews, oral examinations, physical exami-

nations, performance tests, seniority, and others, depending

on the specific examination under consideration. Some of

these additional parts have been weighted and incorporated

into the test score, while others, such as the personal

characteristics investigation, have been incorporated on a

non-weighted basis; that is, either the candidate passes

the particular test or he is eliminated from the examination.

No points are allowed for having various degrees of the

factor under consideration.’ An interesting variation of this

unweighted technique was the Detroit Civil Service Commis-

sion's administration of an unweighted personality test in

the Student Technical Assistant Examination in l9h5. The

results of the personality test were used later only as a

guide in the oral interview.
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In any case, and in spite of the modifications of the

examining procedure listed above, the basic component parts

of civil service examinations still remain the written test

and the education and experience rating.

The primary purpose of rating education.and eXperience

is to evaluate the background of the candidate in terms of

specific work assignments and educational courses attained.

It is still recognized that the validity of written tests is

too uncertain at the present time to chance a total evalua-

tion on the basis of that one factor. Written tests still

remain verbal samplings of the field under consideration.

There remains too much change of candidates with recent edu-

cational contacts having acquired sufficient vocabulary and

knowledge in a particular field to pass a written test at

any level. The education and experience part of the examina-

tion compensates for this defect by demanding actual experi-

ence as well as education and ability to pass a written test.

Quality Ratings

The rating of education and experience has been a

difficult problem in civil service agencies, especially in

those employing desirable rather than minimum requirements.

Charts have been constructed which quantitatively measure

education and experience, but when an attempt has been made

to qualitatively rate education and experience the results

have not been too satisfactory. The problem, of course, is
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how to objectively rate quality. Jurisdictions which operate

under desirable requirements are much more in need of quali-

tative measurements. Without the qualitative measurement,

candidates become able to pass examinations with very low

written scores. This is possible where the education and ex-

perience part of the examination is heavily weighted. On the

other hand, if education and experience is lightly weighted,

the written-test-wise candidate, may pass the examination

with practically no eXperience.

One obvious answer would be to disallow long years of

experience if the written test has been failed. This could

conceivably be done because apparently the candidate gained

nothing from his experience as evidenced by his low written

score. But here again, the assumption must be made that the

written test has a high validity. With minimum requirements,

this problem is greatly reduced, since those candidates who

fail the written are eliminated from the test. However,

even here, there are factors, such as low passing points

and inadequate samples, which do not completely eliminate the

problem. To the writer's knowledge, the major attempts to

rate education and experience qualitatively have been based

on level of experience and progression of experience. Some

class specifications have even been written with statements

such as "experience of an increasingly difficult nature."

This is an attempt at a qualitative approach, but it still

has the serious shortcoming of forcing the examiner, usually
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on the basis of written statements only, to evaluate the in-

creasingly difficult nature of the experience.

Types of Rating Charts

An education and experience chart is constructed wherever

the factor is weighted in an examination. An education and

experience chart is used to evaluate and rank the various

backgrounds of the candidates. This chart is always based on

the requirements of the class as listed in the class specifi-

cation.and it is presumably a measure administered fairly

and objectively to all candidates. While candidates are rated

objectively and uniformily on the basis of the chart, there

may be inherent factors in its construction which favor one

type of background over another. In practice, all charts,

whether by design or accident, tend to show partiality to cer-

tain groups. Listed below are a number of charts used by the

Michigan Civil Service Commission (pages 26-h0). Each points

out a different emphasis, as well as illustrating different

types of construction. Each chart is fair and equitable and,

administered fairly and objectively by the merit agency, is

beyond reproach, legally or otherwise. Yet, the group favored

by the particular construction of the chart will be seen at

a glance in each case.

Before studying the charts it would be well to state

some basic principles followed in Michigan:

1. The desirable or minimum requirements will always

equal 70% of the weight assigned to education and eXperience.l
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2. The maximum allowable will never exceed 100% of the

weight assigned to education and experience.

3. The fewest points attainable under desirable re-

quirements could be as low as zero.

he The minimum attainable under minimum requirements

would be 70% of the assigned weight. Candidates not meeting

the minimum requirements would be rejected from the examina—

tion and receive no score.

Figure 2 (page 26) illustrates a simple construction.

A decision was made that experience should carry the bulk of

the weight, and that a lack of the necessary education would

not be too serious in evaluating the qualifications of the

candidates. As a result, twenty-six of the forty points were

allocated to experience and only fourteen to education. At-

tention should be given to the fact that the requirements of

high school (10.5) and a background in general farming (17.5)

equals twenty-eight points or 70% of the points assigned to

education and experience. The lack of emphasis on education

can be shown by the score obtained with only the ninth grade

plus the necessary experience background; the score received,

25.5, would equal about 63 per cent. On the other hand, a

drOp of only one year in experience, with the necessary educa-

tion, would produce a score of only 10.5 or about 26 per cent.

An attempt at a qualitative approach is represented in the

chart by the statement allowing two points for recentness and

quality of experience. These two points would not be given

to someone who had farmed sometime in his background, but had

no recent experience. (Text continues on pagelfl..)
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Figure 2. Experience and Training Chart for

GAME FARMHAND C

Examination Date: October 15, 19h9 Weight: h0%

DESIRABLE QUALIFICATION REQUIREMENTS:

Either (1) a background in general farming, and graduation

from high school; or (2) an equivalent combination of the

experience and training described above.

 

EDUCATION

Grade Points

u -

5 - fl
6 - 5

7 - 6

8 - 7

9 - 8

10 - 9

11 - 10

12 - 10.5

1 - 12

2 - 13

Allow 1 point for 16 weeks

short course in agriculture.

Deduct 3 credit per year if

college was not in agricul-

tural field.

EXPERIENCE

Years Points

0 - O

5 - 12

l or farm- 17.5

background

2 - 19

21

1% 22
5 2

e 211

Allow farm background up

to 16 years of age.

After 16 years, allow as

farm experience.

Allow a maximum of 2 points

for recency and quality of

experience.
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Figure 3. Experience and training chart for

LIQUOR STORE MANAGER A2

Examination Date: August 5, 19111;. Weight: 110%

DESIRABLEggUALIFICATION REQUIREMENTS:
 

(1) Three years of retail store experience, one year of Which

shall have been as manager and completion of the twelfth

school grade, or (2) an equivalent combination of experience

and training.

 
   

 
 

EDUCATION EXPERIENCE EDUCATION EXPERIENCE

Years Points Years Points

Completion 0 10 Completion O 1%

of 8th 31; 12 of 10th 2— 1

grade 1 1% grade 1 18

2 l 2 2O

18 a 22

i 20 2;
5 22 5 28

6 25 6 32

7 28 7 36

8 32 8 38

9 36 9 £9

10 38 10 0

ll 9

l2 0

Completion 0 l8 Completion O 22

of 12th in 20 of 2 yrs. 2- 25

grade 1 22 college 1 28

2 25 2 32

i 28 36

32 g, 38
5 36 £9

6 38 6 O

7 9

8 O

Interpolate for 9th and 11th grades and one year college.

Allow full credit only for retail store experience as MANAGER

above 2 years of regular retail store experience.

Deduct h points for lack of any retail store experience as

manager but do not go below points shown for no experience

for a given amount of training.

Give } credit for general retail store experience.
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Figure A. Experience and training chart for

GENERAL CLERK B

Examination Date: December 17, 1989 Weight: h0%

DESIRABLE QUALIFICATION REQUIREMENTS:

One year of general office experience, and graduation from

high school.

Note: One year of general office experience may be

substituted for one year of high school up to

a maximum of two years.

EDUCATION EXPERIENCE

Q fiYr. 1 Yr. 2 Yrs. §Yrs. Yrs. Yrs.

Less than 8th grade 1 2 3 h S 10 1E

8th 3 6 9 12 16 2o 2

9th 8 12 16 20 2h 28 32

10th 13 16 19 23 28 ho

11th 18 21 23 28 80

12th 23 26 28 no

1 year general

college 2h 27 28 ho

2 years general

college 28 35 he

1 year business college equals 2 years general college.
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Figure 5. Experience and training chart for

LIQUOR LAW ENFORCEMENT EXECUTIVE III

Examination Date: February 18, 1950 Weight: 20%

DESIRABLE QDALIFICATION REQDIREMENTS:

Four years of experience in liquor law enforcement as an

investigator, and graduation from high school; or two years

of such experience and graduation from college in police

administration: or an equivalent combination of experience

and training.

  

 

EDUCATION EXPERIENCE

General Specialized Years Points

10 or less 1 Less than 1 0

ll 1 l

12 7 2 g

1 8 i

2 8.5 7

g 8-75 9.5 5 8

9 10.0

Allow up to 2 points for

Specialized education equals over-all quality of com!

police administration major. bination of experience and

education. Eg. EXperience

on a higher level than an

investigator tOgether with

a college degree in an

appropriate speciality, or

other similar combinations.
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Figure 6. Experience and training chart for

BUDGET EXAMINER III

Examination Date: October 23, 1950 Weight: 60%

DESIRABLE QUALIFICATION REQUIREMENTS:

III—Four years of experience in accounting, budget examining,

engineering, public health, economics or social work, and

graduation from an accredited college with courses in account-

ing and finance; or (2) three years of experience in private

or public financial administration, graduation from an accredited

college, and possession of a master's degree in business or

public administration; or (3) an equivalent combination of the

experience and training described above.

EDUCATION

Any major with

courses in

Major in Acct.,

Bus oAdo , PO]. 0

 

 

Any major Accounting and Sci., Econ., 23 Graduate

with no Finance, 23 Major in Engr. major in

courses in Major in Social or Social Work, any field

Accounting Work or Engr. with courses in of Public

and Finance with no courses Accounting and Ad. or

in Acct.&Finance Finance Bus. Ad.

12 3

1 7 7 7

2 l2 12 12

17 2h 27

a 21 28 30

b 32

6 6

7 0

EXPERIENCE

Years Points

Less than 1 year - O

1 to 2 years 8 l

2 to 3 years - 6

to years - 10

to 5 years - 1h

. Add 1 point per year's experience as a budget examiner or

procedures analyst or equivalent in a large public or private

organization (but no more than 6 points).
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Figure 7. Experience and training chart for

BUYER TRAINEE I

Examination Date: November 19, 1919 Weight: 110;:

MINIMUM QUALIFICATION REQUIREMENTS:

Graduation from an accredited college with specialization

in business or hotel administration or institutional

management, or equivalent, preferably with one or more

courses in purchasing.

  

EDUCATION EXPERIENCE

College in speciality 6 months - l

h years 28 2 year - 2

5 years 31 2 years - 3

6 years 33

7 years 36 Experience must be

in purchasing.

Allow up to one point

for over-all apprOpriate-

ness of courses including

purchasing.
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Figure 8. Experience and training chart for

UNEMPLOYMENT CLAIMS EXAMINER I

Examination Date: November 5, 1989 Weight: hq%

DESIRABLE QUALIFICATION REQUIREMENTS: .

Either (I) TEur years of ofTice experience, one year of which

shall have been of a responsible nature in the processing or

payment of unemployment compensation claims or its equivalent

and graduation from high school; or (2) graduation from.an

accredited college preferably with courses such as economics,

labor relations and public unemployment insurance.

 

Education General Special

12 Li 1

l 3 l

2 2 1

i l 1

0 0

Any combination on above chart equals 28 points.

Add to base of 28 points: 2 points if applicant has A years

of college with courses in econo-

mics, labor relations, and unem-

ployment insurance. 3 points for

5 years of above special education.

Deduct 5 points for each year less than high school offered.

If less than required number of years is offered, deduct:

General experience - h points per year

Special experience - 10 points per year

For special experience in addition to required amount, add 2

points per year up to maximum allowable with educational

equivalent.

Special Experience Maximums Allowable

High school or less fl

1 year general college

2 years general college 5 Note: Special college equals

years general college 6 courses in economics,

years general college 8 labor relations and

i years special college 10 unemployment insurance.

years special college 12

Spec ial Experience Equal s

. Claims Examiner A or better experience from 3/h6

General Clerk A experience prior to 3/h6 either in a local

office of the Michigan Unemployment Compensation Commission

working on claims or in the claims determination section of

the state offices.
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Figure 9. Experience and training chart for

EMPLOYMENT SERVICE EXECUTIVE SERIES

Examination Date: May 7, 19h9 Weights: OC PX

Ia - 55% 35%

II - IIa - 55% 35%

III - IV - 60% 35%

DESIRABLE QUALIFICATION REQUIREMENTS:

Ia Level

(1) Five years of responsible experience in employment or

personnel office procedures, and graduation from high school;

or (2) one year of such experience, and graduation from an

accredited college with courses in public or business ad-

ministration, vocational rehabilitation, vocational education

and guidance, or related fields; or (3) an equivalent combina-

tion of the experience and training described above.

II Level

1 Six years of responsible experience in employment or

personnel office procedures, one year of which shall have

been in a supervisory capacity and graduation from.high

school; or (2) two years of such experience, one year of

which shall have been specialized, and graduation from an

accredited college with courses in public or business admi-

nistration, vocational rehabilitation, vocational education

or guidance, or related fields; or (3) an equivalent combina-

tion of the experience and training described above.

