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• 
EXECUTIVE SUMMARY 

Criminal justice agencies usually allocate 80 percent or more of 

their resources to meeting personnel costs. Criminal justice is thus 

a labor-intensive field, with productivity vitally dependent on the 

efficient and effective employment of personnel. Human-resource 

planning can be an effective managerial tool for helping administrators 

reach decisions about how most efficiently and effectively to acquire 

and to employ personnel. Additionally, some aspects of human-resource 

planning are particularly useful in helping management to identify, 

~to diagnose, and eventually to solve personnel problems. 

This executive summary provides a brief overview of the contents 

and objectives of the Human-Resource Planning Handbook prepared by 

the School of Criminal Justice at Michigan State University. The 

Handbook describes numerous human-resource planning and analytical 

techniques useful in criminal justice agencies, gives directions for 

their use, and provides examples of their application in criminal 

justice agencies. Also, special techniques are provided to assist 

management in identifying, diagnosing, and eventually resolving 

personnel problems. The Handbook is designed to offer the criminal 

justice manager, personnel administrator, and planner a self-instruction 

guide on how to implement more effective means of planning for the 

.~gency's personnel component. 
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• One way of visualizing the purposes and objectives behind the 

Human-Resource Planning Handbook is to consider the principal kinds 

of managerial questions that it attempts to provide answers for. A 

few of these questions are: 

1. How can an agency examine what its personnel needs are? 

How can these needs be substantiated or documented? 

2. How can an agency validly determine and define the jobs 

required to achieve missions, goals, and objectives? 

How can it determine whether job descriptions validly 

reflect the nature of work currently done in the agency? 

3. How can an agency assess its current employees? T'!.OW 

can it determine what kinds of employees should be 

hired (prior experience, education, training, skills, 

etc.)? How can employment qualifications be identi

fied and substantiated or validated? 

4. How can an agency assess its key personnel practices 

(for example, recruiting, selecting, training, and 

assigning personnel? What are the effects of these 

personnel practices on the agency's ability to main

tain a stable supply of qualified personnel to fill 

the agency's jobs? What effects do current personnel 

practices have on employees' morale, employees' 

performance, and employees' attitudes? 

5. How can an agency go about identifying and diagnosing 

personnel-related problems? What kinds of personnel 
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• problems confront the agency? What are the causes of 

these problems? What kinds of effects do these problems 

have on agency productivity (efficiency and effective-

ness)? 

6. What kinds of analytical techniques are available to 

agency managers and planners who wish to diagnose not 

only existing personnel problems but also want to 

anticipate future personnel problems? 

7. How can an agency go about identifying the major con-

straints posed by budget and outside decision makers 

that circumscribe the agency's ability to acquire needed 

• personnel? How can an agency go about determining 

whether any of these constraints are manipulable--

removing them as constraints in acquiring and assigning 

needed personnel? 

The Handbook variously deals with these and other prime questions 

facing administrators charged with managing personnel. However, 

the Handbook is not prescriptive in the sense that specific solutions 

are prescribed for specific kinds of human-resource problems facing 

the agency. For important reasons that are pointed out in Volume I 

and in the first part of Volume II, the choice of a solution to any 

given personnel problem is properly the responsibility of agency manage-

ment. Identifying viable solutions for problems such as turnover, eor insufficient staffing, or poor employee performance must be done 

by management working within the constraints faced by the agency. 
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• Nonetheless, the Handbook, its techniques for problem diagnosis, and 

its explanations of other human-resource planning techniques, can 

help point personnel administrators and planners toward discovering 

a range of viable solutions for agency personnel problems. 

Development of the planning handbook was supported with funds 

from the U.S. Department of Justice (LEAA) and was conducted in two 

phases. Phase I assessed criminal justice agencies' current capability 

and need of human-resource planning. Phase II, building on this 

assessment, focused on the development of an extensive handbook that 

would assist criminal justice agencies more fully to implement and to 

utilize human-resource planning techniques. 

THE HANDBOOK • The Handbook is presented in three volumes (bound in eight parts 

for convenience in handling and use). A comprehensive index to the 

contents of these three volumes follows the executive summary. Used 

in conjunctj.on with the index, the Handbook has been designed to allow 

managers and planners to choose those portions that are of most 

interest or are most needed. 

VOLUME I of the Handbook provides an introduction to human-

resource planning in agencies--what it is, how it is carried out, 

and how it can help the agency manager. The material in this volume 

is written to be of interest alike to agency top management, to 

agency personnel administrators, and to agency planners. One principal 

objective of Volume I is for managers and planners to acquire a c01llJ 
overview about the definition, purposes, and uses of human-resource 
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• planning in agencies. When managers cotnd planners do not share such a 

basic understanding, planning tends not to be fully or appropriately 

utilized. 

VOLUME I I is bound in four parts and presents a means for com-

prehens~vely identifying and diagnosing personnel problems. It is 

designed to be of primary interest to agency personnel admini.~tt'ators 

and planners. Problem diagnosis is a very crucial and very practical 

part of human-resource planning. It is crucial because without good 

diagnosis, solutions to personnel problems cannot be adequately planned. 

It is practical because it focuses on what every manager spends most 

of his or her time doing--identifying and dealing with conditions that 

411tnegativelY affect the agency's ability tJ meet its goals and objectives. 

Practical tools are presented to help personnel administrators and 

planners conduct two types of diagnoses. The first type is an overall 

assessment of agency human resources--a general stocktaking whereby 

the agency takes an overall look at its organizational climate, its 

personnel practices, and its ability to acquire, to develop, and to 

employ personnel. Three ready-far-use diagnostic surveys are provided 

with directions: 1. an Organizational Climate Survey, 2. a Personnel 

Practices Survey, and 3. an Environmental Factors Questionnaire. 

Analysis of results from administering these surveys will provide 

administrators w'ith an overview of the agency's strengths and weaknesses 

regarding its personnel processes and its ability to identify and to 

deal with internal and external factors that affect its acquisition and .use of personnel. This becomes essential background information for 
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• later a.ttempts to identify and t.o .sohre specific personnel-related 

problems. 

The second type of diagn.osti.c tool pl'esei:l.ted is a step-by-step 

procedure tha.t can be follo"(lled to dj.agnfJse specific personnel problems 

more pointed.ly. For f~xample, the agency may ha.ve identified turnover, 

or an inability to attra.ct qualified personnel? or poor performance by 

employees as probl~..ms needing spec.ial attention. Gomprehenstve 

diagnoses of the causes and effects of problems such as these is 

crucial if effective solutions to them are to be found. The diagnostic 

model provided offers a way of marsh.alling key agency thinkers and key 

information for diagnosing problems and for eventually finding solutions. 

VOLUME I I I is bound in two parts and is .a resource guide inte. 

primarily for use by agency personnel administrators C).nd planners engaged 

in the more technical aspects of personnel administration and human-

resource planning. Techniques such as job analYSiS, forecasting, 

selection validation, performance measurement (to name a few) are 

discussed. A common format is used throughout in presenting these 

techniques. First, the nature of the techniques and its prime uses 

are presented. This is followed by a consideration of the major 

technical and other supports required if the technique is to be used. 

Special attention is paid to factors that will limit an agency's ability 

to use a given technique, and alternatives are presented for these 

situations. 
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• BASIC DESIGN-FEATURES OF THE HANDBOOK 

A COMPREHENS I VE INDEX:. Few users will have the time or the 

need to use all the material in these volumes and do everything that 

is recommended. A comprehensive index or catalogue of materials to be 

found in all of the volumes is provided. Agency administrators and 

planners may use this index or menu-system as a means of quickly finding 

the portions of the Handbook that will be of most help. 

SELF-ADMINISTRATION: The materials have been written to 

optimize self-administration and self-learning, and to minimize the 

need for outside help. For example, the diagnostic surveys found in 

Volume II have been designed for administration and analysis in house. 

Of course, some concepts or techniques will remain difficult to grasp eand will require additional reading or the use of consultants. For 

example, job analysis techniques discussed in Volume III are very complex 

and are generally out of the reach of most agencies to apply themselves 

without the help of outside experts. Nonetheless, the objective has 

been to maximize as much as possible an agency's ability to do hum~n-

resource planning using in-house resources. 

PROBLEM-FOCUSED APPROACH TO PLANN I NG: With the exception 

of some of the sections of Volume I where many of the general concepts 

and ideas about human-resource planning are discussed, the F~ndbook 

is designed to help managers and planners identify and diagnose concrete 

personnel problems (e.g., turnover, poor employee performance, inability 

to attract qualified personnel, EEO and Affirmative Action suits, and 

~o forth). The emphasis, therefore, is on dealing with specific problems 
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• as opposed to discussing human-resource planning from a conceptual 

point of view alone. 

VARYING LEVELS OF "BUY-IN"·r. . d ff . d Agenc~es i er in the~r nee 

for and their ability to undertake human-resource planning. Agency 

size, environmental constraints, money, technical expertise, and the 

nature of human-resource problems confronted by an agency all affect 

the level of planning needed and possible. Where possible, Handbook 

materials have been written to provide alternative levels and options 

in the use of planning-related analytical techniques. Thus, there are 

options presented--different levels and kinds of analytical activities 

possible. Managers and planners are free to buy in at the level deemed 

most feasible and valuable. 

OUTSIDE CONSULTANTS: • The handbook material, besides helping' 

agencies become more informed about what can be done in-house, helps 

identify conditions under which outside help is needed, what should be 

expected of this outside help, and whom or what to look for. One 

central purpose has been to provide agencies with the information 

necessary to become more intelligent and critical consumers of work 

done by outsi~e consultants. Sometimes, agencies have not been able to 

sufficiently direct consultants about what is needed or wa~ted. This 

has frequently been the case, for example, when agencies sought outside 

help in validating selection and promotional practices, or when conducting 

job analyses. 
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4ItHAT IS HUMAN-RESOURCE PLANNING? 

In the most general terms possible, human-resource planning is 

the process of determining what an agency needs to do to ensure that 

it has the right number and kinds of people doing the right jobs, and 

doing those jobs well. To accomplish this, human-resource planning is 

composed of two distinct yet related activities. The first activity 

is called WO R K FOR C E PLAN N I N GJ while the second is labeled 

STAFFING-NEEDS PLANNING. 

Workforce planning analyzes the agency's need for personnel--how 

many and what types of people. It also analyzes the required missions 

of the agency, determining the kinds of jobs that need to be done, 

and what qualifications people who hold these jobs need. Workforce 

4tPlanning is cr.ucial, for without it agency management has little firm 

basis on which to justify the number and kinds of personnel hired 

or how they are hired, assigned, and employed. 

Staffing-needs planning focuses on the various personnel adminis-

trative actions involved in acquiring, developing, and assigning agency 

personnel. The processes and policies associated with personnel adminis-

tration (e.g., recruitment, selection, training, assignment, job design, 

compensation, and so forth) are closely tied to human-resource planning 

because personnel administrative actions put human-resource plans into 

operation. Just as there is a need to determine what kinds and how 

many people are needed (workforce planning), there is a need to determine 

and to plan the personnel actions required to acquire, to develop, and 

~o employ personnel (staffing-needs planning). 
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• Human-resource planning encourages and helps direct agency 

managers to take a "comprehensive" approach to personnel management 

and to the diagnosis of personnel problems. Factors affecting the 

need for and the availability of agency personnel are highly inter-

related. So, too, the numerous steps in the personnel administrative 

process are interrelated and interdependent. Human-resource planning 

techniques help managers and personnel administrators to consider 

these factors in a more interrelated and systematic way. 

WHY ENGAGE IN HUMAN-RESOURCE PLANNING? 

Anticipating future requirements for manpower in the agency and 

forecasting future supplies of manpower are crucial to effective 

personnel management. Likewise, crime trends, budget forecasts, 

in the economy, population trends and the like greatly affect the need 

for personnel, and they also influence the availability of personnel. 

Thus, knowledge of current environmental conditions and impending 

changes in these conditions is vital to planning agency personnel 

policy. Current agency personnel policies in the areas of recruitment, 

selection, training, and so forth, produce certain kinds of results 

today that mayor may not be appropriate or satisfactory in the future. 

Knowledge of both current results and likely future results produced 

by agency personnel administrative practice is, thus, also important. 

Planning-related analytical techniques provide the agency manager with 

powerful tools not only to analyze present conditions and effects, 

but also to anticipate future conditions and effects. • 
xiv 



• Besides making forecasts, human-resource planning also focuses 

on diagnosing personnel problems. A problem of poor agency performance 

or inadequate performance occasioned by insufficient, unqualified, or 

poorly utilized personnel requires agency managers first to diagnose 

the nature of and causes of the problem, and then to plan solutions. 

Several planning-related analytical techniques can help the manager 

in both of these endeavors. Additionally, human-resource planning 

not only helps to diagnose current personnel problems, but also to 

anticipate the emergence of personnel problems. 

The kinds of personnel problems that will arise in an agency are 

numerous, and the combination of problems nearly infinite. So too, 

the causes of personnel problems will vary greatly from organization 

• to organization. ~Vhen we speak of personnel problems, we include 

conditions such as high turnover, poor employee performance, insufficient 

personnel, unqualified personnel, poorly trained employees, charges 

of discrimination in hiring and promotion, inability to attract 

qualified job applicants, constraints in assigning, reassigning, and 

promoting employees, and so forth. The numerous analytical techniques 

and tools described in the Handbook provide a basis for diagnosing the 

nature and causes of such problems and help identify and weigh 

potential solutions to them. 

• 
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VOLUME II) PART 1 

DIAGNOSING HUMAN-RESOURCE PROBLEMS 

In Volume I, planning was described as the determination of ends 

(what we want) and the determination of means for getting there. In 

addition, a number of important activities were associated with the 

general planning process. These included goal setting t problem for-

mulation, forecasting, and problem resolution as important aspects of 

planning. 

In the first part of Volume II, we focus attention on problem 

• formulation as one of the most important parts of planning--especially 

important for organizational planning. We begin with some discussion 

• 

of the terms problem identification and problem formulation. Although 

the meaning of these terms may seem to be obvious, their use in 

organizational planning is a bit more involved than might appear at 

first glance. 

PROBLEMS AND PROBLEM FORMULATION 

In an organizational setting, the determination of ends (what we 

want) can be restated in the form of two questions: "where are we 

now?" and "where would we like to be?"l Any discrepancy can be viewed 

as a problem or as an indication of a problem. The problem-solving 

applications of planning (often used :i.n criminal justice agencies
2

) 

require that an agency secure an understanding of its current status 

with respect to a particular issue, specify its desired status, and 



• 
interpret any differences between the two as the problem to be dealt 

with. This process, broadly defined as problem identification, is a 

necessary and crucial first step toward problem solving. 

The term problem identification has sometimes been used inter-

changeably wHh or replaced by the term problem diagnosis. Although 

there is a great degree of similarity between the two concepts, they 

are not quite the same thing. Since the focus of this volume is on 

problem diagnosis, the distinction between simple identification and 

the more complex diagnosis is discussed in greater detail below. 

PROBLEM DIAGNOSIS 

The major activity of diagnosis is the collection of 
data about how the system operates--what seems to be going 
well, what seem to be the causes of the problems, and what 
are the perceptions and feelings of people in the system?3 

Some attention has been devoted in the literature to providing 

• 
detailed definitions for diagnosis. In an abstract sense, we use it 

here to refer to any process for determining "what's wrong" (1. e. , 

observable symptoms of a problem) and "why" (Le., the underlying 

causes and relationships that lead to the problem). The "why" of 

the problem distinguishes diagnosis from simple identification. The 

process involved in systematically answering the IIwhat's wrong" and 

"why" questions can be seen as involving the following basic steps: 

1. Observation and description of the problem (i.e., 
its symptoms). 

2. Examination of alternative factors that could have 
caused or contributed to the problem (i.e., the 
problem's underlying causes). • 
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3. Analysis of how these factors interact with each 
other to cause the problem. 

4. Analysis of the reasons that these factors interact 
in the way they do. 4 

Complete diagnosis encompasses an additional step in the plan-

ning process between initial problem identification and problem 

resolution. That step is problem formulation, which, as already 

pointed out in Volume I, may be the most important role for the plan

S ner to perform. Problem formulation goes beyond the identification 

of observable symptoms to clarification of the causes of symptoms. 

Although a given problem may be simply deseri'bed in terms of its 

observable symptoms, it is understanding the causes of symptoms that 

makes problem diagnosis a valuable and essential undertaking. 

Problem formulation addresses the "why" of a given problem by 

ascertaining and specifying the variety of possible causal relation-

ships that account for or contribute to the problem (that is, we 

carefully consider alternative underlying causes). In this regard, 

problem formulation ideally does not limit itself to a single possi-

bility or to the most obvious but identifies a number of relevant 

possiblities for further scrutiny. An open mind is required in 

diagnosis because what we may think or assume to be the cause of the 

problem may not be involved at all, or perhaps involved along with 

many other factors not previously known or considered. 

Organizations are complex entities and, more often than not, 

the problems they encounter arise out of the complex interplay of 

numerous factors or causes. Thus, although it may appear obvious 



that a particular factor or cause is involved, a planner is advised 

to be cautious about accepting the obvious too quickly. As organi-

zations are complex systems, the usual situation is for us to find 

that a particular problem has multiple causes and that the problem 

itself has an effect on numerous other facets of organizational life. 

This view of a complex interdependence among parts of the organiza-

tion has implications not only for understanding the causes of prob-

lems but in adopting solutions for these problems as well--altering 

conditions to address the problem will affect other components of 

6 the organization in unintended ways (some good and some not so good). 