IIi Level

1 S x years of responsible experience in employment or

personnel office procedures, two years of which shall have been

in a supervisory capacity, and graduation from high school;

or (2) two years of such specialized experience, and gradua-

tion from an accredited college with courses in public or

business administration, vocational rehabilitation, vocational

education or guidance, or related fields; or (3) an equivalent

combination of the experience and training described above.

III Level

(1) Six years of experience in employee placement processes

including registration, counseling and selective placement,

or employer contacts, two years of which shall have been in

a supervisory or technical capacity and graduation from high

school; or (2) three years of such experience, two years of

which shall have been specialized, and graduation from.an

accredited college with courses in public or business admi-

nistration, vocational rehabilitation vocational education

or guidance, or related fields; or (35 an equivalent combi-

nation of the experience and training described above.
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Figure 9 (continued)

IV Level

(1) Seven years of experience in employee placement processes

including registration, counseling and selective placement, or

employer contacts, two years of which shall have involved

procedures evaluation, and graduation from high school; or

(2) three years of such experience, one year of which shall

have been specialized, and graduation from an accredited

college with courses in public or business administration,

vocational rehabilitation, vocational education or guidance,

or related fields; or (3) an equivalent combination of the

experience and training described above.

All Points used on this chart based on PX - Use conversion

factor fer OC

 

Ia II IIa III IV

Gen.Spec. Gen.Spec. Gen.Spec. Gen.Spec. Gen. Spec.
   

 

High School

or Less 5 O 6 1 6 2 6 2 7 2

1 Yr. Gen. h 0 5 l 5 2 5 2 6 2

2 Yrs. Gen. 11 o 5 1 5 2 5 2 6 2

3 Yrs. Gen. 3 O h 1 h 2 A 2 5 2

3 Yrs. Spec. 2 0 3 1 3 2 3%; 2 h 1

11 Yrs. Gen. 3 0 L1 1 L. 2 u 2 5 2

11 Yrs. Spec. 1 o 2 1 2 2 3 2 3 1

5 Yrs. Gen. 2 O 3 l 3 2 3% 2 h 2

5 Yrs. Spec. % O 2 5 2 1 2 1 2 1

 

Deduct 3 points for each year less than high school offered.

Combinations above equal 2h.5 points.

If less than required number of years is offered deduct:

lg, II, IIa levels III level IV level

3 points per er—Tor gen. points for gen. 3 points for gen.

3 points per yr. for spec. points for spec. 12 points fer spec.

 

For special experience in addition to required amount, add points

according to attached chart.
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Figure 9 (continued)

Added Special Experience Chart

EMPLOYMENT SERVICE EXECUTIVE SERIES

 

 

Examination

IV III II - IIa Ia Class level of Experience

IV Special

IV Related Special

2 III Special

1 III Related Special

2 II-IIa Special

.5 1.5 II-IIa Related Special

1.5 2 Ia Special

2 I Special

Starting from zero toward

Ia but only if minimum no.

of yrs. required with par-

ticular educational combi—

nation is met.

1 1 I Related Special

Same as I Special

.5 A Only fer more than minimum

numbers of years required

with particular educational

combination.

 

Allow above points per year for all experience above desirable

requirements. Special experience equals Employment Service

Executive Series. Relating special equals Employment and Claims

Branch.Manager, etc.

In adding additional points according to above chart, the follow-

ing maximums apply:

High School or less 5

l to 2 yrs. of gen. college 6

3, h or 5 yrs. of gen. cell. 7

yrs. special college 8.5

yrs. special college 9.5

yrs. special college 10.5
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Figure 9 (continued)
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Allowances for Minimum Requirements

EMPLOYMENT SERVICE EXECUTIVE SERIES

 

 

 

 

Level General Special

Ia Responsible experience in

employment or personnel None

office procedures equals

"A" level or above in em-

ployment work.

II - IIa Same as Ia Experience in a supervisory

capacity in employment or

personnel office procedures

equals Employment Service

Executive Ia experience

or equivalent in some

other agency, which could

be on the I level.

III Experience in employee

placement processes in- Same as above

cluding registration,

counseling, and selective

placement, or employer

contacts equals Employment

Service Interviewer I

experience or above.

IV Same as III Procedures evaluation

experience in employee

placement processes

equals Employment Ser-

vice Executive III

experience or above.
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Figure 10.
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Tentative experience and training chart for

screening purposes only for

EMPLOYMENT SERVICE EXECUTIVE V - VI

Examination Date: May 7, 19h9 Weight: 00 - PX - 1007;

DESIRABLE QUALIFICATION REQUIREMENTS:

Employment Service Executive V

Experience and Training: (1) Eight years of experience in

employee placement processes including registration, coun-

seling and selective placement, and employer contacts, four

years of which shall have involved procedures evaluation,

and graduation from high school; or (2) four years of such

experience, two years of which shall have been specialized,

and graduation from an accredited college with courses in

public or business administration, vocational rehabilitation,

vocational e ducation or guidance, or related fields: or

(3) an equivalent combination of the experience and training

described above.

Employment Service Executive VI

ExperIénce and Training: (1) Ten years of experience in em-

ployment services, five years of which shall have been in an

administrative capacity, and graduation from high school; or

(2) five years of such experience, three years of which

shall have been specialized, and graduation from an accredited

college with courses in public or business administration,

vocational rehabilitation, vocational education or guidance,

or related fields; or (3) an equivalent combination of the

experience and training described above.

Note: In order to receive a minimum rating of 70% on experience

and training, candidates must possess the desirable

qualific

 

 

High School or Less

1 Year College

2 Years College

3 Years General

Years

Years

h'Years

5 Years

5 Years

Special

General

Special

General

Special

ations listed above.

V VI

General Specialized General Spec.

8 )1 10 5

7 LI- 9 5

7 1+ 9 5

College 6 h 8

College 5 6 i

College 6 fl 7 5

College 11 2 5

College 5 h 6 fl

College 3 2 h 2

 

Deduct 3 points

Combinations above equal 70 points.

for each year less than high school offered.
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Figure 10 (continued)

If less than required number of years of experience is offered

deduct:

General - 3 points per year

Specialized - 10 points per year

For special experience in addition to required amount, add

points according to attached chart.

Added Special Experience Chart for

EMPLOYMENT SERVICE EXECUTIVE V - VI

 

 

Examination

VI V Class Level of Experience

7 7 VII Special

7 7 VI Special

2 3 VI Related Special

5 7 V Special

1 2 V Related Special

.5 5 IV Special

1 IV Relatédg Special

.5 III Special

 

Allow above points per year for all experience above desirable

requirements.

In adding additional points according to above chart, the

following maximums apply:

High School or less - 15

1 to 2 yrs. Gen. College 18

3-b,5 yrs. Gen. College 21

yrs. Spec. College - 2h

yrs. Spec. College - 27

yrs. Spec. College - 30
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Figure 10 (continued)
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Allowances for Minimum Requirements

EMPLOYMENT SERVICE EXECUTIVE V - VI

Level General Special

V Experience in employee place- Procedures evaluation

ment processes including experience in employee

registration counseling, and placement processes

selective placement, or equals Employment Ser-

employer contacts equals Emr vice Executive III ex-

ployment Service Interviewer I perience or above.

or above.

VI Same as V. Employment service

experience in an ad-

ministrative capacity

equals Employment Service

Executive IV experience

or above.

Specific Examples
 

Top Training Officer

Top Procedures Analyst

Employment and Claims

Field Supervisor

Employment and Claims

District Manager

Employment Security Exec.

OK, related special for V

OK, related special for V

Related special - III for V - IV for

Related special - III for V - IV for

Related special - III for V - IV for

V - IV forRelated special - III for

VI

VI

VI

VI
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Figure 11. Experience and training chart for

INSURANCE EXAMINER IIIa

Examination Date: June 17, 1950 Weight: 20%

DESIRABLE QUALIFICATION REQUIREMENTS:

I17 one year of experience in accounting or auditing, plus two

years of insurance company accounting, auditing or examining,

plus one year of experience as a senior examiner: and gradua-

tion from an accredited college in business administration: or

(2) seven years of experience in accounting or auditing, four

years of which shall have involved insurance company accounting

or auditing or examining, plus one year of experience as a

senior examiner and graduation from high school.

 

Senior

Insur. Insur.

Education Acc't. Acc't. Exam. NOTE: All figures

Less than 10 3 7 h on chart additive.

I? g g 3 Insurance account-

12 3 h 1 ing may be substi-

1 2% u 1 tuted for general

2 2 u 1 accounting only if

yrs. Gen. College 1% u 1 maximum number of

8 yrs. Gen. College 1 h 1 years allowed for

yrs. Spec. College 1 3 1; insurance account-

fi yrs. Spec. College 1 2 1 ing is exceeded.

 

Deduct 5 points for each year less than 10th grade offered.

For lack of required experience deduct:

Accounting - .75 points per year; Insurance Accounting - 3

points per year; Senior Insurance Examiner - 10 points per

year.

Candidates having additional experience are to have 1 point

per year added for Senior Insurance Examining up to a maximum

of three years.

Candidates meeting maximum experience allowances are to

receive additional educational points for:

One and two years College 1 point

Three and four yrs. Gen. College 2 points

Three and four yrs. Spec. College 3 points
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Figure 3 (page 27) illustrates a different type of con-

struction. In this chart an even further bias against educa-

tion is illustrated. Separate charts have been made for

each grade level from the eighth grade through two years of

college. As each chart progresses up the ladder of educa-

tion a corresponding number of years of experience is

reduced from the amount necessary to obtain a maximum score.

The added bias against education in this type of chart is

shown by the fact that in Figure 2 a candidate with an edu-

cational attainment of the eighth grade could receive a

maximum score of only thirty-three points, while in Figure 3

the candidate with an eighth grade education could receive a

maximum score of forty points, the same as the candidate with

two years of college.

Figure h.(page 28) represents a combination of Figures

2 and 3 in that additional years of experience compensate

for a lack of education.and allow for a maximum attainable

score, but only up to a certain limit, for below the tenth

grade no absolute substitution of experience can be made for

education. Figure h further illustrates an opposite bias in

favor of education. In spite of the qualification require-

ments of one year of experience, a candidate with one year

of business college and no experience receives 70 per cent

of the education and experience allowance or twenty-eight

points. This chart also illustrates a type employed where

extremely large numbers of applicants are encountered. Only
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one figure need be noted to obtain the score rather than the

totalling of a separate education and separate experience

score.

Figure 5 (page 29) illustrates a quick drOp away for a

lack of education. A candidate lacking only two years of

education with the necessary experience would receive eight

points or forty per cent. Because of a careful balance

between education and experience and the addition of an

attempt at a qualitative rating, the maximum score the can-

didate with a tenth grade education could receive would be

nine points, or forty-five per cent. This shows the balance

necessary to allow for both the college and the high school

graduate since the specification lists both as desirable

requirements.

Figure 6 (page 30) illustrates a heavy bias in favor of

education. Of the total sixty points, forty are allocated

to education and only twenty to experience, thus explaining

the refinement possible in rating education. Four different

categories have been established which allow a fine differen-

tiation between candidates. Another feature incorporated

in the chart shows that while the specification lists many

related types of experience which qualify an applicant for

the position, the chart is constructed so that the person

with experience of the specific nature of the position being

tested for receives an advantage over the others. This is a

good illustration of the effective use of quality of experi-

ence in rating education and experience.



Le

Figure 7 (page 31) points out the relative simplicity

that can sometimes be achieved when minimum requirements are

employed. Since graduation from college was listed as a

minimum requirement, the chart provides for no educational

background with less than the full educational requirements;

applications from candidates without such backgrounds are

rejected. Figure 7 also shows just how far the examiner can

go in biasing a chart toward education. Only three of forty

points were allocated to experience, and it is debatable

whether even those points should have been so used in the

examination.

Figure 8 (page 32) is rather complicated and shows a

triple bias toward the college trained individual. At the

same time it allows the high school candidate a fair oppor-

tunity to compete in the examination. The sub-chart within

Figure 8 represents the various combinations that will give

seventy per cent or meet the desirable requirements. The

person who has graduated from.high school needs four years

of office experience, one year of which shall have been of

a responsible nature in the processing of, or payment of

unemployment compensation claims. The person with two years

of college needs only two years of the first type, or general,

experience, one year of which must have been specific or

specialized. And finally, this chart shows that the college

person need have no eXperience whatever.
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In using this type of chart the examiner begins by giving

every candidate seventy per cent or twenty-eight points. From

this base figure he then adds or subtracts points to arrive

at the final score. Any candidate having exactly the require-

ments indicated above would receive twenty-eight points; no

more, no less. The chart shows that to the base score of

twenty-eight points, five points would be deducted for each

year of school less than high school. It also points out

that a lack of either the general or specialized types of

experience causes points to be deducted. Thus, the candidate

with eleven years of school, three years of general experience

but no special experience would receive the base score of

twenty-eight points minus five points for the lack of one

year of school, plus the subtraction of four points for the

lack of one year of general experience, and a further deduc-

tion of ten points for lacking the necessary year of spe-

cialized experience. His score, then, would be twenty-eight

minus five, minus four, minus ten, or nine points.

The first bias in the chart toward the college candidate

is represented by the heavy deduction for a lack of the re-

quired year of specialized experience. The college candi-

date needs no experience and is therefore not subjected to

this deduction. The second bias in favor of the college

trained candidate is shown in the paragraph adding two points

to the twenty-eight point base to candidates with an appro-

priate major, and three points to candidates with an



bias is 3

amount of

w-..
ALHJ

V

sizilar t

Ont



appropriate graduate school major but with no experience.