Consider, for example, the problem of turnover--a subject that 

we will turn to frequently in this part to illustrate points. Turn-~ 

over has multiple causes, some of which are not controllable by the 

organization (e.g., turnover due to retirement or death). Other 

factors potentially more controllable by the organization can also 

result in turnover problems (e.g., poor compensation, poor working 

conditions, job stress and work demands, poor supervision, poor 

interpersonal relations with co-workers). Some of these factors 

may normally be more important than others in affecting turnover 

levels. Grossly inadequate compensation when there are higher pay-

ing alternatives is often cited as one case in point. Yet, the other 

factors, if serious enough, can also increase the turnover level. 

With regard to a particular turnover problem, compensation may only 

be one of several contributing causes or only marginally involved. 

A too ready acceptance of the assumption that turnover is caused by ~ 



• 

• 

• 

5 

poor pay leads to poor problem diagnosis and, even more seriously, 

to ineffective solutions (increased compensation) that may carry 

unintended negative consequences (unaffordable wage costs for the 

agency). 

Open-mindedness in problem formulation also requires that atten-

tion be paid to the fact that what is viewed as a problem by one 

person may not at all be relevant to someone else's view of what is 

problematic. There are alternative visualizations of what consti-

tutes a problem, and the formulation process must be cognizant of 

7 these. For example, for the first-line supervisor, turnover can 

create severe difficulties: interrupted work schedules, the need to 

train green replacements, the need to reassign the work load among 

existing employees, and disruptions in completing tasks assigned to 

the unit. Yet, top management faced with budget cuts'a~d removed 

by several organizational layers from the environment of work in the 

trenches, may view the attrition of personnel as the means (perhaps 

the only means) of reducing costs. Obviously, the conceptualization 

and relevancy of turnover as a problem by the first-line supervisor 

differs in important respects from top management's visualization of 

turnover as a problem. The formulation process that ignores these 

alternative visualizations too narrowly focuses the diagnosis pro-

cess. One consequence of this can be the designing of solutions that 

do not meet management's understanding of what the problem is, what 

its consequences are, and what, if anything, should be done about it. 

Suppose an agency is faced with pending budgetary cutbacks of a 

magnitude that will necessarily entail personnel layoffs and) 



therefore, probably adversely affect the services provided by that 

agency. In order to determine the best course of action (e.g., 

rethinking the range of services provided by the agency, restructur-

ing jobs, or working relationships), the full extent of the problem 

that will be created by such cutbacks needs review. In other words, 

the problem to be dealt with has to be operationally defined before 

problem-solving efforts can be considered. Several questions could 

be asked. 

1. What do the cutbacks mean in dollars and cents (i.e., 
how much must the budget be reduced)? 

2. What services are likely to be affected (i.e., all 
of them, specific lm~ priority ones, or any of them)? 

3. How are those services currently being provided (i.e., 
what tasks are being performed, by how many people, 
with what specific qualifications)? 

4. Are there alternative ways to provide those services 
at the same level of quality or quantity (as opposed 
to how they're currently being provided)? 

5. What would be acceptable levels of reduction (in 
quality and quantity) in those services, and accord
ing to whose criteria? 

6. Given all of the above, what would be the probable 
short-term and long-range effects (e.g., elimination 
of some services or poorer quality) on these services? 

By answering these or other related questions in a systematic 

fashion, a planner is in essence redefining the problem in opera-

tional terms. On the basis of such an analysis, the agency is in a 

better position to contemplate certain options that might compensate 

for required layoffs, such as reassigning the remaining personnel, 

restructuring jobs,or combining tasks. 

• 

• 
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It is rare that a given organizational problem can be fully 

described, explained, or understood in a single way. A problem can 

have multiple interpretations, result from any number of potential 

or equally likely causes, and be understood from alternative vantage 

points or perspectives. This is important, because how a particular 

probl~m is perceived will affect how it will subsequently be treated 

or dealt with. Furthermore, how that problem is ultimately per-

ceived will depend in lC:lrge part on how it is initially constructed 

or laid out during diagnosis. This implies that the process of diag-

nosing organizational problems should go beyond mere problem identi-

fication to include a conscious search for alternative views of and 

• causes of the problem. 

An example may serve to illustrate some of these points further. 

Imagine an agency that ostensibly has a turnover problem as determined 

by the perceptions of its first-line supervisors. Recurrent com-

plaints of "high turnover" made to the agency's top management may 

be loosely viewed as problem identification. However, before any 

corrective action can be taken or even considered, certain questions 

must be addressed. For instance, what actually is the annual turn-

over rate? Where does it occur, when, or in what units or shifts? 

What is an acceptable turnover rate for the agency--for example, what 

rate is covered (or necessitated) by the budget, or at what rate 

would agency effectiveness be diminished below acceptable levels? Is 

the turnover primarily due to discharges or to voluntary resignations, 

• and are "bad" employees or "good" employees primarily involved? What 

are the underlying causes of turnover, particularly if most of those 



who leave are "good" employees that the agency wishes to retain (low 

pay, working conditions such as assignment to third shifts, poor pr0-

motional opportunities)? 

By answering questions like these, a manager or planner can 

better establish whether turnover is a problem and in what respects 

and by whose estimation and criteria. This provides alternative 

views of the actual extent of that problem as well as signals that 

what we initially understand to be the problem is in fact merely 

the symptom of some other more deeply rooted problem (for example, 

that turnover due to resignations is in fact a reflection of condi-

tions such as dissatisfaction with compensation, assignment, or 

advancement). This kind of review normally leads to consideration o~ 

whether agency policies and practices themselves require review (e.g., 

the personnel policies that govern compensation, assignment, and 

advancement). For example, we might decide to consider revised pay 

scales or benefit plans, varying shift assignment schedules, and 

developing career plans. In effect, problem formulation viewed this 

way goes beyond the obvious to put the "real" problem into a context 

and thereby set the tone and direction for subsequent corrective 

action. This is the role of problem formulation. 

PICTURING THE DIAGNOSTIC PROCESS 

It is useful at this point to attempt a graphic depiction of the 

way in which problem diagnosis is initiated in organizations and what 

happens after this initiation stage. Figure 1 below shows three ~ 

separate stages in the diagnostic process, beginning with an initial·· 
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8 triggering of a sense that something is wrong, followed by a decision 

to look further into this possible problem. The second stage involves 

gathering the kind of information necessary to analyze mo~e fully the 

problem and subjecting this information to detailed analysis. The 

third stage begins with the construction of a specific diagnosis of 

the problem and moves into work to solve that problem. It should be 

pointed out that we have drawn a distinction throughout between 

activities relat~J to problem diagnosis and those related to problem 

solution. In our vie\J the diagnosis stage ends with completion of 

the top box in stage three and we move to a consideration of solu-

tions. As we have previously pointed out, the materials in Volume II 

~ are primarily concerned with the diagnostic phase of activity. 

HOW MUCH OF A PROBLEM IS THE PROBLEM? 

Not all problems are serioll$, and not all are worth remedial 

action. Some problems represent only minor irritations to the agency 

and the costs involved in attempting to remedy them might well ex-

ceed the costs of the problem itself. Some problems may well be 

temporary and go away by themselves. Thus, an important aspect of 

problem formulation is to assess by some set of criteria how serious 

the problem is and what action is thereby warranted--from doing 

nothing to undertaking a full-fledged planning and solution-

implementation process. 

~ One set of simplified criteria for determining the seriousness 

of a problem involves measuring its current magnitude, its rate of 
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chan.ge, and its seriousness. 9 Magnitude can be measured in dollar 

costs or number of people involved or affected. Specifying a rate 

of change entails estimating future changes in the problem condi-

tion: will it stay about the same, get worse, or get better on its 

own? Seriousness could be measured by effects on agency accomplish-

ment of missions and objectives, or effects on agency efficiency. 

Problem formulation activities can provide valuable information 

about the seriousness of identified problems, But it is important, 

as will be explained later, that such initial appraisals of serious-

ness be relatively accurate. The premature dismissal of an identi-

fied problem, because it did not "seem" serious, can return to haunt 

~ a manager who, on the basis of incomplete diagnostic information, 

dismissed a problem as not serious when it was, or was to become, 

serious. 

Logically, any identified problem requires solution because it 

would otherwise not be seen as a problem. Yet, for the reasons given 

above, and as agency resources and time to solve human resource prob-

lems are always limited, priorities often need to be set. Which 

problems most require attention, and which of these require attention 

most urgently? There is also the consideration that solutions to 

some problems lay wholly outside the control of the agency, or that 

the problems themselves appear insoluble, given current constraints 

and technical abilities. When there is sufficient evidence that 

there are no workable solutions, or that workable solutions are not 

• available to the agency, the wisdom of continuing to bang one's head 



against a particular problem by assigning precious time and resources 

to its resolution becomes questionable. 

Thus, two central problem-formulation efforts are: (1) gauging 

the relative seriousness of problems that have been identified, and 

(2) determining whether anything should or can be done about them. 

SETTING PRIORITIES FOR FULL-SCALE PROBLEM DIAGNOSIS 

The priority-setting function of problem formulation deals not 

so much with how to solve problems as with how to go about addressing 

the problems. The options available for the planner include the 

following: 

1. Do nothing--the problem may be judged a minor irri
tant and/or something nothing can be done about. 

2. Do something. 

a. Deal with the problem immediately in a routine 
manner--a routine manner by definition does not 
require additional in-depth planning per se. 

b. Submit the.identified problem to additional scru
tiny to determine its sa1iency--initia1 prob1em
formulation information may not be considered suf
ficient to judge importance or seriousness. 

c. Submit the problem to full-scale planning attention-
problem-formulation information is sufficient to 
establish its seriousness, complexity, and the pos
sibility of doing something about it, thereby 
warranting the planning and implementation of its 
solution. 

The criteria for weighing these options are numerous, but there 

• 

is no set of criteria that can tell an agency manager or planner that 

when certain conditions are met, resolution of the problem must be 

attempted by submission to a full-scale planning and implementation ~ 
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• 

effort. These are judgments that must be weighed individually by 

managers and planners within the environments of their own organiza-

tion. Nonetheless, several questions can be stated to guide the 

manager and planner in determining whether the identified problem is 

worth additional examination or action and, if so, of what kind. 

These questions include: 

1. What resources are affected by the problem (e.g., 
number of people, dollar resources affected, etc.)? 
The more resources affected or potentially affected, 
the greater the potential for serious or wide-ranging 
impact. 

2. What will the future condition and its underlying 
causes be if we do nothing deliberate to resolve it? 
Will it contract, expand, stay about the same in 
effect? 

3. To what extent does the problem interact with and 
affect other issues or areas of agency functioning? 
The more wide-ranging the interaction, the broader the 
impact of the problem. 

4. Are there possibilities of achieving improvements in 
the identified problem? Will the agency be able to 
or be permitted to implement the kinds of solutions 
that lead to improvements? 

5. Does the problem have an impact on the strategic 
objectives of the organization? Although a problem 
may be pervasive throughout the agency, its effects 
may be minimal with regard to the strategic objectives 
of the organization. 

6. Is the problem too sensitive to do anything about at 
the moment? Would trying to resolve the problem 
awaken sensitivities and occasion additional, more 
severe problems? 

7. How much pressure is there within the organization and 
outside of it to do something about the problem? Who 
wishes to see the problem handled, and how important 
are they to the strategic objectives of the organiza
tion?lO 



These seven questions set the stage for determining ll7hether fur-

ther action needs to be taken on the problem (do nothing or do some-

thing). Assuming that we decide it is important to do something, 

three options are available (handling the problem in a routine, 

established manner; gathering additional information to aid in problem 

formulation; or submitting the problem to full-scale planning and 

solution implementation). Additional questions are available for 

deciding among these options: 

1. What is the level of urgency confronting the agency 
to do something about the problem (pressures from 
both inside and outside the agency)? How much time 
is available for analysis, thought and full-scale 
planning? 

2. Is the problem such that it can be handled through 
established operating procedures? 

3. To what degree will attempts to implement solutions 
for the problem affect conditions or commitments 
elsewhere in the agency and with other agencies? 

4. To what extent do the likely alternative solutions 
involve long-term resource commitments? 

5. To what extent do the likely alternative solutions 
have irreversible future implications? 

• 

The answer to question one may preclude the opportunity of under-

taking extensive planning-related action, assuming that the problem 

has been properly formulated and understood. However, answers to 

questions three, four, and five may require the agency and its plan-

ners seriously to consider the adoption of a full-fledged planning 

and implementation strategy. Specifically, implications of long-term 

resource commitments, wide-ranging effects on other agency policies • 

and commitments, and the irreversibility of some solutions increase 
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the utility of the agency's undertaking a full-fledged look at the 

problem and its solution through a formal and in-depth planning 

exercise. 
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To the extent that problem formulation is able to uncover a 

clear understanding of the problem, its parameters and its causes, 

we can proceed in setting priorities for determining which problems 

require action and what kind of action is best. A particularly 

important part of this information gathering hinges, however, on our 

ability adequately to distinguish between symptoms and underlying 

problems. If these distinctions are not properly made, setting 

priorities for action is subject to dangerous error . 

DIAGNOSING CURRENT PROBLEMS AND FORECASTING PROBLEMS 

Generally, manpower-planning models have emphasized forecasting 

or "future thinking"; yet our discussion of problem diagnosis thus 

far may seem to imply that diagnostic processes are concerned only 

with existing conditions and problems. But as noted in Volume I, 

problem-focused human-resource planning need not be solely reactive 

to existing conditions. While there is a natural tendency in most 

agencies to understand existing problems better, diagnostic 

approaches should not ignore the future context in which problem 

resolution will take place. Also, problem diagnostic processes may 

specifically focus on identifying the emergence of future problems. 

When dealing with current problems, the future is important 

because the solution to a problem today may not be adequate tomorrow . 

Or, worse yet, today's solution might create otherwise unnecessary 



problems tomorrow. Thus, one important aspect of diagnosing future 

problems involves forecasting the future context within which the 

solutions to current problems will be implemented. Among other 

things, this involves analyzing trends in the underlying conditions 

that led to the problem in the first place. So, too, solutions often 

carry unintended future consequences. Formulating complete under-

standings of current problems by identifying the range of factors 

currently associated with the identified problem area is critica1--

not only for analyzing how alternative solutions will affect the 

problem area under examination, but also how these alternatives will 

affect related factors and conditions as well. In fact, it is in the 

nature of well-conceived diagnosis to anticipate consequences and to~ 

guide action that may be taken now, not only to resolve existing 

problems, but to avoid new ones. For example, it is commonly under-

stood that criminal justice agencies compete with both public and 

private organizations for qualified applicants in the labor pool. 

Conditions may be such that the agency views itself as confronting 

only a moderate or a slight problem in currently competing with 

these other employers for qualified applicants. Although the problem 

may be slight or only a moderate one today, trends such as expansion 

of the local economy (and a tightening labor market), or other 

trends--say, an increasing inability of agency budgets to keep pace 

with private-sector wage sca1es--may lead to far greater difficulties 

in the future. This emergent problem may be compounded by other fac

tors, such as a large retirement bubble's hitting the agency at abou~ 

the same time that the labor market begins tightening. 
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Anticipating the emergence of such problems a:nd casting solu-

tions in terms of these future contexts is central to effective prob

lem diagnosis. In the example above, the future will bring a tighten-

ing labor market and increased competition from other employers. At 

the same time the retirement bubble will increase the agency's need 

to attract qualified job applicants. Implications abound. The agency 

will need to increase training activities for new employees; the 

training may need to be more intensive because of there being fewer 

qualified recruits available and making application. If the quality 

and quantity of employees decreases, agency performance may also be 

expected to decline, leading to further pressures on employees and 

• threats to the agency's reputation. 

• 

Certain features of effective problem diagnosis, as we have 

laid it out, necessarily have to do with this process of building 

future contexts. The analysis of trends in underlying causes of 

problems and symptoms is similarly future-oriented. The idea that 

effective problem diagnosis focuses on distinguishing symptoms and 

underlying problems further contributes to the notion that the objec-

tives of problem formulation are not merely eventually to dispose of 

current difficulties but to understand and to treat the longer-term 

implications of the problem as well. 

SYMPTOMS VERSUS PROBLEMS 

The importance of making a distinction between a symptom and the 

problem it reflects may not seem immediately obvious (nor even mean-

ingfu1) to some, but the failure to recognize this difference may, in 
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fact, have severe consequences for an organization. Perhaps this 

distinction and its importance can be most easily explained by way of 

a medical analogy. Although medical analogies applied to complex 

organizations are filled with conceptual difficulties, the medical 

analogy does at least help to introduce the fundamental distinction 

between symptoms and problems. 

Imagine a situation in which a person is plagued by severe, re-

curring headaches. We might consider headaches to be problems in and 

of themselves, but in reality they are always caused by something 

else: so they could also be viewed as merely a symptom of some other 

unknown problem. If the headaches are considered to be the only 

Jlreal" problem, then the easiest solution might be just to take • aspirin. However, if they are caused by a more serious, hidden, and 

long term prQolem, then taking aspirin alone would not really help 

the situation much. The aspirin might temporarily alleviate the symp-

tom (i.e., headaches), but it would not have any effect on the under-

lying cause (for example, an undiagnosed brain tumor). Proper.diag-

nosis helps to uncover such a potential calamity and directs treat-

ment to the underlying cause rather than to the symptom alone. 