This bias is justified by the statement in the desirable

requirements, "graduation from.an accredited college

pgeferably with courses such as economics, labor relations
 

and public unemployment insurance." The final education

bias is shown by the lower chart setting limitations to the

amount of additional points that can be obtained.

Figures 9 (pages 33-36) and 10 (pages 37-39) are very

similar to Figure 8. Figure 9 was used to rate the candi-

dates while Figure 10 illustrates how a chart may be used

for purely screening purposes. It was employed to select

candidates to appear for the oral examination. Once the can-

didates were chosen, the scores were given by the oral

examining board, and these scores were then translated into

percentages and used for the final ranking process.

On the second page of Figure 9 is a sub-chart con-

structed in the same manner as the one in Figure 8. The

difference in appearance is caused by the large number of

classes combined in the one chart. Again, as in Figure 8,

the figures on the chart represent the various combinations

that equal the desirable requirements. Any of these combi-

nations, then, give seventy per cent of the weight allotted

for experience and education for the particular class under

consideration. The deduction factors for a lack of the re-

quired years of education or experience are quite different

than in Figure 8. There is a difference of emphasis. A lack



(+6

of education assumes a lesser importance. where five points

were deducted from twenty-eight for each year less than the

twelfth grade in Figure 8, only three points were deducted

from 2h.5 for the identical reason in this chart.

In the experience deduction factor, the same thinking

holds. For a lack of the necessary experience, a lesser

number of points was deducted than in Figure 8. This holds

for all except the IV level where a basic change was ef-

fected in the type of experience needed. The thinking behind

these deduction factors was based on the knowledge that

practically all (if not all) of the positions would be filled

from within the agency on a promotional basis. It was ex-

pected in constructing Figure 8, however, that all of the

positions would be filled by new employees to the state

service.

Page three of Figure 9 illustrates a definite attempt

at a quality evaluation of the candidates beyond the seventy

per cent figure. Page three also includes an added chart

limiting the number of points that could be gained by the

amount of education, the same type of device employed in

Figure 8. However, it has since been modified because of

criticism leveled by failing candidates. Page four of

Figure 9 shows a concrete definition of the somewhat intan-

gible description of the requirements listed on the announce-

ment.
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Figure 11 (page hO) represents current thought as of

July, 1950. It can be easily seen that no two charts pro-

vide the same emphasis. Discussion is already evident in

the agency to provide for alterations and modifications of

the philosOphy embodied in Figure 11. There has been no

final answer to the problem of rating experience and educa-

tion. A constant striving for improvement continues day

by day.

At the end of Figure ll a modification caused by criti-

cism of Figure 9 can be seen. No longer is the total amount

of experience points limited by the degree of education.

All candidates can receive the same amount of experience

points. However, in this chart, additional points can be

gained by possession of college credits. The net effect of

the alteration is the same. But the hOpe is to alleviate

criticism aimed at the thought that additional years of ex-

perience are of no consequence without additional years of

education.

The basic change in philosophy incorporated into

Figure 11 was the theory that all candidates should have a

conceivable Opportunity of passing the examination in spite

of their educational background. Constructing the chart of

combinations which equal seventy per cent caused the educa-

tion factor to drop to the tenth grade. This was a shift

from previous charts where the twelfth grade was the base

figure. This lowering of the base served two purposes:
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first, it allowed candidates with lesser degrees of education

an ample opportunity to compete in the examination, and

second, it made possible the requirement of additional years

of experience to such candidates. Thus, it can be seen that

the candidate with a tenth grade education or less needs ten

years of experience more than the candidate with four years

of specialized college. Further, three of those extra years

mustlhave been of the highest type and quality of experience.

In short, the object of the chart was to allow a conceivable

Opportunity for anyone to meet the requirements, but only

with the addition of many years of compensating experience.

Appeals from Ratings

Education and experience ratings are subject to more

controversy than any of the other devices employed in public

personnel testing. Opinion as to the value of particular

experiences is often subject to intense discussion and the

question of whether a senior bookkeeper is doing work equi-

valent to a junior accountant illustrates this problem in a

lucid manner. To the personnel examiner the bookkeeping

experience has a different value than that of the junior

accountant. However, to the senior bookkeeper, perhaps work-

ing side by side with the junior accountant, possibly doing

identical work in the main, the fairness of the rating may

be, and often is, sharply questioned.

Because of the need of depending on Opinion in'rating

education and experience and the objectivity of most of the
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other testing devices such as the written test, most of the

appeal problems connected with the Employment Service Execu-

tive examination involved ratings of education and experience.

Before discussing some of the specific appeals, some statistics

will be presented concerning the results of the education and

experience ratings. (See Table IIL.and Table IV, page 50.)

TABLE III

EMPLOYMENT SERVICE EXECUTIVE PROMOTIONAL EXAMINATION

EXPERIENCE AND TRAINING TABULATIONS

 

 

Passing Papers

 

No. Re- No. Rec.

E&T No. ceiving No.Rec. No.Bec. No.Rec. Less Than

Level Wt. Exam. max.E&T 31.5:35 28:3}.5 2ug5-28 Minimum

 

 

. IA 35 235 9 58 131 13 33

II 35 206 3 3k 86 21 65

IIA 35 150 a 29 72 19 30

III 35 138 31 75 18 1h

IV 35 33 1 5 15 10 3

All Papers

IA 35 266 9 58 132 13 63

II 35 276 3 3h 86 21 135

IIA 35 285 8 29 72 19 125

III 35 227 31 75 18 103

IV 35 137 1 5 15 10 107

 

The problem of appeals in the Employment Service Executive

examination was unique. Most candidates who appealed passed

the examination and there were practically no protests from

failing candidates. The reason for these appeals can be found

in the background information of the examination. Most of
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the applicants held only provisional or temporary appointments

at their current level, their permanent status was one, two,

or even three levels below their current rating. The appeals,

then, were not an attempt to gain promotion, but a fight to

retain the rank they held. To pass the examination and be

subject to future appointment was of no interest to them.

Actually the fact that they did pass and in effect were shown

able to perform successfully made their readjustment even

more bitter. Finally, demotion in the agency often meant

moving from one city to another.

In any case, a combination of factors led a large number

of passing candidates to protest their final ratings. Ap-

parently they felt their best opportunity for success lay in

the evaluation of education and experience and appeal after

appeal was received directed to the education and experience

rating.

To illustrate the type and temper of the appeals en-

countered, a number of them are presented below.2

Example 1:

”My experience with the Eichigan Unemployment

Compensation Commission, first as a Labor Supply Tech-

nician III, and later as a Personnel Methods Technician

III should have been appropriate for specialized experi-

ence on the IV level examination; that is, procedures

evaluation experience of employment service functions.“

Example 2:

"It is my opinion that I was given insuffi-

cient points for my experience and training."
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Example 3:

"I am basing this appeal on the over-all re-

sults of the examination, which appears to eliminate

about ninety per cent of the incumbents in this (Detroit)

area, and especially in the matter of the formula used

to evaluate experience and training."

Example A:

"I am protesting the evaluation of my experi-

ence. My contention is that during the period that I

was classified as an Employment Service Executive I and

as an Unemployment Claims Examiner A, I was, in fact,

working as an Employment Service Executive Ia."

Example 5:

"I have received the ratings I obtained . . .

and feel they are undoubtedly without prejudice and are

reasonably accurate. However, since the evaluations on

experience and training are apparently computed on some

mathematical equation based on information furnished by

the individual being rated, I feel that I have not been

given full credit for experience as against others with

far less experience in the classification.”

Example 6:

"I am dissatisfied with the evaluation of my

educational background."

Example 7:

"The examination announcement stated that any

candidate should obtain a maximum of 35 per cent for

eXperience and training. After the scoring, I am ad—

vised that the maximum in my case, because of the lack

of college education was 29.5 per cent, and five years

of my experience as an Executive I was entirely disreo

garded as a result of this method of scoring.

"Further, it sets up a discriminatory condi-

tion whereby one group of individuals are limited in

the possibility of Obtaining maximum scores and another

group being favored in that respect. My contention is

not to disregard or limit the credit for education,

but to permit all experience to balance out any educa-

tional shortage."
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Example 8:

"The undersigned are a representative group,

authorized to speak for all persons in the Detroit

area who wish to protest the evaluation of the recent

Employment Service Executive examination. Authoriza-

tion was given at a meeting held on March 18, 1950.

The following was resolved:

”Whereas, on March 9, l9h9, the State of

Michigan Civil Service Commission announced a promo-

tional examination for Employment Service Executive Ia,

II, IIa, III, IV, V, and VI, and

"Whereas, on page A thereof they advise that

in order to receive a minimum rating of 70% on experi—

ence and training, candidates must possess the desirable

qualifications listed, and

”Whereas in evaluating experience and train-

ing they allow a maximum of 35% of which a person who

has ll years of experience with the agency, and meets

the requirements of admission to the examination and

who has graduated from High School, only 29.5% of this

as credit to their final score, and

"Whereas, in evaluating experience and train-

ing they allow a maximum of 35% which a person who has

11 years of experience with the agency, and.meets the

requirements of admission to the examination and has

in addition a college degree 33.5% to 35.0%, and

"Whereas, this inflicts a penalty on many

of the employees of the Michigan Unemployment Compen-

sation Commission by reducing their final score by

failure to allow credit for supervisory and administra-

tive experience in private employment.

"Now, therefore be it resolved that one full

credit be given to offset college education for all

years of service within the agency, especially within

a supervisory capacity."

Each appeal had to be answered individually. In the main,

the appeals fell into two groups. The first consisted of

those who felt that their experience was not given a proper

evaluation. In some cases they felt that the content of their
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jobs had been misinterpreted and in other cases they felt

their agency experience had been wrongly evaluated by an in-

sistence on rating according to the job classification they

held. They insisted that, in many cases, they were doing

work outside of the classification they held. The second

group consisted of those candidates who, lacking a college

education, questioned the validity of the education and ex-

perience rating chart.

The paragraphs below contain the essence of the answer

given to the applicants questioning the validity of the ex-

perience and education chart.

”It was the feeling of the examination section

that only the best qualifications in all respects

should receive as much as 100». Others, who other-

wise met the requirements, should receive scores

somewhere between 70% and 100%. Obviously, on a

ranking basis, only a very few could possibly hope

to reach 100%.

EXperience and training consists of two factors:

Education and experience. Therefore, in constructing

a rating chart to rank employees Who have more than

the desired requirements it is felt that both factors

have to be taken into consideration. Thus, the chart

provides that additional years of experience by itself

would not rank a person at 100%. Nor would additional

years of education by itself rank a person at 100%.

To receive a tOp rank each candidate would have to

possess education and experience in addition to the

required basic amounts.” 3

Appendix "A" (memo of h/2l/50) illustrates a comprehen-

sive and effective answer to many of the appeals.

Those persons who protested on the basis of their having

worked out of classification received little attention. Any

department head, line supervisor, or employee can request of
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the Civil Service Commission a re-evaluation of a job. In

all cases brought before the review board no prior notice had

been given to the Civil Service Commission of any supposed

error in classification.

In actual practice, both the Civil Service Hearing Board

made up of men from without the agency, and the Civil Service

Commission itself, to which appeals from the Hearing Board

are submitted, have all too often reversed the decisions of

the technical staff. In the present situation, however,

solid backing was received and all appeals concerning basic

policy were ultimately unsuccessful.

 

l. Seventy per cent is an arbitrary figure used by most juris-

dictions including Michigan to represent a passing grade.

If some other figure such as fifty or eighty represented

passing, then passing on the education and experience

chart would represent one of those figures. While the

above practice is widespread, it is not universal. For

example, the Detroit Civil Service Commission uses mini-

mum requirements on all examinations. However, they

interpret minimum as equaling only 65% where 70% is

passing. Thus, a person who met the basic required edu-

cation and experience requirements in Detroit would

receive only 65% of the assigned weight for that part of

the examination and would have to compensate by attain-

ing more than 70% of the other parts of the examination

to receive a final passing grade. If, however, the

candidate did not meet the minimum requirements, he

would be rejected from the examination.

2. All of the illustrations were taken from confidential

transcripts of Michigan Civil Service Appeal Board pro-

ceedings. '

3. Taken from a sampling of cases prepared for the Michigan

Civil Service Hearing Board.
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CHAPTER VI

THE WRITTEN TEST

Early Testing Procedure

Present day civil service examinations reflect exami-

nations given in the school system. In England, the first

attempt at filling positions through tests was in the higher

professional and technical classes. Since most of the pro-

fessional personnel were recruited from students at select

colleges, it was normal to test the applicants for what they

learned in'gchool. Consequently, broad examinations were

utilized in England, first for the higher level positions

and then later in a somewhat modified form for the clerical

positions. It can readily be seen that examinations

developed to test for the professional and technical classes

would not necessarily be useful in testing for clerical

positions. Fortunately, tests of knowledge have been found

to have a significant correlation with intelligence. Further,

it has since been discovered that the correlation between

intelligence and clerical aptitude is in the neighborhood

of {.80.1

As a result of the chance relationship, early civil

service written tests were fairly successful in predicting

later success on the job, but the procedure was not of much

value when extended to the mechanical and administrative

positions.
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Since the early develOpment of written tests much re-

search has been conducted by the psychologists. They have

demonstrated that individual differences have considerable

influence on occupational attainment. It has been shown that

there is a best combination of knowledges, abilities, and

other traits for any one job, so the work of the civil ser-

vice agency, as well as personnel offices of private in-

dustry is to find the peculiar combination of traits required

and to validly test for them.2

Bases for the Written Test

Job analysis is performed by the classification staffs

in the larger public personnel agencies.3 In the smaller

jurisdictions, civil service technicians perform the func-

tions of classifier and then later the function of examiner

or test constructor. Because of the extremely close rela-

tionship, some agencies have attempted to coordinate the

knowledges obtained by other combinations of job duties.