Assume that a patient visits a doctor because of headaches. The 

doctor diagnoses the headaches as the symptom of something else and 

proceeds to analyze what that something else is. More symptoms are 

sought out and identified, a medical history obtained, lab tests con-

ducted, a brain scan made, etc., all in an attempt to collect and 

to analyze bits of relevant and available evidence that might pOint. 

to the actual underlying cause of the headaches. Only after that 
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underlying cause had been isolated would an appropriate treatment 

strategy be contemplated. 
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The important point to make about this example is that the 

apparent problem viewed at one level of analysis is actually the 

symptom of some other underlying problem that can only be understood 

at a different level of analysis. Ignoring this relationship between 

symptoms and problems not only renders diagnostic efforts relatively 

ineffective, it may be mortally harmful in the longer run. ll Treat

ing a symptom as if it were the problem can result in a situation 

where the real problem is merely smoothed over for a time, only later 

to appear in crisis proportions. Treating the headaches with aspirin 

will have no effect on a brain tumor that actually causes those head

aches. Furthermore, failure to diagnose the brain tumor quickly may 

allow it to grow and to spread until it becomes a terminal problem. 

Tracing a symptom back to a particular problem is fundamental to 

effective problem solving, but the actual process is often more com

plicated than the discussion so far may have implied. Two complica

tions in particular should be discussed. First, it is quite possible 

that a problem can be traced back to a point that is beyond the scope 

of organizational control. For instance, a public agency like the 

state police may discover that problems in organizational efficiency 

and effectiveness can be traced back to insufficient staffing levels 

and poor job assignment procedures. Yet, funds to support increased 

staffing levels are not controlled by the agency, but by the governor 

and the legislature. Job-assignment procedures may be partially 



outside the control of the agency as well, being specified in a union 

contract or by civil service. Solutions to the problem must either 

be built around these constraints or the constraints themselves 

manipulated or altered. Indeed, one important part of problem diag-

nosis involves not only determining the causes of symptoms, but which 

of these causes are manipulable by the agency and which are not. In 

this sense, problem diagnosis includes the determination of con-

straints that preclude various solutions. 

The second difficulty in tracing symptoms back to underlying 

problems involves causal chains that may actually be causal "loops." 

For example, a sudden but temporary increase in agency turnover 

results in a decline in overall work output, which causes increased. 

pressure from supervisors to pick up the slack. This may lead to low 

morale among employees, which in turn may result in more turnover 

(i.e., an escalating, self-perpetuating cycle). In such a case, 

identifying the "first cause" is not very helpful in determining where 

to start looking for solutions because it is no longer relevant. In 

order to deal with complicated situations like these, planners need 

to decide at what point in the causal chain or loop problem-sol'<ling 

efforts will have the most impact (or any impact at all, as the case 

may be) without causing additional or more serious problems. Second, 

the planner must determine how far back a particular symptom can be 

fruitfully traced. 

To summarize the steps in a problem-focused approach to manpower 

planning, there are (1) problem (or symptom) identification, (2) .' 
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problem formulation, and (3) problem resolution. Putting this into 

perspective within the more limited context of a diagnostic approach 

as addressed in this volume, the issue at hand for a manager or plan-

ner is (1) to identify a particular problem through collection and 

examination of relevant information relating to its symptoms, (2) 

operationally to define the parameters of the symptom (those facets 

that can be measured), and (3) to ascertain the symptom's probable or 

possible underlying causes that are to be treated. 

The final set of steps in problem formulation and resolution 

involves generating explicit alternative solutions and implementing 

them. Although problem formulation and diagnosis can help suggest 

possibly fruitful alternative areas to search for solutions, the 

final selection of solutions for implementation is not a role for 

planning and planners, but rather for po1icymakers. Ideally, plan-

ners propose alternatives while decision makers choose from alterna

tives. 12 This relationship between problem diagnosis and problem 

resolution is explored further as we relate the concept of organiza-

tional development to human resource problem diagnosis. 

ORGANIZATIONAL DEVELOPMENT AND HUMAN-RESOURCE 
PROBLEM DIAGNOSIS 

Organizational development can be described as "an effort • • . 

to increase organization effectiveness and health through planned 

, ,,13 I i intervention in the organization s processes • • • • ntervent on 

can be viewed as consisting of two major activities: diagnosis and 

14 problem solving. Yet, in many change efforts, the emphasis seems 



b i i d f 'd' i 15 to e on act on nstea 0 pr~or ~agnos s. In some cases, the 

emphasis on action encourages the adoption of "canned" or predeter-

mined problem-solving strategies. One observer has recently asserted 

that this leads to many failures in organizational development 

because the canned solution is adopted as a solution to a problem 

16 that has been inappropriately or inaccurately diagnosed. 

Problem-focused human-resource planning can be said to parallel 

a number of various activities that are commonly associated with the 

field of organizational development. In fact, the ultimate goals are 

the same for both human-resource planning and organizational develop-

ment--namely, increased organizational health and effectiveness. Both 

are concerned with integrating the goals and objectives of the orga-e 

nization with those of its members. 17 Furthermore, they share a con-

cern for diagnosing organizational problems that are caused by or 

relate to the human resources of an organization. Indeed, problem-

focused human-resource planning can be viewed in one sense as a sub-

set of related activities that fall within the purview of organiza-

tional development. 

PROBLEM DIAGNOSIS AND CANNED SOLUTIONS 

Historically, a number of approaches to organizational develop-

ment have stressed "canned" strategies or predetermined prescriptive 

solutions for organizational problems. Ideally, this is what practi-

tioners in the field may want, but realistically it is not always 

feasible nor even practical. Organizations are generally complex, e multifaceted entities composed of a large number of different 
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individuals, interacting in various ways, providing diversified 

services or products in a host of complicated situations and operating 

under a variety of constraints arising from internal as well as ex

ternal influences. Given this perspective, it should be apparent 

that the combinations of problems that will arise within an organi

zation are, for all practical purposes, infinite. So too, the causes 

of problems will vary from organization to organization. Thus, as 

canned solutions assume a pa~ticular set of causes for a problem, the 

canned solution loses its utility because the causes of particular 

problems differ from one organization to the next. 

Although a particular solution or treatment strategy might work 

for one organization with a given problem, it may not for another. 

This is largely because of the uniqueness of each organization but 

also because of varying conditions and constraints that have an im

pact on organizations and influence their ability to resolve problems. 

The logical consequence of all this is that any organizational

development approach or strategy that prescribes "canned" or pre

determined solutions to organizational problems often needs to be 

specifically geared or modified fo~ the oLganization to which it is 

applied, even after the problems are initially diagnosed. The solu

tions must be tailor-made or situationally specific to meet the 

unique needs or circumstances surrounding an organization. 

Many existing approaches to organizational development attempt 

to provide general solutions to basic problems but lack sufficient 

• detail for applying those treatment strategies to a given 



organizational setting. This being the case, problem diagnosis can 

be employed as an important step in determining just how these solu-

tions need to be modified. 

Problem diagnosis performs two useful functions in organiza-

tional development. First, it can be used to identify and to formu-

late organizational problems that require treatment. Second, it can 

be used to develop insights into an organization's ability to deal 

with such problems and to implement solutions. In this regard it 

can be further employed either to suggest certain alternative tech-

niques for consideration or else to provide the information necessary 

to modify a specific one so that it is appropriate for use within the 

organization. • Since there can be no standardized and detailed solutions for 

all possible problems related to human resources in all situations, 

it would seem that the answers, insofar as there truly are any, must 

be derived in large part by organizations themselves. As already 

mentioned, this implies a greater emphas~s on accurate self-

assessment, which many prescriptive planning models have underempha-

sized or ignored. 

GENERAL VERSUS PROBLEM-FOCUSED DIAGNOSIS 

General diagnostic assessments are tools for broadly monitoring 

and evaluating the human resource situation in the agency. They are 

a general stock-taking meant to provide an overall view of strengths 

and weaknesses in the agency's human resource situation and its man-. 

agement of human resources. Problem-focused diagnostic efforts, on 
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the other hand, are more narrowly focused on a particular issue or 

difficulty. Problem-focused diagnosis assumes that an issue or prob-

lem area has already been identified and is to be subjected to fur-

ther analysis (detailed problem formulation). Part II of this vol-

ume provides a set of tools for organizing and conducting a general 

diagnostic assessment of the human resource situation. Part 4 of 

this volume provides a general model or framework that can be used to 

guide problem-focused diagnoses. 

The overall stock-taking activity of general diagnostic assess-

ment is based on a recognition that personnel problems are not usually 

isolated situations but are interrelated with a variety of factors 

• and issues--it is often the case that several human resource problems 

and their associated symptoms are interrelated with one another. For 

example, high turnover may be related to problems of low morale and 

job satisfaction, to low compensation, to a highly competitive labor 

market, to poor recruitment and selection techniques, and so forth. 