In the Detroit Civil Service Commission, a deliberate policy

has been followed of transferring technicians for extended

periods of time back and forth between the classification

and examination sections. In the Michigan State Civil Ser-

vice Commission, examiners accompany classifiers on audits

of positions they will later examine.

The job analysis results in the preparation of a formal

class specification which lists, among other things, the



58

knowledges and abilities required for minimum acceptable

work performance. The class specification also includes a

list of typical duties and assignments as well as a list of

the more common aptitudes required for satisfactory performs

ance on the job. They are not meant to be an inclusive list,

nor are they usually listed in order Of importance. They

are merely samples of what can generally be expected of the

employee on the job. The examiner's problem is to study

carefully the knowledges and abilities, analyze the educa-

tion and experience section of the class specification,

carefully review the list of typical duties, and from an

analysis of the various parts of the class specification,

develop an outline of the topics to be used in the examina-

tion.“For example, a statement in the class specification

such as ”above average intelligence" justifies the use of an

intelligence examination. The statements "ability to get

along well with others” or "meets the public . . .,' make

feasible the use of a personality testj\ A final example

will amply illustrate the freedom given the examiner in con-

structing examinations even though he is subject to justify-

ing each individual section. A statement such as ”graduation

from college with major course of study in business administra-

tion" would be sufficient reason for the inclusion of any

subject apt to be taken by the business administration major,

such as accounting, economics, or mathematics. Each section

used in an examination demands justification from the class
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Specification, but it can be written to give the examiner a

broad area in which to test.

In constructing a written test, one starts with the

develOpment of the outline. The outline used for the Employ-

ment Service Executive Series is illustrated in Figure 12.

 

 

Section No. #—

Number Section Headingg Items Weight

1 Interviewing 35f l

2 Vocational Guidance 65 l

3 Occupations 65 1

Total - Is 165

% General Personnel Management 30 l

. Job Analysis 30 l

6 Labor Relations 20 1

Total - II, IIa 2L5

7 Placement Services 35 2

8 Office Practices,

Procedures, and Techniques 10 1

Total - III

9 Business Information 55 2

10 Management Practices 10 1

Total IV 355

 

Figure 12. Examination outline for the Employment

Service Executive Ia-II-IIa-III-IV.

Types of Items

After the outline is prepared listing the sections to

be used, the next problem is the securing of individual items.

Most items are written by the examiner using as source

material reliable and standard books in the field. As the

items are constructed they are fully documented like the

sample item card shown in Figure 13 (page 60).
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In a geographical filing system, material

to be filed is first classified according

to the name of the state.

True

Doris and Miller

Complete Secretary's Handbook N.B.

p. 25 §-;6   
 

Figure 13. Sample examination item source card.

Because of the need of highly reliable test items that

can be easily and quickly scored, written test items in civil

service examinations have tended to be of the objective type.

Essay items tend to be used only Where insufficient material

exists to properly prepare items in objective form. Hard

work and sufficient preparation can usually translate a good

essay section into a group of the objective type of questions

covering the same material.

The following kind of items are most often used in civil

service examining:

1. Completion.

2. Multiple-Choice.

3. True-False.

(A) Yes-No.

(B) Correct-Incorrect

Completion Items

Completion items are most closely related to the essay

form. This kind of item offers an incomplete statement and

the candidate must complete it either with a word or two, or
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a short phrase. Examples are listed below:

Example: The chemical formula for water is: Ex.

Example: A circular chart having segments

representing various percentages

of the whole is known as a: Ex.

The answer to the first example is "H20" and the answer

to the second is "pie chart." The completion item is also

called a ”recall item.” These questions must be answered

through direct recall of the specific knowledge required.

They present to a great degree some of the problems found in

using the essay type item.

In most cases, no matter how carefully the examiner may

prepare the item, more than one correct answer may be found.

The most common variant will be a shift in the tense or

degree of the answer. The answer to a question may be "race,"

but the candidate may say "racing," or "raced." Depending

on the group being examined, all of the answers listed above

could be considered correct. In actual practice, the most

desirable method of scoring completion items is to keep a

tabulation of all answers submitted, with the examiner indi-

cating which choices are to be scored correct. This tabula-

tion can be built up from examination to examination until a

point is reached where only occasionally will the examiner

have to decide whether new alternatives are acceptable. In

large agencies that utilize test-scoring clerks, the procedure

can be developed so that the test checker need bring only new

answers to the examiner. However, even with an efficient
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set-up a great deal of time must be spent by the exaniner in

scoring completion items. Also, with more than one possible

answer, the problem always exists of accuracy of the scoring

key.

Multiple-Choice Items

To get around just such problems as those listed pre-

viously, but to retain the best elements of the completion

item, the Multiple-Choice item has become more common.

Example: The capital city of the State of Michigan is:

(A) Detroit.

(B) Grand Rapids.

(C) Lansing.

(D) Flint.

(E) Kalamazoo.

The answer to the above item is Lansing. In this type

of item, the candidate must show recognition of the correct

answer rather than recall it. There are major advantages in

employing the multiple-choice questions. The foremost

advantage is the ease of scoring. Multiple-dhoice items can

have but one correct answer and the candidate must choose

from one of the choices listed. The examiner can reduce the

entire scoring Operation to a clerical procedure. No tech-

nical knowledge of the subject is required. Given a scoring

key the test scorer can rapidly and accurately score exami-

nation after examination.
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The multiple-Choice type of item as well as the true-

false, to be discussed later, lend.themselves to the use of

answer sheets and mechanical scoring. The most widely known

mechanically scoring device is the IBM scoring machine, which

makes use of the recording of electrical impulses. These

impulses are produced in the following manner: the candidate

uses a soft lead pencil to mark his answers in predetermined

locations on the answer sheet. Usually he must blacken in

one of a series of pairs of lines such as those illustrated

below:
 

 

Figure 1h. IBM answer sheet marking

procedure.

The answer to the sample multiple-Choice item shown previously

would have been choice (0) Lansing. The candidate would

therefore blacken the (C) choice. The answer sheets are

placed in the IBM machine Where electrical contact is made.

Disadvantages in using IBM scoring machines, however, have

kept many jurisdictions from adopting them. The major consi-

deration that discourages all but the largest jurisdictions

from utilizing these machines is the cost involved. Another

consideration is inaccuracy caused by the lack of electrical

contact in the machine when candidates do not press hard

enough with their pencils while recording their answers.

Inaccuracy is also caused by the machine picking up sweat



6h

marks and dust particles. However, the largest cause of

error is the sensitivity of the machine to atmospheric condi-

tions. Under humid temperatures the machine will simply not

score accurately. Finally, the problem and expense of re-

wiring the machine for each different answer sheet precludes

its use on all but the largest examinations.

The Michigan Civil Service Commission makes use of semi-

mechanical scoring, but without the use of the IBM scoring

machine. Michigan prints the answers on the answer sheet

.33323 the candidate has marked his answers. The test scorer

then compares answer and key to score the examination. Note

the illustration shown below:

 

 
 

Figure 15. Michigan Civil Service answer sheet

scoring method.

Under this system an answer stencil is typed and the

answer sheet is re-run with.the key being super-imposed on

each candidate's paper. Most of the disadvantages of the IBM
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scoring machine are overcome. The cost is low and the

answers are always legible. Besides it is adaptable to much

smaller examinations volume-wise than is the IBM system.

Also, it has some distinct advantages of its own. The candi-

date can see the answer key super-imposed on his own answer

sheet when reviewing his examination. That is not possible

when the IBM scoring machine is used. The major advantage is

the ability to tailor make the answer sheet. In the illus-

tration shown above, multiple-choice items are interspersed

with true-false items. Using the IBM scoring machine confines

the examiner to a number of pre-set patterns unless expensive

individual effort is expended.

Multiple—choice items can be constructed with any number

of possible choices, though.usua11y from three to seven

choices are found. Probably four or five choices are the

most common.5 The greatest difficulty in constructing

Multiple-Choice items is the employment of suitable distrac-

tors. If a four choice item is constructed and only two of

the choices are obvious, then the candidate is actually con-

fronted with the equivalent of a true-false situation. He

can take one of the two remaining choices and by a1swering

it true or false decide on the answer to the multiple-choice

item. The difficulty of constructing multiple-choice items

with satisfactory distractors causes sufficient concern to

seriously question their use in any, but very carefully con-

structed and validated sections. The above statement is made
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in the face of a strong and marked trend toward the use of

multiple-choice items almost to the exclusion of other types.

It is felt that a weak multiple-choice item is less desirable

than a weak true-false item. A true-false question employs

penalties to account for guessing, but a multiple-choice item

usually presupposes enough choices to offset the guessing

factor and consequently no consideration is usually given

to it. In tabulating scores of material used in Michigan of

apparently the same difficulty and covering the same subjects,

results have been consistently higher on multiple-choice

items than on true-false. Multiple-choice presents problems

in construction because a much greater knowledge is required

of the field under consideration.

A multiple-choice item is made up of a premise and.the

alternative answers. The information the candidate needs

in order to answer the question should be set in the premise.

When the applicant has read the premise, he should know the

general type of answer for which he is to search among the

various choices.

Many examiners prefer an indicative form of the premise

to an interrogative form. In the treatment of incomplete

answers, however, it is frequently difficult to set up a pre-

mise except in the interrogative form. Attempts to construct

all multiple-choice items in the indicative form are apt to

result in cases of stilted expressions or expressions that will

not constitute a grammatically accurate sentence when coupled

with the expected correct answer.
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Some writers like to compose items that require a compe-

titor to find something that is 223 a reason or to find a

practice or principle that is 333 a good practice or principle.

Although it is not being suggested that all items should be

positive statements, it is believed that this shOuld apply to

the great majority. This is because a negative item among a

group of positive items tends to act as an irritant to the

candidate.

In developing the correct choice, the examiner must make

it long enough to formulateidaquately the expectedresponses,

but it should not be unnecessarily so. The examiner must

bear in mind that if the correct choice is long then the in-

correct choices should also be long, and that as the correct

answer becomes longer and longer he can less and less readily

build up each incorrect choice to the same length. Many

item.writers tend to protect the correct answer by adding

so many qualifying phrases that they cannot hope to develop

their incorrect choices to the same degree of complexity and

length. Candidates have occasionally been able to obtain

good scores merely by marking as correct the longest of the

possible choices. The item as a whole should be so constructed

that no one is able to ignore the premise and to select the

expected answer by the way it is worded. The writer should

also attempt to avoid the "nice" type of item in which the

differentiation between the expected answer and the incorrect

choices can be made entirely on the basis of the expected
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answer containing many "nice” words, while the incorrect

answers contain only "bad" words. An incorrect choice ob-

viously so absurd in relation to the premise that no candi-

date will consider it is an absolute waste from an examina-

tion point of view. An efficient incorrect choice is one

that has pulling power for the poorer qualified candidates.

In developing items as a whole, the examiner should attempt

to construct correct and incorrect alternatives so that the

better qualified candidates choose the expected answers as

a result of superior insight. The incorrect choices should

be so stated that in selecting one of them the less qualified

candidates can demonstrate that, because of this lack of in-

sight, they think and react differently from those persons

better qualified. The attraction of the incorrect answers

for the less qualified candidates should be that these in-

correct alternatives are statements of the same kinds of

incorrect concepts, illogical conclusions, and generally

erroneous ideas that they tend to hold. Perhaps the greatest

difficulty in constructing incorrect answers is to have

choices that appear plausible to the less qualified candi-

date, but not so plausible that they are chosen by the better

applicants.

One final work of advice should be given to the appren-

tice item writer. Experiments have shown that even well

constructed items must be placed in a certain order to be

'most effective. It has been found that among candidates who
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have no knowledge of the answer in a five choice item.the

first choice is the one most often guessed. This is followed

by the fifth choice and then by the third, fourth and

8

finally the second choice.

True-False Items

The true-false item is the final type that will be dis—

cussed in detail in this paper. Other items such as matching

questions are sometimes used, but, in the main, the items

described in this paper contribute the major portion to

written civil service tests. As in the completion item, the

use of appropriate wording can become the difference between

a good true-false question and a poor one. Trueu-false items,

more than other types must be pointed closely to particular

examinations. For many positions only a small amount of

education is required; for others, college or more is needed.

An item.that is appropriate for one group is not necessarily

satisfactory to the other. For example, the following item

is apt to be answered differently by various groups:

"Water freezes at 32°."

To the average person this would be a true statement.