A general stock-taking activity that provides the "big picture" of 

the agency's situation offers indicators of the broad range of agency 

18 strengths and weaknesses. These indicators can be sifted for gen-' 

era 1 patterns of strength and weakness and can help in the prelimi-

nary identification of possible causal connections among apparently 

unrelated symptoms. 

For example, we may be cognizant in very general terms that the 

job performance of employees has slipped during the last few years • 

• Initially, this may be only an impression that is later substantiated 



by a formal review of data and informetion from job-performance 

evaluations filled out by supervisors. We may not, however, be aware 

or conscious of several related problems that have developed (per-

haps rather insidiously) over the same period of time: rising turn-

over rates, competition from surrounding agencies for qualified app1i-

cants, a decrease in per capita expenditures for training, and subtle 

but far-reaching changes in the nature or scope of the agency's 

missions and jobs. These problems may contribute in compound fashion 

to the'initia11y identified problem of poor job performance. Higher 

turnover rates result in larger numbers of "green" employees; the 

cream of the labor market is siphoned off by surrounding agencies; 

training opportunities have decreased when they probably should hav~ 

been increased; basic changes in agency missions and jobs have made 

it difficult for even experienced employees who performed the old job 

well to do the new job. All of these things can contribute to dec1in-

ing performance. 

A general diagnostic assessment periodically conducted by the 

agency provides the foundation of data and information on which sub-

sequent efforts to address specific problems (e.g., poor job perform-

ance) can be comprehensively undertaken. Comprehensiveness in prob-

1em identification, and problem formulation is central to subsequent 

problem resolution. Comprehensiveness here means that the problem 

is analyzed not simply within its immediately narrow confines but is 

viewed instead within the complex organizational environment of 

interacting forces. Without the big picture of organizational • 
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strengths and weaknesses, contributing factors may be ignored and 

solutions to the problem may be eventually ineffective. 

27 

Thus, one function of general diagnostic assessment is to pro

vide the framework within which subsequent efforts to diagnose par

ticular or specific human-resource problems can be cast. 

Another function of general diagnostic assessment is to monitor 

the agency's entire human-resource situation for emerging problem 

areas or weaknesses. This monitoring is intimately associated with 

the prime management responsibility of updating itself about changing 

conditions. The monitoring requires periodic and regular data col

lection to keep data current. The length of the intervals for con

ducting general agency diagnostic assessments depends a great deal on 

the health of the organization and on how quickly environmental fac

tors appear to be changing. As a rule of thumb, but only that, we 

would suggest a general diagnostic assessment at regular intervals 

of everyone or two years. This would coincide with agency budget 

cycles and with typical program planning efforts. 

DIAGNOSIS AS AUDITING OR AS ASSESSMENT 

Proper and systematic problem diagnosis can be greatly facili-

tated through the use of diagnostic questionnaires, particularly when 

an organization has to diagnose itself. Two types of diagnostic 

instruments can be distinguished: (1) auditing instruments, and (2) 

assessment instruments. The difference between these two is impor

tant, especially so here because the materials in this volume are 



based on acceptance of the second option. The first option is dis-

missed as impractical and unworkable for reasons outlined below. 

The concept of auditing has been given a number of definitions. 

It can refer to an "appraisal or investigation to determine adherence 

19 to prescribed procedures." It also can be viewed as a "systematic 

process of objectively obtaining and evaluating evidence regarding 

assertions about economic actions and events to ascertain the degree 

of correspondence between these assertions and established cri-

. ,,20 
ter~a . • •. These broad definitions are most frequently asso-

ciated with financial or economic matters in an organization. How-

ever, auditing can also pertain to general operations (which is more 

closely akin to our manpower-planning concerns). An operations • audit is a technique for regularly and systematically appraising 

unit or function effectiveness against corporate and industry 

d 
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stan ards • • . • 

Despite some possibly subtle variations in defining the concept, 

auditing in any form involves at least one basic element (as 

expressed by terms like "prescribed procedures," "established cri-

teria," and "corporate standards")--namely, the comparison of an 

existing condition to a predetermined view of what the condition 

should be. In other words, auditing evaluates the current state of 

the organization in light of some known criteria or standard for the 

organization. A very simplified example of this relates to budget 

audits. During a financial audit, the auditor may look at "the 

books" that reflect personnel costs for a given agency in a given • 
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fiscal year. Then a comparison is made between these figures and the 

"authorized" personnel budget for that department, identifying any 

discrepancies such as cost overruns. 

Unfortunately, in criminal justice there are few if any widely 

accepted standards that given states of the organization can be com-

pared against, particularly for personnel. Hence the practicality 

of applying a full-scale audit approach to diagnosing problems is 

questionable at best. No general diagnostic model for manpower plan-

ning could reasonably be expected to prescribe the manpower-related 

standards that each and every agency should adhere to. Agencies, in 

our view, need to establish their own standards and criteria based 

~ on their own unique situations. 

• 

Assessment approaches to diagnosis fall short of auditing objec-

tives by providing only a means for describing the current state of 

the organization. In other words, assessment provides for the first 

basic requisite of auditing--the collection and recording of rele

vant information. It does not provide a basis for analyzing that 

information according to fixed standards. 

One assessment tool is a 3urvey instrument designed to measure 

aspects of the current organization. It can provide a description 

of reality without the inclusion of value judgments or explicit 

standards (such as an audit would). Its primary purpose is to gen-

erate descriptive information that can subsequently be analyzed to 

identify and to formulate problems • 



We have developed a number of such assessment tools (or more 

specifically, self-assessment tools) for agency use, and these are 

presented in Part II. In these tools we suggest how a specific 

response or combination of responses might be interpreted, but the 

final determination about whether there are specific problems needing 

attention rests in the hands of the agency management. 

SOURCES OF AGENCY HUMAN-RESOURCE PROBLEMS 

We have made the point earlier that organizations are complex 

phenomena. Diagnosing human resource problems therefore usually 

involves analysis of a complex web of interacting factors. Three 

principal factors act as the chief sources of these problems and are 

identified and discussed below: the organization, the Organizationa~ 
environment, and organizational employees. 

Organizations themselves are not only complex things but they 

exist in complex environments and interact with their environments in 

manifold ways. Organizations are open systems, by which we mean that 

they are given support from and are subject to demands from the envi-

ronment. And, in turn, organizations do things that affect the envi-

ronment. Certain organizational outputs will cause the environment 

to react and to change the nature of its supports and demands. This 

reaction process is called feedback, and it is one of the essential 

components of the open-system model depicted below: 

• 
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ORGANIZATIONAL 
OUTPUTS ---04""", TO THE 

ENVIRorENT 

Obviously, one prime source of problems is the environment--the 

kinds of supports it makes available and the kinds of demands .it puts 

on the organization. With regard to supports, there are three princi-

pal problem areas having potential for causing work-force disruptions 

• in the agency. The first is budget support (the availability of funds 

to attract, to hire, and to develop personnel). The second is labor 

support (the availability of sufficient numbers and kinds of indivi-

duals for employment in the agency). The third is symbolic support. 

Symbolic support includes the value put on the work of the agency by 

the environment, and the regard in which the organization's goals 

and missions are held. These kinds of symbolic supports may be 

registered in public and political values directed toward the agency 

and in how the general public views organizational role incumbents. 

Symbolic supports can be a central 1ynchpin in the whole range of 

supports made available to the agency, because if the work and goals 

and objectives of the organization are held in high regard, budget 

and labor support will often be forthcoming . 

• 



Environmental demands likewise affect the manpower situation. 

Again, three issues are of prime importance. The first includes 

mission and goal demands by which the environment states its overall 

expectations for the organization. Some missions and goals can be 

symbolically oriented (e.g., keep the community safe and secure), 

others are less abstract (e.g., apprehend offenders, punish offenders). 

The mix of mission and goal expectations put on the agency will 

greatly influence the kind of work required of the agency and, hence, 

the numbers and kinds of workers required by the agency. The second 

kind of environmental demand has to do with service work-load expec-

tations. The greater the work load, the greater the pressure put on 

the agency's resources. The third kind of relevant environmental ~ 

demand has to do with expectations about the way the agency will do 

its work--especially what is expected of agency jobholders who inter-

act with the environment. In criminal justice agencies, such required 

procedures center on due process and a balance between protecting 

the rights of society and the rights of the individual. 

As the nature of these environmental demands vary, implications 

abound for the amount and type of work the agency is expected to do, 

as well as for how the agency is to go about doing its work. This 

naturally has implications for the number and kinds of workers 

required, and when there are changes in environmental demands, the 

organization is often confronted with realigning its numbers and 

kinds. 