To students of high school chemistry or physics a query

would be raised as to whether Fahrenheit or Centigrade scale

is referred to. Adding the symbol ”F", the average person

familiar with high school chemistry or physics would consider

the item true; however, to the physicist, the expert in this

field, this statement would be unqualifiedly false even if
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the symbol "F" were added. In the first place water does not

freeze at 32°, but begins to freeze at that temperature and

then only when certain conditions are present as purity of

water, atmospheric pressure at sea level, etc. This illus-

trates the point that not only must language be used

suitable to the occupational group to be tested, but that

suitable qualifying statements must be included in the items

depending on the knowledge of the group.9

The true-false item may be used in testing the appli-

cant's knowledge of a concept, fact, principle, reason,

inference, meaning application, etc. A series of principles

can be expounded concerning the construction of true-false

items. These are listed below:

1. There should be no ambiguity.

2. Each word should be commonly understood.

3. The statements should not be excessively long.

A. Such words as "no,” "not," ”always," and "never"

should be avoided insofar as is possible.

5. Questions with obvious answers should not be used.

6. Do not include items Which may be partly true and

partly false.

7. Questions which express opinionated views, without

giving the source, should also be avoided.

The true-false item is used in several modified forms. Note

the two examples.

Diseases that may be transmitted by water are:
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l. Typhoid Fever T F

2. Diphtheria T F

3. Diarrhea T F

A. Cholera T F

5. Tuberculosis T F

This type of item is particularly adaptable to testing the

applicant's knowledge of several facts all of which have

something in common.

A certain Office has a mailing list which now con-

tains about 1000 names. An average of 60 new names

are added each week. An average of 20 of the old

names are discarded each week. The names to be

added and removed from the mailing list come to

the senior clerk who has charge of the list partly

on typed sheets of paper containing from 3 to 30

names and partly on carbon copies of letters.

1. Cards are superior to loose leaf books

for keeping such a list. T F

2. To prevent the loss of some names, the

list should be kept in a bound book

with all names beginning with the same

letter on one or two pages. T F

This type of item is adaptable to testing the applicant's

judgment in a given situation, or his interpretation of case

histories, experiments, etc. This form of test should

include 5 to 15 questions on each situation, case history,

or experiment.
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Sources of Items

Item construction is one of the most difficult and time

consuming factors in civil service examining. Fortunately,

sources are available on which the test constructor can rely

to supplement his own efforts in this field. Supplementary

sources become an indispensible factor in the smaller agency,

where it is physically impossible to construct all the

necessary items.

The Michigan Civil Service Commission makes use Of the

Federal Security Administration test service for items in

certain fields. Wherever the federal government grants

monetary aid for personnel services to state governments, it

demands fldat those governments employ that help on the basis

of merit examinations. Since many states do not have exist-

ing merit agencies, the federal government has aided the

organization Of Merit System Councils. These councils are

then provided with examination material by the test service

of the Federal Security Administration. States with existing

civil service commissions, however, are also given the benefit

of the work produced by this agency. The Michigan Civil

Service Commission makes use of examination material prepared

by the Federal test service in areas such as Social Work and

Employment Security.

Perhaps the single most useful source Of examination

material is the Civil Service Assembly of the United States

and Canada. This professional organization of public
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personnel administration maintains a test exchange service

for the use Of its members. All members send copies of their

examinations to the Assembly and in return borrow examination

material sent by other agencies.

Civil service agencies, including Michigan, make use of

city and state agencies. Experts in various fields are

available and their aid is utilized in constructing examina-

tion items. Colleges are another source of which civil

service agencies make a great deal of use. Classroom exami-

nations are Often obtained and with very little adaptation

can be fitted into examinations. In many other cases, very

generous OOOperation is obtained from specialists in certain

areas who will give freely of their time and construct items

for civil service agencies. These items can usually be used

with very little editing. Finally, many, if not all, civil

service agencies maintain item card files in.which they file

items concerning most of the fields in which they must pre-

pare examinations. At the present time the Michigan card

file consists of more than 100,000 items. These items range

over most any topic conceivable from "Ability to Get Along

with Others" to "Zoology.“

Examination items are reviewed after construction by

subject matter experts. Since, in spite of the sources

available, a majority of examination items are written by the

specialist in test construction rather than the subject

matter specialist, it usually is advisable to have the questions
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reviewed for adequacy, and correctness. A further review is

usually made in Michigan by the supervisors of the departmental

personnel involved. This review is to check not so much for

accuracy as for pertinancy for the job.

Time Allowances

After the examination items are compiled and reviewed,

they are assembled into subject matter sections although some

agencies do not attempt to do this. The sections to be em-

ployed had been decided earlier, of course, when reviewing

the class specification knowledges and abilities. sections

are then assigned time allowances. _As in many other areas of

civil service administration, the setting of the time allow-

ance may depend on the general policy of the agency. In

Michigan time allowances are generally nine minutes for 25

true-false items and a minute for each multiple-choice item.

These times are considered sufficient for all but the very

slowest. This policy is deliberate and is aimed at keeping

at a minimum criticism of the agency. Detroit Civil Service,

on the other hand, because of its longer period of existence

and consequent greater acceptability, follows a policy of

timing sections so that only those who know the area will

finish within the allotted time. With true-false items, for

example, their time allowance is 25 in six minutes or one-

third faster than in Michigan. The time allowance for

multiple-choice is correspondingly faster in Detroit.
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Weighting the Parts of the Test .

After sections have been organized and time allowances

set, the examiner must then "weight" the various sections.

Weighting involves an determining of the relative weight or

importance of each section of the examination in relation to

all other sections. Thus, if an examination was prepared for

Senior Personnel Technician, the following sections might be

used.

1. Intelligence Test

2. General Background

3. Personnel Techniques

The problem for the examiner would be to determine (guess)

of what importance each of the sections is to the total test.

(See previously displayed copy of Employment Service Executive

examination which includes weighting of the various sections.)

Weighting is one of the vital devices employed by the test

technician. By prOper weighting, sections can be assured of

their proper importance. This follows both for the sections

that are well constructed and pertinent and for the sections

that are weakly constructed and test only fringe knowledge.

A section of the latter kind can be assigned a low weight by

the trained examiner and can be put into examinations because

it is expected and lends face validity. Yet the examiner

can, at the same time, by an adjustment of the weight, negate

the value of the section in terms of really contributing to a

passing score.
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Weighting is by far one of the most useful and important

appliances utilized in test construction. It is in this as-

pect of the examination that it is most important for the test

constructor to know intimately the duties and functions of

the job for which.he is preparing an examination.

Statistical Procedure

After an examination is carefully prepared, assembled,

and administered much paper work still remains; first, the

examination must be scored. Earlier in the paner scoring

methods were described; however, the actual scoring for right

and wrong answers is only part of the task, as a great deal

of statistical tabulation and analysis still remains. The

specific statistical techniques vary slightly from agency to

agency. Some omit various parts; others, with the time and

money required, spend time experimenting with and analyzing

results.

In Michigan, the following statistical methods are em-

ployed as routine on all examinations. Each individual sec-

tion is tabulated according to the number of candidates that

receive varying numbers of right answers. High, low, medium

and quartile scores as well as an effective range is then

computed so that from the statistics obtained, comparison

can be made from section to section.

A large number of agencies, at this point in the process,

determine the standard deviation of the various sections for
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comparison purposes. Michigan, however, has adopted a proce-

dure develOped by the Detroit Civil Service Commission which

is shorter and easier to compute and produces substantially

the same result. The basic problem, whether using the stan-

dard deviation method or the one to be described in this paper,

is to make sections count that part of the examination that

they were intended to do. The most simple illustration of

the problem under consideration would be a free answer exami-

nation consisting of two questions, one of which the test

constructor feels is worth twice as much as the other. The

problem is how to treat scores so that the ratings on one

question will have twice the final effect (have double the

weight) on the total rating as the other.10 The examiner may

approach this problem from several different paths. He may

rate both questions on a basis of 100; then multiply one

rating by two and combine the scores or he may allow only

66 2/3% for one question and 33 1/3% for the other. However,

it is an accepted fact in statistics that the distribution of

scores affect the weights assigned. Notice the hypothetical

scores shown in Table V.

TABLE V

RESULTS OF POOR SECTION WEIGHTING TECHNIQUE

 

 

 

Paper Question 1 Times 2 gguestion 2 Total

1 100 200 60 260

2 98 196 70 265

i 96 192 80 272

9A 188 90 278

__5 92 18k 100 28k
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Thus, the total score is largely determined by the scores on

the second question. This is because the second question

shows a range of scores 5 times the range of the unweighted

scores on the first question and 2% times the range of the

weighted scores.11

”Statistical research has shown that the standard devia-

tion is more truly representative of the form and shape of a

distribution than is any other single statistical measure."12

However, Detroit has developed and Michigan is using, with a

slight modification, a substitute method of producing the

same results. An illustration will show the relationship

that exists between the results obtained employing the method

described in Appendix‘ C. and the standard deviation method.

(See Table VI, page 79). The similarity between the multi-

plying factors derived using an average of the Effective

Range Method and the Inter-quartile Range Method and the

Standard Deviation Iethod can be seen by studying Table VI.

Detroit has found that, "if the total weighted scores of a

test battery for a group should be computed by these two

methods and the results correlated, correlations of from .96

to .99 would be secured.“13

Whatever the method employed, whether standard deviation

or some other accepted method, the multiplying factor that is

derived is multiplyed by the raw score of the sectiOn to

obtain the weighted score. The weighted section scores are
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TABLE VI

VARIOUS METHODS USED TO DERIVE

MULTIPLYING FACTORS

 

 

 

Multiply- Multiply- Multiplying Multiply»

ing fac- ing factor factor de- ing factor

tor de- derived rived using derived

rived us- using the an average using the

ing the Inter- of the effec- Standard

Effective Quartile tive Range & Deviation

Test Relative Range Range Inter-Quartile Method

Section. Weight Method Method Range Methods

1 ' 3 2. 068 059 061.]. .68

2 1 1100 1.00 1.00 ' 1.00

1 .25 .18 .22 .20

fl 2 1.70 1.60 1.65 1.66

5 l .13 .11 .12 .11

6 l .73 .73 .73 .83

7 12 1.10 1.15 1.13 1.08

 

added to derive the total weighted score for the examination,

these scores are tabulated, and the examiner is then ready to

set a passing point for the examination

Setting the Passing Point

A passing point for a more or less unstandardized civil

service test is a difficult problem to solve. There are

several methods employed. One of the first decisions to be

made is whether or not it is desirable to pass a large

number of candidates. Most agencies determine the answer to

this on a policy basis. The agency may commit itself to a

policy of passing just enough to fill the existing vacancies

or it can adOpt a policy of passing most candidates, making



80

the assumption that most of them will never receive appoint-

ments, but having passed the examination, they will harbor

less resentment against the agency. It is an unanswered

question whether more ill will is produced by passing a can-

didate who will never receive an appointment or by failing

him. In either case, the civil service agency can expect

some degree of bad feeling as a result of the examination

process.

Passing points are sometimes set on the basis of breaks

in the final tabulations. That is, a tabulation is made of

all the final total weighted scores. A typical tabulation

of 175 candidates might look like the one produced in

 

Figure 16.

Class

Interval Number of Cases

96 - 100

91 - 95 l

86 - 90 111

81 - 85 1:11 11

76 - 80 3351 111

71 - 75 1111 2&11

66 - 7O .1111'11&} ewe;

61 - 65

56 - 60

£1 - 55 wage 1111 wags 1111 aaaa'2322-eaaa

6 - 5o -}111'1111'1111'1111‘111111111

bl - A5 11111-1111‘1111'1111

36.. 110 11111111111111

31 - 35 1111~111111111

26 _ 30 age} 1

21 — 25 1111

16 _ 2O 11

11 - 15 1

6 - 10

1 - 5 1

o -

Figure 16. Tabulation of hypothetical total weighted

scores.
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A quick glance shows a significant break in the scores at the

66 to 70 group. It can be deduced that the Ah candidates

with scores of 66 or better show a distinct and definite edge

in knowledge over the balance of the group. From the picture

given by the tabulation one can guess that the average candi‘

dates will cluster together at scores below 55, while superior

candidates will achieve scores of at least 66. In setting a

passing point based upon a break in the tabulation, a score

of 66 would be set. Setting a passing point upon this basis

ignores several factors that may or may not be important.

One of the factors not considered was the number of jobs

to be filled. Given a situation Where only two positions were

vacant, passing all AM of the candidates in the upper group

would indicate a policy of passing more candidates than can

possibly be appointed. On the other hand if 60 or 70 posi-

tions were to be filled, the question of provisional appoint-

ments would have to be met. To fill all vacancies the

A
passing point should be set at A6 or 51,1 but would this

pass unqualified persons? Since most agencies are working

with more or less unstandardized tests, it is very difficult

for them to answer this question. A great deal depends on

whether the group in question is above average, average, or

below average. The same problems exist if passing points are

fixed on the basis of a set percentage of the candidates.

Many jurisdictions decide beforehand, as a matter of general

policy to pass perhaps 25% or maybe 50% of those competing.
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Some agencies have attacked this problem by standardiz-

ing sections, even though the examinations as a whole are not

standardized. Thus, Michigan maintains a section card file.

Information listed includes: the examination in which it has

been previously used, the level of the groups, the number of

candidates in the groups, the highest scores achieved by

each group, the third quartile, median, first quartile, and

lowest scores, as well as the effective ranges for the groups.

From the information listed on the section card, the examiner

can estimate what scores the new groups should probably

achieve. For example, a section entitled English Usage might

show the following results.

TABLE VII

ENGLISH USAGE SECTION STATISTICS

 

 

 

Third First Effec-

No. High Quartile Median Quartile Low tive

Exam Use Cases Score Score Score Score Score Range

Personnel

Technician 225 2h 19 15 1o 2 23

Sr 0 Admini'

strative Ash» 115 2A 22 17 13 2 2

Social Worker 300 25 18 1h 8 2 2

Sr. Social

Worker 85 25 23 18 it h 22

Sr. Librarian 100 25 23 17 1h. 3 23

 

From inspecting Table VII the examiner can ascertain what

to expect from a new group. Apparently those persons who

reach the senior level score three or four points better than

candidates for induction levels. The examiner can then decide
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that if the class under consideration is a senior level that

the successful candidate should get twenty-three or seventeen

depending on what percentage of the group it is desirable to

pass. This figure of twenty-three, for example, can be

multiplied by the multiplying factor for that section in the

examination under consideration, and a passing score for that

section established. This procedure may be followed for

every section with the passing point becoming the total of

the passing points of each of the sections. This procedure

guarantees a maintenance Of minimum standards even when the

examination itself is not standardized. The procedure could

tell us that in the tabulation listed previously it might

have been possible to lower the passing point to AS or 50

to allow for a large number of job vacancies. This could

have been done if the total of the section passing points fell

at MS or less since it would tell the examiner that the group

under consideration was above average. On the other hand,

if the total of the section passing points was 65 or 75, it

would indicate that under no conditions should the passing

point be dropped to AS or 50-—perhaps it should even be

raised to 65 or 75.

After a passing point has been set it is necessary to

convert the weighted scores into percentage scores. The

number of weighted points fixed as the passing point become

70% of the percentage points allowed for the written test.15

The most common procedure is then to subjectively guess on



811

the basis of past performance or the performance of similar

groups the highest and lowest percentages to be granted.

It is then a simple matter to fit the intermediate scores

into intermediate percentages. It can and probably is

usually done on a straight line basis. If more refinement in

technique is desired, the percentage scores may be so scaled

that under any part of the total scores would exist the same

percentage of cases as would be found under a normal distri-

bution curve. A refinement to this degree, however, is

hardly worth the effort.

Test Analysis

No report on the preparation of civil service examina-

tions would be complete without some reference to an analysis

of test results. While thorough and extensive analysis of

test material is an impossible task for the small agency

and only a possibility for the larger agency, each Office

should attempt to do everything possible within its budgetary

position to improve examination techniques and material.
[1%

/

[Item analysis studies and validity studies are the two

best known statistical devices employed in improving an

examination progran. But even here, a word of caution must

be used. Validity studies, in spite of the demand for them

are almost non-existent in civil service testing.§ To explain

this one must understand the basic difference between more or

less unstandardized civil service examinations and the well
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standardized test developed by the psychologist to test for

a specific interest, ability, or other function. The psycho-

logist can take a set number of items and try them out again

and again. He can shuffle, change, revise. He can set up

very exact control situations. And finally, he can obtain

thousands and even millions of cases to document his studies.

His end product after an enormous amount of effort is usually

a near perfect instrument that can be utilized for a specific

purpose.

Almost none of the conditions described above exist in

civil service testing. Groups cannot be controlled. Exten-

sive numbers of candidates are not always available. Criteria

is most difficult to obtain. And finally, the basic require-

ment for a validity study cannot be fulfilled in civil 3(

service testing. That is the employment of a control group,

some of whom.do well on a test and some of whom do not do

well. Civil Service must employ only those candidates who

do well on a test constructed for the job in question.

(EConsequently, in spite of repeated criticism of civil

service agencies for their apparent apathy in failing to

validate their work, not much will be found along this line

among them, either now or in the near future.f However, there

does remain an area in which they work toward improving their

test material. Improvement lies along the path of item

effectiveness. Without too much additional labor an agency

can find out Whether items are too easy, too hard, or whether
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they discriminate between the groups that ultimately doéwell

on the total test and those that do not score as well.1

They can also isolate specific subject areas by means of item

homogeneity studies. Michigan does carry on studies in

these areas. For the Employment Service Executive examina-

tion under consideration in this paper, a study of the effec-

tiveness of the items was prepared. This study together

with its conclusions is shown below after an explanation of

the mechanics.

Since many different methods are aviilable the method

and mechanics used in this particular situation will be ex-

plained in detail. The tetrachoric correlation coefficient

was employed. The tetrachoric correlation can be used to

advantage if one is measuring only the presence or absence

of certain traits but not their scaled measurements. For

purposes of this analysis the traits to be correlated were

whether a candidate passed or failed the written test and

whether he answered a particular item correctly or incorrectly.

For purposes of this study a passing score on the examination

was considered to be a weighted score of 110.5. The actual

passing point was 110. However, scores of 110.5 or above

included exactly 25% of the candidates and so were used.

Once the passing score was determined, the material was

ready for tabulation. This type of correlation can be obtained

only for groups which possess or do not possess certain traits.

In this study those candidates who had scores of 110.5 were
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considered to possess a trait and those persons who success-

fully attempted tO answer an itemvmaerconsidered to have

another trait. Therefore, the necessary pass, fail situation

was set up.

One of the biggest advantages of the tetrachoric correla-

tion coefficient is the simplicity of the method with which

it is obtained. It is only necessary to run a tally accord-

ing to the following illustrations:

x I z

y [ k

pass first but fail second trait

 

Where:

I

fail both traitsY

z I pass both traits

k fail first but pass second trait

After the tallies are obtained it is necessary to find what

proportion of the total number of cases fall in each square.

The following diagram is then constructed:

 

 

' (c)' _ (bl _'

'_ _. 181'

X, y, z, and k now represent proportions of the total which,

    

of course, must add up to a hundred percent. A and b are
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placed anywhere outside the box and the square which is

common to both a and b becomes c. A equals, in the above

example, 2 plus k. B equals y plus k. To obtain the

correlation coefficient it is necessary to turn to the appro-

priate page of the book of charts and pick out the correla-

tion coefficient.l7 There are no complex mathematical or

statistical formulas involved. Exacting accuracy is sacri-

ficed since the correlation coefficients are seldom valid

to more than two places and usually only to one decimal

place. However, their simplicity of computation where exact-

ing accuracy is not required offsets this one minor defect.

On pages 89 and 90 is prOduced a copy of the study described

'in this section.

To be of any significance it is felt that (subject to

certain conditions) the relationship between the upper and

lower groups to their ability to answer the item correctly

must show a correlation coefficient of at least .20.

On the basis of this criteria, then, it was found that

117 of the 2h5 items showed no significant effectiveness;

therefore, those 117 items should not be included in a revi-

sion of this test. With the elimination of these items the

effectiveness of the test will probably be increased.
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EMPLOYMENT SERVICE EXECUTIVE II

A Study in Item Effectiveness

PURPOSE

To determine the effectiveness of the individual items in

the written test in terms of those candidates who were

successful on the written test.

BASIC DATA
 

Title of Examination: Employment Service Executive II

Date of Examination: May 7, 19u9

Examination Number: 17h6 P

Number of Items: 2h5

Number of Candidates

Taking Examination: 280

Number of Cases Used

in This Study: 100

Upper Group: 50 cases selected at random from above

the third quartile

Lower Group: 50 cases selected at random from below

the first quartile

Q1: 80 weighted points

Q3: 110.5 weighted points

Passing Score on

the Written Test: 110 weighted points

Method of Study: The Tetrachoric Correlation Coefficient

was employed.

1. Pass or fail written test

(weighted score of 110.5)

2. Whether or not item was correctly

answered.
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TABLE VIII

RESULTS OF EFFECTIVENESS 0F ITEMS FOR THE

EMPLOYMENT SERVICE EXECUTIVE II

 

 

 

Correlation Coefficients NO' 03
Items in

Section Name x l 2 3 h ‘5» 6 #7, 8 _97 Section

1 Interviewing 9 1 h 2 10 u 3 1 1 35

2 Vocational 37 1 5 h 7 2 3 3 2 1 65

Guidance

3 Occupations 3h h 7 5 7 h 2 2 60

A General Person- 16 1 2 u 1 l 3 1 1 3o

nel Management

5 Job Analysis 10 h h l 3 7 1 3o

6 Labor Relations _l_l_ __ 3 __2. _2_ __3_ _3 __ __3_ _l 20

Total 110 7 2h 21 28 17 21 7 7 3 2A5
 

x = Unacceptable

a) more than 35 cases (70%) of lower group got item right

b) less difference than 5 cases (10% between upper and

lower groups getting item right

0) zero or negative correlation

Correlation Coefficient

to .09

.10 to .19

.20 to .29

o O to 0&9

. 0 to . 9

050 to 059

.60 to .69

070 to .79

.80 to .89

.90 130 099
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Footnotes for Chapter VI

 

I:—

2.

3.

he

5.

6.

ll.

12.

1 .

l .

15.

l6.

17.

The Minnesota Clerical Aptitude Test is a good illustra-

tion.

Donald J. Sublette, Pencil and nger Testing as a

Selection Technique in PublIc Personnel Administration,

Detroit Civil Service Commission, 19h5, p.'22.

The Statesof New York, Michigan and California are

examples.

The cities of Flint and Highland Park, Michigan are

examples.

Examination of hundreds of tests given by many juris-

dictions throughout the country show four and five

choices to be the most common. Michigan maintains an

out of state examination file.

Observations based on approximately 100 examinations in

Michigan where subject matter material was divided

into a true-false part and a multiple-choice part.

These examinations included multiple-choice material

obtained from the U.S. Federal Security Board and the

Civil Service Assembly.

Sublette, Op. Cit., pp. 39‘th

Harold E. Burtt, Principles of Employment Psychology,

Harper and Brothers, New York, 19H2, p. lhl.

Sublette, Op. Cit., p. 3h.

Donald J. Sublette, Notes on Statistical Procedures in

Connection with Personnel Testing, Detroit Civil Ser-

vice CommissIon, I936, p. 17.

Ibid., p. 17.

Ibid., p. 17.

15I3., p. 20.

In a state agency especially the number passed that are

required to fill a given job depends on several factors

including the time interval between the announcement

and the release of the results and the geographical

location of the vacancy.

Most jurisdictions use 70% as the passing percentage.

If some other figure such as 75% is used as a passing

percentage then the passing point (total weighted

score) would equal 75%.

A study of this kind assumes a certain degree of validity

in the test. As long as departmental acceptance of the

results of an examination is satisfactory, this tenta-

tive validity is assumed.

Lewis L. Thurstone, Computinngiagrams for the Tetrachoric

Correlation Coefficient, University Of Chicago Press,

ChIcago, 1933.

 

 

 

 



CHAPTER VII

ORAL INTERVIEWS

Introduction

Wherever possible oral interviews are made a part of

civil service examinations. Oral interviews are simply per-

sonal interviews with the candidates to determine personality

factors that cannot yet be validly examined through the means

of a written test. While many personality tests are now in

existence, none of them has yet been able to receive the

acceptance required for civil service testing. They are

still in the experimental stage and, when used by civil ser-

vice agencies, are used on an experimental basis only.1

An oral interview is something quite different from an

oral examination. Oral examinations test for knowledge, and

substitute for the written test. The oral interview, however,

is not primarily concerned with the knowledge indicated by

the applicant. Rather, it tests for such personal factors

as voice, speech, appearance, alertness, ability to present

ideas, judgment, emotional stability, self confidence,

friendliness and other personal characteristics needed for

the job under consideration. While knowledge, as such,

does not enter into a rating of this kind, it does have an.

effect. The factors listed above are not ranked in terms

of some absolute standard for the population as a whole.

Rather, they are rated in terms of the specific position under
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cxnasideration. A candidate's "friendliness" may not be too

great, but still may be adequate for some positions where

Inlblic contact is not an important factor. A candidate's

'"seliflconfidence" will, to some degree, depend upon his

lanowledge and experience in the area under consideration.

The ”ability to present ideas" will also depend to some ex-

tent upon familiarity with the area under consideration.

:30 that wnile some very exact personality factors are re-

quired, the tendency on the part of civil service agencies

is not to assemble boards composed of psychologists who would

rate in terms of absolute quantities, but to choose authori-

ties in the area; persons who are familiar with the position

under consideration. Or, if not persons with a specific

knowledge of the job in question, board members are chosen

who are at least familiar with the area in which the candi-

date will have to work.

Staffing the Oral Boards

Thus, for the Employment Service Executive examination,

to be specific, the Michigan Civil Service Commission chose

boards composed of one member of industry, one member of

labor, and one member of the examining staff of the commission.

These choices were predicated upon the fact that Employment

Service personnel had extensive and personal contact with

both industry and labor.

Once the type of board was decided upon, it was a rela-

tively easy matter to assemble the members. Both industry
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and labor are very ready to OOOperate with civil service

agencies in matters of this kind. For the examination under

discussion, the Michigan Civil Service Commission was able

to attract a vice-president of the Detroit Edison Company,

a vice-president of Chrysler Corporation, the secretary-

treasurer of the UAW, the secretary of the Detroit Chapter

of the Typographical union, and many other similarly respon-

sible persons.