• 
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Organizational Sources of Problems 

A second general source of problems confronting the management 

of agency human resources is the agency itself. How well the agency 

is internally organized, how well it divides its work into tasks and 

jobs, how it staffs these tasks and jobs with people, how well it 

coordinates and integrates the various tasks and people, and how well 

the organization reaches decisions--all these are particularly cru-

cial issues. Failures in doing these things well may lead to prob-

lems. For example, if jobs are not appropriately designed and their 

nature communicated to employees, and if the agency's various jobs 

are not appropriately integrated and coordinated with one another, 

the performance of individual employees and that of the agency as a 

whole will suffer. These organizational sources of human resource 

bl b . I h 22 d b pro ems can e seen as 1nterna to t e agency an can e sumrna-

rized as follows: 

ENVIRONMENTAL 
INPUTS ~ 

THE ORGANIZATION 

Division of Tasks 

Organization of Tasks 

Staffing: Numbers of People 

Staffing: Kinds of People 
~OUTPUTS 

Coordination and Communication 

Setting Goals and Objectives 

Producing Outputs 

Personnel Administrative Processes 

FEEDBACK 
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Employee Sources of Problems 

A third source of problems are the employees of the organization. 

Employees are simultaneously elements of the organization and ele

ments of the environment. 23 Employees carry individual goals and 

abilities into the organization~ and many of their personal goals and 

abilities are conditioned by their membership and experience in the 

environment. But when entering the organization, employees confront 

organizational expectations that they will do certain kinds of work 

and in certain ways. Ineffective mediation of differences between 

employee and organizational goals is an important source of problems. 

So too, employee motivation (or the lack thereof) can ·be an important 

source of problems. ~search into employee behavior in Organizatio~ 

has indicated that the motivation of employees is a complex issue.
24 

Numerous factors influence motivation: rewards, relations with peer 

groups, self-esteem, autonomy, self-actualization, mastery in solving 

problems, and mastery in task accomplishment, for example. Failure 

to motivate can lead to employee dissatisfaction, and perhaps to poor 

performance. Lack of consensus between individual and organizational 

goals can likewise lead to dissatisfaction and a less than focused 

effort by employees to achieve organizational goals. 

With the addition of employees as sources of problems, we are 

now also in a better position to understand another aspect of the 

interaction between the organization and its environment. Environ-

ments not only provide support in the form of budgets but in the 

form of labor pools the agency can draw from. These human resource~ 
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provide a key litlkage between the organization and its environment 

because it is through the coordination of individual employees that 

organizations achieve transactions with their environments (produce 

outputs for and affect the environment). 

In the expanded figure (Figure 2), all three of these sources 

of problems are displayed as interrelated and oftentimes overlapping 

factors. The point of the depiction is that as the organization, 

its environment, and its employees are in constant interaction with 

one another, a given problem may come from multiple sources. 

This is the point we have been making throughout this material, and 

it has been implicit in several of the examples discussed by us. 

Figure 2 represents a general conceptual model for understanding 

the crucial factors involved in the diagnosis of human-resource 

problems. Because it is only a general model, however, the kinds of 

information required in organizational diagnostic efforts is not 

made all that clear. As we will see in the next section, where we 

discuss information for problem diagnosis, the model is basically 

sound but needs some graphic alteration to give us a better idea of 

the kinds of information we nef:d to diagnose human-resource problems. 

THE ROLE OF INFORMATION IN PROBLEM DIAGNOSIS 

As the purpose of dIagnosis is to identify and to formulate 

problems in a way that facilitates their ultimate resolution, a 

vital ingredient to this process that has not yet received much of 

our attention is the information upon Which to base a diagnosis • 

Surely any rational or quasi-rational planning approach implies the 
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collection of relevant data as one of its fundamental steps. Like

wise~ any form of decision making above the level of blind trial and 

error requires information, and problem solving itself is largely 

25 dependent on the acquisition of pertinent information. 

Problem diagnosis involves the acquisition and analysis of 

relevant information in an effort to describe, to exp1ain,and to 

understand organizational problems (i.e., to identify and to formu

late). In this regard, information can be used to describe a certain 

phenomenon (e.g., a particular symptom or problem) as well as to 

specify the possible causal factors that produced it. Beyond this, 

infonna tion may be necessary to explain how these factors work or 

interact to cause the phenomenon. Finally, information may be 

required to provide an understanding of why these factors work and 

interact in the way they do. 

Depending on the circumstances, a particular piece of informa

tion may provide insights into all of the above-mentioned issues: OT 

conversely, several different bits of information may be required for 

each separate issue. However, the important point to make is that 

any systematic and thorough attempt to diagnose an organizational 

problem requires the examination of information in some form. If a 

problem is to be identified by any means other than conjecture, 

speculation, or subjective perception (dubious means at best), then 

some empirical and objective basis for ascertaining that problem is 

necessary. 

It is important to note (at the risk of belaboring the obvious) 

that the acquisition and analysis of information has uses beyond the 



I 
problem-diagnostic stage of planning. For example, once a problem 

has been identified and formulated, much of the same information is 

useful in subsequent steps taken to solve it. 

1. Specification of alternative solutions for considera
tion. 

2. Development of selection criteria for comparing the 
alternatives. 

3. Evaluation of the alternatives. 

4. Selection of the most appropriate alternative. 

5. Implementation of the alternative. 

6. Feedback and evaluation of progress. 

7. Revision or replacement of the alternative (if 
necessary). 

Minimally, there are explicit information requirements in at 

least steps 1, 2, 3, and 5. However, since these steps go beyond • 
the scope of problem d:!.agnosis per se, the actual role of information 

during any particular step is of less importance here than the simple 

-awareness that information does have a role. What is also important 

to point out is that information provides the ingredients rational 

and objective decisions are made of, inclueing, especially, decisions 

about the nature and extent of organizational problems. 

How much information we have and how that information is manipu-

lated to reach decisions is crucial. Incomplete or sketchy informa-

tion may support conclusions different from those resulting from more 

complete information. Suppose, for example, that a police department 

is not providing adequate in-service training on interpersonal rela

tions, which results in poor contacts with the public. This problem. 
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may go undetected until a citizen complains about inappropriate 

treatment. The complaint might constitute the first source of infor

mation that something is wrong. When we look closely at the single 

complaint, a few logical possibilities might emerge: the citizen 

was expressing "sour grapes," the officer had acted inappropriately, 

or there was an unfortunate misunderstanding. Further examination of 

the facts of the case might lead one to conclude which alternative 

was the most likely in this particular case. 

However, the real problem (poor interpersonal relations as an 

agency-wide problem) has not yet surfaced from this single complaint. 

More information is needed, which eventually comes in the form of 

more complaints and perhaps negative media exposure. This new infor

mation can change the complexion of the initially conceived problem. 

If several similar complaints are made against different officers, 

then the importance of these several complaints becomes a more seri

ous matter, thereby raising questions about the "sour grapes" or 

"misunderstanding" possibilities. Besides, the notion of a single 

"bad ~gg" in t:he department must be further questioned. In effect, 

new alternatives emerge--among others, the possibility that many or 

all of the officers have acquired some "bad habits" in how they deal 

with the public (i.e., they have an ineffective style of interper

sonal relations). The point of this example is that the initial 

information provided some empirical basis for hypothesizing problems, 

which changed with the nature of the information obtained. In effect:; 

information facilitated the diagnostic process by first widening the 



range of potential options and then narrowing them down. To put it 

more simply, it provided some of the empirical elements needed for 

proper formulation of the underlying problem. 

BASIC INFORMATION FOR MANPOWER-PROBLEM DIAGNOSIS 

In Volume I, manpower planning was defined as concerning three 

matters: 

1. Balancing the supply of people available to the agency 
against the agency's job-focused demand for people. 

2. Understanding the employees' motivations, aspirations, 
and expectations. 

3. Understanding what must be done to acquire, develop, 
and utilize employees. 26 

This is a useful although somewhat vague starting point for 

understanding the data and information requirements for organiza-

tiona1 manpower diagnosis. The first category implies several data 

and information needs, including the need for information about 

agency missions and goals, the characteristics of the agency's work 

force, the characteristics of the labor market the agency draws its 

employees from, the nature of work (jobs) performed by the agency, 

the amount of work done by the agency (work loads), turnover in 

personnel, and perhaps certain environmental data related to the 

state of the economy, budgets, population demographics, and others. 

The second category is data and information related to emp1oy-

ees' affective and evaluative views. This may include employee per-

ceptions of the job, of the climate of the agency, of the importance 

• 

of agency goals and missions and the level of performance in meeting~ 
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them, of the fairness employees are treated with and more particu

larly, of perceptions about the adequacy of employee training, career 

opportunities, compensation, and other personnel policies. 

The third category includes data related to the actual (in con

trast to perceived) personnel processes, procedures, and practices of 

the agency--what is done, how well it is done according to measurable 

criteria, and what needs alteration or improvement according to some 

valued goal and objective. These practices and procedures include 

recruitment, selection, development, assignment, promotion and many 

other such specific areas of agency activity focusing on the "manage

ment" of human resources. 