Type of Examining Process

The actual examination of the candidates is kept rela-

tively short. The average time spent with any one in the

Employment Service Executive examination was about twenty

minutes. The type of questioning in this examination, while

aimed at discovering those factors listed above, were pointed

at specific areas of knowledge. The reason for this was to

set the questioning in an area that was supposedly familiar

to the applicant. This is done to make the candidate most

at ease and to give him a maximum Opportunity to express

himself and his ideas. A list of typical questions asked of

candidates for the Employment Service Executive examination

are shown below:

1. Why hasn't the employment service gotten in closer

contact with the colleges and.universities of the

state?

2. Should there be an employment service in an area

where the number of available openings is limited

and the area is so lightly populated that each em-

ployer knows the available employees personally?
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3. How can you find jobs?

A. How do you know the interviewers who work for you

are doing a good job?

5. How do you like state employment?

6. What were your reactions to the written part of the

examination for Employment Service Executive series?

7. How would you improve the system under which you are

now operating?

8. What should the employment service do when jobs

become more scarce.

9. What do you do When the managers of a local office

prevent the efficient Operation of that Office?

10. What is the value in surveying a local office if

:1 in a year you come back and find that there is no

improvement and this goes on year after year?

The ratings for the examinations are made in Michigan on

a rating sheet using a numerical scale from 0 to 100. A pass-

ing grade is 70 and if a majority of the board rate below 50

the candidate is eliminated from further processing in the

examination (in effect a minimum requirement). This procedure

is peculiar to Michigan and is changing all the time. Since

the Employment Service Executive examination was given, the

procedure has altered slightly so that now if a majority of

the board rate below 70 the candidate is eliminated from

further processing in the examination. If the candidate is

successful the average of the three ratings is used, convert-

ing to a final percentage score.

Since there are so many different ways of conducting and

scoring oral examinations no attempt is being made here to do
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other than describe the Michigan procedure as typical of,

rather than as an exact and commonly accepted procedure.

Much experimentation is being conducted with oral interviews.

The latest technique gaining popularity is the group oral in

which a group of applicants is assembled at the same time

instead of individually. To discuss the topic more thoroughly

would require a thesis in itself.

Limitations

While oral interviewing is a highly desirable technique,

there are times when.it cannot be used. The primary purpose

of civil service testing is to obtain the best qualified

applicants available and from them choose some to fill exist-

ing and future job vacancies. Any technique that will dis-

courage large numbers of qualified applicants, no matter how

good it is, must be subject to severe scrutiny in order to

decide if its use is justified. Oral interviewing demands

that candidates appear personally at the location selected.

While this is no problem in an agency operating in a small

geographical area, it presents a serious one for other

jurisdictions operating otherwise. State agencies must con-

sider the distance factor in scheduling oral interviews.

Because of the usual need for a board made up of "outsiders,’'

usually serving at no cost to the agency, arrangements must

be made to carry out the interviews as quickly as possible.

This usually means that the interviews must be restricted
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to one location. As a result, while candidates can take

written tests in locations close to their homes, oral inter-

views may demand their traveling several hundred miles. Under

these circumstances, the wise state agency may schedule oral

interviews only for those occupational fields in which per-

sonal qualifications are a critical part of the job. For

other positions the agency may have to rely entirely on the

use of the probationary period to weed out those successful

candidates who do not meet the necessary personal qualifica-

tions.

Oral ratings, whether for an examination or an inter-

view must be used with a great degree of caution. There

is always a possibility of favortism influencing the ratings.

In the Employment Service Executive examination complaints

Of prejudice on the part of members of the board were voiced

by a member of a union.and by a female. Each accused some

member of the board of being prejudiced. Politicians can

easily distort the merit principle if they can obtain a

voice in the selection of oral board members. The merit

agency must constantly be on its guard against schemes of

this kind. Also, in the highest level examinations it is

difficult to assemble a board of prominent individuals in a

field without choosing persons known to some of the appli-

cants. This condition can aggravate claims of favortism or

discrimination.

 

1. Examples are the use of the Bernreuter test by the Detroit

Civil Service Commission and the Cornell Index by Michigan

Civil Service Commission. These tests, however, are used as

unweighted parts of the examination and are utilized by the

examiners only as guides to indicate factors that should

be checked.





CHAPTER VIII

MERIT RATINGS

Service Ratings

Most civil service agencies are set up on a career

service basis. Therefore, wherever possible, job vacancies

in the higher levels are filled by promotion from within

the service. While many agencies allow the operating de-

partments to promote at will, subject only to the employee's

meeting a predetermined standard, others insist on promo-

tional examinations. Where promotional examinations are

found, some kind Of device is usually used to give manage-

ment a voice in the proceedings. This can be a serious

deterrent to an effective promotional testing program.

Perhaps the most common instrument used by the Operat-

ing departments to help chose those to be promoted is the

merit rating most commonly known as the service rating.

Service ratings are periodic estimates made out by supervi-

sors for their employees. They attempt to tell how the em-

ployee is doing on the job. They also try to point out

personal characteristics in which the employee excels or

is defficient.

Michigan Civil Service, as one of the agencies that has

a comprehensive promotional examination program, has in the

past relied heavily on the use of service ratings. Except

in rare instances, Michigan has allowed them to count 25%
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of the total examination. The exact weight that agencies

assign to service ratings fluctuates greatly. However, 10%

might very well be considered an average figure.

Service ratings possess some definite inherent defects.

An important feature that may affect the validity of the

service rating is the fact that a rating made for one job is

used to decide promotion to another. It hardly need be said

that many employees who are operating in an extremely effi-

cient manner are nevertheless not necessarily suitable candi-

dates for higher level or different types of work.

A second problem in the use of the service ratings that

may affect its validity As an examination tool is the diffi-

culty of adequately training the supervisor to rate according

to a positive standard. Where groups of employees working

for various supervisors are all competing in the same exami-

nation, the supervisor who rates ”hard" or conscientiously

may be penalizing his employees if other supervisors are

rating "easy.” In actual practice, it is next to impossible

to make service ratings have a comparable meaning from one

supervisor to another.

A third area to consider is training supervisors to

stand up to pressure. It is simply too easy to give everyone

a good rating. The supervisor who rates honestly finds

himself beset with morale problems, appeals, and other un-

pleasant after effects.
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The Michigan Employment Security Commission personnel

office conducted a study of service ratings of its employees

and the findings are quite revealing. They are sufficiently

so to warrant including the entire report in the appendix.

However, a summary shows the following:

TABLE IX

DISTRIBUTION OF SERVICE RATINGS IN THE FIVE

PERFORMANCE RANGES

 

 

 

 

No. Above Below Unsatis-

Date Employees Excellent Av. Average Av. factory

l9h6-Dec. 2,86u 15.08 A2.67 AO-ho 1.36 .A9

l9h7-June 2,67 22.18 h8.62 28.27 .82 .11

l9h7-Dec. 2,08 5.2a k7.h9 16.06 .62 .1h

19L18-Jun6 2,032 £2088 b.2081 12001 025 005

l9h8-Dec. 1,867 5 .67 36.37 6.75 .16 .05

l9LL9-June 1,793 58.39 33030 8020 all .00

Two facts stand out clearly in the above table. One is

that the ratings bear no apparent relationship to the differ-

ences between employees. And second, with the scores grouped

together, management has forfeited its power to help choose

those employees who it wishes to promote. Instead of count-

ing 25% of the test which was the aim in Michigan, management

by squeezing most of the scores between approximately 88 to

96, has reduced its power to choose to two percentage points.1

Promotional Potential Ratings

The basic problem is whether management should have a

voice in promoting its employees. Michigan is strongly
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committed to such a policy, but in light of the obvious

shortcomings of the conventional merit ratings, it has

shifted its entire procedure. The merit rating program has

been divorced from the examination program. It has devised

a new type of merit or service rating that has no numerical

scores. Employees are simply rated as unfit, conditional,

or satisfactory.

Concurrent with the elimination of the service rating

from the examination program Michigan introduced a new form

known as a ”Promotional Potential." The promotional potential

serves a different purpose from a service rating. It is

used solely in examinations. It gives the management an

Opportunity to rate each employee for every examination for

which he applies according to his promotional potential.

Management is then in a position to rate an employee high on

his service rating if his work deserves it, and at the same

time low or even failing on a promotional potential. It is

also possible for management to rate an employee as having

only a fair chance for success on one promotional job, but

an excellent chance on others. These situations arise where

a person can be promoted to either a supervisory, a public

contact, or a research position. The employee's personal

characteristics may be such that he would have an excellent

chance for success on one, but would be unsuited for another.

Michigan has gone a step farther in this program.

Recognizing the need for an instrument that will give management
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a positive voice, it has tended to establish a weight for

the promotional potential much higher than that set for

service ratings. While the weight set has vanied from 10

to 50 per cent, the generally assigned weights are between

35 and 50 per cent. Since the promotional potential ratings,

as used in Michigan have an unsatisfactory category and only

three satisfactory categories, scores are pushed away from

each other. For instance if the weight set is 50%, then a

fair chance for success would give 35 points; a good chance

for success would produce about h2 points, and an excellent

chance for success would give the candidate 50 points. A

shift in only one category, therefore, produces a point

differential of about seven points in contrast to the entire

practical spread of two points on the formerly used service

ratings.

Michigan has been using the promotional potential rating

for close to three years. While no definite statement can

be made, it appears at this time that management is making

better use of this instrument than it did of merit ratings

and is therefore exercising a greater voice in the selection

of promotional personnel

Restrictions on a Promotional Program

In Michigan the promotional policy is beset with many

restrictions that tend to work against its effective Operation.

Eligible registers are set up separately for each department.
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The rule of three in which the appointing authority has the

choice of three names is in use. Geography limits the compe-

tition in many areas. And finally, an Open competitive

register is not necessarily used eVen if no names appear

on the promotional register. To be more effective considera-

tion should be given to concurrent Open competitive examina-

tions from which eligibles could be appointed.Aistatewide

promotional registerr is another approach that has not as

yet been attempted. A statewide promotional register would

allow the smaller departments to have a larger and more

realistic selection of promotional candidates.

Broadening the base of the promotional examination

develops a counter argument however. Merit agencies have

attempted to set up "career" services, and a career service

requires some protection in promotion from.those from without.

The principles of true competition and a career merit program

conflict in this instance.

 

1. Two percentage points equal 25% of the eight point

spread.
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CHAPTER IX

SUMINIARY

An attempt has been made to clearly describe the proce-

dure followed in public personnel agencies in testing appli-

cants for civil service positions. Civil service testing is

hedged with artificial restrictions that make the job much

more difficult than it would be otherwise. Residence require-

ments restrict the amount of competition; veterans preference

is inconsistent with merit principles; pay and recruitment

policies are often determined on a political basis.l[The very

rules of procedure of many civil service agencies are

affected by political considerations of politically'appointed

commissioners.

But not all the shortcomings of civil service can be

laid to politics. There is much to be learned. Practically

no agreement exists in the field as to prOper techniques.

There is disagreement between the clinical psychologist and

the psychometrician concerning proper approaches to problems.

Differences of opinion as to proper emphasis in the program

are always prevalent. Many feel the philosophy of civil

service, as a policing agency to prevent the spoils system,

must give way to a new ideal of service. Increased speed

in releasing examination results, more positive recruitment

policies, and facilities for research must be provided for

the Operating department.‘
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The procedures described in this paper illustrate the

general pattern of civil service testing in this country.

Most civil service examinations consist of several parts:

a written test, a rating of experience and education consti-

tute the basic core. Other parts play an important role in

examinations. Many agencies employ the oral interview in

all examinations. Others, include it in examinations only

under certain conditions such as may exist if a position

carries with it a great deal of responsibility or involves a

large amount of public contact. Promotional examinations

usually include a section to give management some voice in

the selection. There are deviations from the general pattern

among certain agencies, but they are the exception at the

present time. Perhaps if the criticism of civil service

that seems to be mounting continues, drastic changes in pro-

cedure may result. As of now, however, the test examiner

must work within the general framework described in the body

of this paper.
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State of Michigan

CIVIL SERVICE COMMISSION

Memorandum

To: Mr. Paul T. Anderson April 21, 1950

From: Norman Berkowitz

Subject: ”Committee" protest of Employment Service Executive

Examination Results.

The Employment Service Executive examination has been attacked

by a group or "committee" of Detroit employees of the Michigan

Unemployment Compensation Commission. They have charged that

the examination has been constructed in a manner that eliminates

the large majority of the applicants from passing or receiving

scores high enough to place within certifiable range. Speci-

fically, they have charged that the examination emphasized

heavily the educational aspects of the candidates. In so

doing they charge that persons with high school backgrounds

were effectively eliminated from placing high on the register.

They charge that experience was employed only as a minor

factor.

The following tabulations taken from the Employment Service

Executive II examination have been prepared to show that the

charges are without foundation. They show that persons in

all educational brackets, including high school, fell both

high and low on the register. They show that no single factor,

such as education, determined a persons place on the register.

They show instead that it was necessary to score successfully

on 211 parts of the examination to have hopes of placing high

on the register.

 

If any emphasis at all is indicated by the tabulations, it

would seem to be that persons with the longest, highest and

most diversified backgrounds were the most apt to place high

on the register. As a matter of fact the tabulations seem to

indicate that without a long and diversified experience back-

ground in the field it was extremely unlikely, if possible,

to score very high on the examination.
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Case 1 -

High School

1938 - Interviewer

l9hl - Branch Manager I

19h2 - Branch Manager II

l9h3 - Employment Service Exec. II

Case 2 -

TABULATIONS OF TYPICAL CASES

108

EMPLOYMENT SERVICE EXECUTIVE II

High School

19 8 - Interviewer

19 2 - Job Analyst II

at
Case 3 -

- Labor Supply Technician II

- Employment Service Exec. II

High School

19 8

19

19A

Case A -

Unemployment Claims Examiner I

Interviewer I

Labor Market Analyst IIa

Labor Market Analyst II

Employment Service Exec. III

Employment Service Exec. IIIa

Employment & Claims Br. Mgr. IV

1 year College

2 ears Military Personnel Officer

- Employment Service Interviewer19

Case 5 -

1

19h0

l9h1

l9h2

19u3

year College

Unclassified

Branch Manager I

Interviewer Ia

Employment Service Exec. II

E & T Score 29.5

Final Score 83.713

Eligible Reg.

Rank 77

E & T Score 29.5

Final Score 88.806

Elig. Reg. Rk.13

E & T Score 29.5

Final Score 88.713

El. Reg. Rk. 111

E & T Score 21.5

Final Score 75.60h

El. Reg. Rk. 151

E & T Score 30.5

Final Score 8h.053

El. Reg. Rk. 72



Case 6 -

1 year College

l9fi2 - Interviewer E & T Score 30.5

19 - Interviewer Ia Final Score 87.922

l9h3 - Employment Service Exec. II Bl. Reg. Rk. 20

19h5 - Employment Service Exec. Ia

19h6 - Employment Service Exec. II

19h9 - Unemployment Claims Ex. II

19h9 - Employment Service Exec. Ia

Case 7 -

2 years College

19 8 - Interviewer E & T Score Zfi.5

19 - Interviewer Ia Final Score 7 .207

19hh.- Interviewer El. Reg. Rk. 162.

Case 8 -

2 years College

19h0 - Interviewer B a T Score 30.5 ,

l9h2 - Interviewer Ia Final Score 88.227

19uh - Interviewer El. Reg. Rk. 107

l9hh.- Labor Market Analyst II

Case 9 -

2 years College

19 8 - Interviewer E & T Score 30.5

19 - Branch Manager Ia Final Score 88.08

19h3 - Employment Service Exec. Ia E1. Reg. Rk. 19

19h - Employment Service Exec. I

19 - Employment Service Exec. II

19h - Employment Service Exec. III

l9h8 - Employment and Claims Br. Mgr. III

Case 10 -

3 years College

19 8 - Interviewer E & T Score 31.5

19 2 - Interviewer Ia Final Score 83.639

19MB - Employment Service Executive II El. Reg. Rk. 78

Case 11 -

3 years College

19 8 - General Clerk B E & T Score 31.5

19 0 - Interviewer Final Score 88.833

19h - Interviewer Ia El. Reg. Rk. 12

19 - Interviewer

19AM - Employment Service Exec. II

l9uu - Labor Market Analyst II
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Case

Case

Case

Case

Case

Note:
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11 - (Continued)

19AM - Employment Service Exec. III

l9h5 - Labor Market Analyst II

l9h8 - Unemployment Claims Examiner II

19MB - Employment & Claims Branch Manager III

12 -

h years Specialized College

19k2 - Interviewer E a T Score 21.5

Final Score 72.288

E1. Reg. Rk. 18k

13 -

h years Specialized College

19h5 - Interviewer E & T Score 25.5

19M6 - Veterans Employment Rep. II Final Score 73.1h8

19h6 - Veterans Employment Counselor II Eligible

19k7 - Interviewer Reg. Rk. 176

la -

h years General College

1938 - Interviewer E & T Score 31.5

l9hl - Training Instructor I Final Score 86.738

l9h2 - Interviewer E1. Reg. Rk. 28

19h3 - Interviewer Ia

19h3 - Employment Service Exec. II

l9h5 - Employment Service Exec. III

19k5 - Labor Market Analyst II

19h5 - Employment Service Exec. II

15 -

h years Special Sollege

1938 - Interviewer E & T Score 3%.

l9h2 - Interviewer Ia Final Score 8 .20h

19h - Employment Service Exec. II El. Reg. Rk. 36

19%; - Interviewer

l9 - Employment Service Exec. Ia

Last experience notation for each case is from date

listed to closing date of examination.



APPENDIX B



112

MICHIGAN UNEMPLOYMENT COMPENSATION COMMISSION

7310 Woodward Avenue, Detroit 2, Michigan

November 8, l9h9

TO: Mr. Harry C. Markle, Executive Director

FROM: Eugene E. Busha, Personnel Director

SUBJECT: Special Report on Service Rating Program

On the occasion of the Commission meeting of September 21,

l9h9, the Chairman requested that I prepare a report evaluat-

ing the Service Rating Program for the period ending August 25,

l9h9. This report was submitted on September 28, l9h9, and

was reviewed by the Commission on the occasion of the next

regular meeting. Subsequently, I was requested by the Chair-

man to prepare a further report, incorporating therein infor-

mation as to this Commission's eXperience with the Service

Rating Program during the past few years.

This report will deal with the Service Rating Program for the

three-year period ending June 30, l9h9, including a total of

six distinct Service Rating periods at six-month intervals.

We shall begin with the six-month period ending December 31,

l9h6, and.we shall end with the six-month period ending

June 30, l9u9. It should be understood that the next Service

Rating period will end on December 31, l9h9, with the ratings

due February 25, 1950.

Civil Service Rule XXX, Service Ratings:

”The director (Civil Service Director) shall establish a

system of service ratings to register the quality and

quantity of service rendered by each employee in the state

civil service. These ratings, together with seniority

groupings, shall be used in such.manner as shall be help-

ful in the administration of the provisions of the amend-

ment.

A. Employee to be Notified. -- Each employee shall be

notified—5f his service ratings and the reports and

records of such ratings shall be Open for inspection

to the employee, to his appointing authority and to

such other appointing authorities as the director

shall designate. a

 

1. Service ratings shall be retunned for each perma-

nent employee at least once in every six months

period for the first two years of service in the

class and annually thereafter.
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2. Service ratings for each probationary employee

shall be furnished at the end of the second,

fourth and sixth month of service.

3. If the average of an employee's last three service

ratings is below seventy (70), the director may,

at his discretion, if no action is taken by the

appointing authority, recommend to the commission

the removal of the employee.

h. Appointing authorities shall review their employee's

service ratings with them, and employees shall be

requested to sign and date the service ratings as

evidence of such review. In the event that an em-

ployee is dissatisfied with his service rating after

such review, he may appeal to the civil service

commission within fifteen (15) days following review.“

The Civil Service Commission has issued a Service Rating Train-

ing Guide which defines the service rating program and provides

rather specific instructions on the preparation and use of

service ratings.

In addition to the Civil Service requirement that service

ratings be prepared, the Personnel Standards of the Bureau of

Employment Security also make mandatory a system of service

rating.

Standards For A Merit System Of Personnel Administration In

State Employment Security Agencies:

 

”A system of periodic service ratings for the evaluation

of performance will be maintained. The manner in which

such ratings are to be used in promotions, salary increases,

and separations will be provided for by agency regulation."

The foregoing represents the legal basis for the service rating

program. Thus, the service rating system is a definite require-

ment and must be maintained under Civil Service Rules and Regu-

lations, as well as under the Personnel Standards imposed on

us by the Bureau of Employment Security.

During the past three years this Commission has prepared 13,316

service ratings. During this same period, a total of 117

service rating appeals were heard, of which a total of 87, or

approximately 75%, were raised or adjusted. It is emphasized,

however, that in addition to the 117 appeals actually heard,

there are approximately 30 pending appeals as of this date.

These appeals have not as yet been heard.

It is interesting to note that of the 13,316 service ratings

prepared in a three-year period, only one and one-tenth per cent

of the total (1.1%) have been appealed. There are, of course,

many appeals filed that are later withdrawn by the appellant.
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The following table shows the distribution of service ratings

in the five performance ranges by period:

  

No. Above Below Unsatis-

Period Employees Excellent Av. Average Av. factory

19u6-Dec. 2868 15.08 A2.67 no.u0 1.36 .89

l9h7-June 267 22.18 u8.62 28.27 .82 .11

19u7-Dec. 208 .2u h7.h9 16.06 .62 .1

19h8-June 2032 .88 u2.81 12.01 .25 .0

l9h8-Dec. 1867 5 .67 36.37 6.75 .16 .05

19u9-June 1793 58.39 33.30 8.20 .11 0.00

It is quite obvious from this table that there has been an

enormous chan e in the effectiveness of the service rating pro-

gram since 19 6. The percentage distribution of employees in

the excellent performance range has increased from 15.08% in

l9h6 to 58.39% in l9h9. The number of employees in the un-

satisfactory and below average range has been virtually elimi-

nated.

In my opinion, this change has resulted, in part, from the

following:

1. The l9h6 service rating program was not started until

a very thorough training had been completed. This

training was still fresh in the first half of the 19h?

Service Rating Program. Since then (l9hlléno train-

ing_has been given in the Service Rating Program.
 

2. The Civil Service Commission began giving a number of

examinations in May, 19h7, and continued the examina-

tion program.up to the present. Since service ratings

are a part of the promotional examinations, it is

possible to attain a maximum of 25 points with a

perfect” rating. Each Service Rating "point" repre-

sents % point on the service rating portion of a pro-

motional exanination. For example: John Doe receives

a numerical score on his service rating of 88. This

score divided by % gives John Doe a score of 22 out

of a possible maximum of 25 on the examination. Thus,

it is desirable to obtain the highest possible Service

Rat ings o

This arrangement tends to promote the practice of

"Lobbying” for the highest possible Service Rating

score among employees.

3. The State Office has always given much higher service

ratings than either Outstate or Detroit Branch Offices.

This practice was resented oy Brancn Office Managers
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when they discovered it, and in order to accord their

employees equal consideration, the Branch Managers

began to raise the service rating scores of their em-

ployees. As evidence of this fact, consider that in

l9g6, the total number of service ratings prepared was

28 A. These employees were distributed as follows:

   

No. Percent

Location Employees Percent Excellent

State Office 1023 35.72 19.35

Detroit 1027 35.86 12.85

Outstate 81h 28.h2 12.53

These same figures for the first half of 19h7 show that

the number and percent of employees given excellent

service ratings greatly increased in the Commission but

especially in the State Office.

State Office 1033 38.6 27.89

Detroit 915 3u.2 21.75

Outstate 726 27.2 15.15

By the time we completed the last half of the 19h?

service rating program, the entire rating system was

out of control and the Outstate Offices had caught on

to the spirit of things:

State Office 971 R6.55 81.19

Detroit 658 31.5u 27.96

Outstate MS? 21.91 33.0h

FIRST HALF - 1948

State Office 81 ho.06 55.78

Detroit 61 30.31 h0.9l

Outstate 602 29.63 3h.22

LAST HALF - 1988

 

State Office 687 36.80 67.10

Detroit 581 31.12 2.50

Outstate 599 32.08 8.75

FIRST HALF - 1949

State Office 607 33.85 65.73

Detroit 598 33.35 55.35

Outstate 588 32.80 53.91

The majority of our employees are in the Branch Offices.

Approximately two-thirds of our total staff. We cannot
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expect the Branch Managers to rate their employees

honestly and in accordance with reasonable standards

if our State Office supervisory staff does not adhere

to similar standards. It is clear from the above

tables that our State Office personnel were, and still

are, receiving much higher ratings than our Branch

Office personnel. This practice gives the State Office

employees a distinct and real advantage in the promo-

tional examination process.

Our Branch Managers and supervisors are well aware

of this distinction and quite justifiably resent the

unfairness of the situation. Aside from contributing

to the decrease in morale in Branch Office, this

matter has brought about the complete breakdown of the

service rating program.

It should be noted that among other conditions, a Service Rating

Program cannot be successful unless the following items are

pretty much adhered to at all times:

1. Supervisors (Raters) must understand and approve of the

system. They must carry out their responsibilities

conscientiously.

T0p executives must be actively interested. They must

be really sold on the program and participate in its

actual operation.

The rating form itself must be adequate to meet the

needs for which it is designed.

Clear, specific and detailed instructions must be given

to those Who use the system. These instructions must

be used. It is important that the program be as uni-

formly followed as is possible.

Absolutely comprehensive training must be given to all

raters and reviewing officers. In fact, the raters

(Supervisors) should actually do the training.

The ratings must be used as a tool or technique in the

employee-development process rather than as an isolated

task to be brushed off as an unpleasant duty. The

ratings should be used to show the employee What his

good and bad points are, and should be used to train

and develop the employee.

In my report to the Commission on September 28, l9h9, I touched

on the findings and recommendations of the "Hoover Commission's"

report on this same subject. Therefore, I shall not make further

comment on their findings here.
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It is certain that the service rating program is a necessary

program in the sense that it is mandatory that we maintain

such a program. I believe that with the proper interest and

000peration of all top staff and supervisory staff, we could

greatly improve our present program. I suggest that in any

further consideration of this program.we call upon the State

Personnel Director for Whatever assistance he may be able to

provide. The Michigan Civil Service Commission has available

a Training Division under which the present system was de-

vised, according to my understanding of the history of the

present system.
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