In sum, an agency's particular manpower situation and the man

power problems it faces are dependent on supply-demand variables, on 

employees' motivations, aspirations, and expectations, and on the 

nature of agency personnel practices. Thus, data about these things 

appear at a commonsense level to be important to understanding and 

diagnosing various aspects of agency human resources. To the extent 

that an agency has data and information related to these things, 

manpower problem diagnosis can proceed on some informed basis; to 

the extent that such data and information is missing, the agency must 

rely on intuition, "theorizing," or even guesswork in formulating 

understandings of its human resource situation. 

Similarly, requirements for diagnostic data can be viewed in 

relation to the elements of organizational human-resource planning 

as defined by the U.S. Civil Service Commission and as reported in 
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27 Volume I. The Commission's "work force planning," defined as 

"determining the numbers and kinds of people that are and will be 

needed to perform the organization's work," requires data about mis-

sions, jobs, work loads, and a multitude of other issues. The commis-

sion's "staffing needs planning," which focuses on personnel manage-

ment actions, requires data about recruitment, selection, development, 

and other personnel practices involved in securing the required 

agency work force. 

FACTUALLY-BASED VERSUS EVALUATIVE INFORMATION 

.Another aspect of viewing data requirements for organizational 

manpower diagnosis is to distinguish data that are factually based 

and an objective representation of matters, from those that are base~ 
on value judgments and are evaluative. For example, we may have or 

secure factually-based information that established that turnover 

last year was 12.4 percent, or that new employees are now required to 

pass a written selection examination with a score of at least 80 

percent. Such factually based information may be important in objec-

tively describing the scope of turnover or in determining what one 

of the minimal standards is for initial employment. Thus, one dimen-

sion of a diagnostic data base is what may be called objective 

descriptions of current conditions. 

A second kind of data, however, is not factually based but is 

rooted in people's attitudes, values, and preferences. These data 

can be called "value judgmental" as they have to do with people's • judgments about what is good or bad, acceptable or unacceptable, 
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preferred or not preferred. For example, it may not only be important 

to know that turnover was 12.4 percent last year, but that we or 

others find such a turnover level to be acceptable or unacceptable, 

or good or bad for some set of reasons. Thus, having data about 

actual events and conditions and having data about people's attitudes 

about these things are both important to diagnostic efforts. 

DISTINGUISHING FACTUAL FROM EVALUATIVE INFORMATION 

Unfortunately, it is not always a simple matter to keep factua11y-

based and value-judgmental data sufficiently clear and categorized as 

one or the other. There are several reasons for this. One has to do 

• with making factual statements about people's values. For example, 

~ suppose we attempt to determine whether employees view their jobs as 

routine and uncha11enging or as exciting and demanding. Through sur-

vey and interview techniques we may be able to establish factually 

that "X" percentages of employees see their jobs one way or the other. 

Although the basis of respondent views recorded in the questionnaire 

are essentially rooted in personal value judgments about what appeals 

to them in a job, we are reporting some objective or factual informa-

tion about the distribution of these views. 

Another issue is the knowledge base of those reporting factual 

information: whether the information being reported is based on 

verified empirical data, or on intuition, opinion, or guesswork. 

Putting aside questions about people's intentions to tell the "truth" 

~ 
or to deceive us, there is always a need to consider the source of 

the information. Specifically, is the person providing the 



information or data likely to have reasonable access to the basic 

data, and is the person capable of analyzing it and reporting it ob

jectively? Some people are in a better position to have access, 

knowledge about certain matters, and ability to report accurately. 

For example, although we may need to know whether or not job descrip

tions have been professionally validated, only certain people in the 

organization may know whether they have been, or even know what the 

question means. Nonetheless, many people in an agency may, if asked, 

be willing to venture an opinion or a guess about this based on their 

own job and their evaluation of it. Thus, the kind of information we 

seek must be from those who have a reasonable basis for providing it . 

OPINION-BASED INFORMATION • There is also a distinction to be drawn between those who have 

access to and understand factually-based information and those who 

can reasonably be expected to have an opinion about things. Almost 

anyone in the organization can be expected to venture opinions or 

judgments about the various aspects of the organ:i.zational human

resource situation. Only certain individuals, however, can be rea

sonably expected to have detailed and factually-based information 

about specific human-resource conditions and practices. For example, 

many or most employees can express an opinion about whether or not 

a majority of agency employees think their jobs are routine or 

unchallenging. But only someone familiar with, say, valid survey 

results can report with authority how many or what proportion of 

employees report their jobs to be routine and unchallenging. • 



• 

• 

• 

45 

Naturally, people's opinions and views may be accurate reflections of 

reality. For example, an individual's opinion (perhaps only a guess) 

that most people see their jobs as routine might be confirmed by sur

vey results that report 80 percent of the agency's employees do view 

their jobs this way. 

But even if opinion data are not supported by "objective fact 

finding," people's opinions, no matter how ~oorly informed and inac

curate, can be important for diagnostic purposes. The perceptions 

of employees, accurate or not, do much to shape the agency's work 

climate and the problems it confronts. For example, if many employ

ees hold that agency job assignment policies are capricious, it may 

greatly affect their attitudes and performance--even if assignment 

practices cannot objectively be shown to be capricious. These and 

similar kinds of sentiments relate to employee beliefs, perceptions, 

and attitudes and comprise important additional kinds of data and 

information for diagnostic purposes. 

INFORMATION ABOUT PRIORITIES FOR CHANGE 

Another kind of data important for diagnostic purposes is on 

people's views about the need for change. It is one thing accurately 

to describe a particular personnel policy or procedure in force, or 

to evaluate these policies and their effects negatively; it is quite 

another matter to measure preferences and priorities and to do any

thing about them. 

Information about needed change is obviously different from 

factual information on present conditions, and it is also different 



in an important way from people's evaluations of whether conditions 

are "good or bad," "acceptable or unacceptable." Evaluations of 

good or bad mayor may not coincide with opinions that something 

ought to be done about these conditions, that the effort involved in 

mounting chang~ is worth the time and expense. For example, agency 

promotion policies may be heavily weighted toward seniority consi-

derations. The vast majority of employees within the organization 

may indicate dissatisfaction with this. Yet, only a small minority 

of employees may support changing promotional policies, giving more 

weight or exclusive weight to, say, validated promotional examina-

tions. They may not see this as an acceptable alternative; or other 

problems having nothing to do with promotional procedures may be of .~ 

greater concern and assigned a higher priority for "fixing." 

In sum, several general statements can be made about the data 

required for organizational manpower diagnosis: 

1. Some data are about accurate representations of cur
rent conditions~ personnel practices, policies, and 
procedures. 

2. Other data are about people's perceptions about 
these things, regardless of their accuracy in reality. 

3. Some data will be about valuations of conditions 
and practices, abo'tit whether they are acceptable or 
unacce.ptable. 

4. Some data will be about preferences for attempting 
to change these practices or to alter conditions. 

Bound up in these categories are accompanying concerns for the 

accuracy with which the data reflect reality, with whether the data 

are recording factually-based or value-judgmental issues. • 
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DESCRIPTIVE) EVALUATIVE) PRESCRIPTIVE INFORMATION 

Building on the previous material, the primary kinds of data 

necessary for problem diagnosis are descriptive, evaluative, and pre

scriptive. Descriptive data provide objective views of what is. 

They may include, for example, answers to questions about whether the 

agency currently possesses turnover data in some particular form, or 

they may refer to information available to describe formal policies 

and procedures governing, say, current recruitment practices. Evalu

ative data focus on judgments about how good or bad, or effective or 

ineffective these practices are or the conditions that result. For 

example, evaluative data may indicate that the turnover data currently 

possessed is not accurate or useful. Or, evaluative data may repre-

sent judgments that present recruitment policies and procedures are 

ineffective in attracting qualified applicants. Prescriptive data 

are about the need to change current conditions. These data reflect 

people's preferences either to leave things the way they are or to 

seek change (e.g., in the level and quality of turnover data or in 

policies and procedures governing recruitment). Descriptive data 

provide an anchor against which evaluations and prescriptions can be 

reviewed and evaluated. It is also important to keep the distinc

tion between evaluation and prescription separate because as has 

already been pointed out, an evaluation that something is not up to 

snuff may not necessarily imply a high priority to do anything about 

it. 



Although not all personnel in the organization can provide all 

the kinds of diagnostic information needed, all employees have some 

information to provide. For our purposes, a distinction is drawn 

between those in the organization who have or are likely to have 

detailed and verified information permitting descriptions of current 

practices and conditions, and those who, although not having this kind 

of information, can nonetheless be expected to have descriptive, 

evaluative, and prescriptive opinions about these things. 

Normally, top management and personnel and planning staffs are 

most likely to possess knowledge related to the availability of man

power data and to details of personnel practices, procedures, and 

policies. Surveys are usually efficient devices for securing this ~ 

kind of information. The surveys (perhaps in a closed-ended format) 

can be used by top management and staff to summarize and to organize 

current knowledge about personnel practices. In a sense, such sur-

veys become a simple descriptive device where notation is made that 

either we do or do not have this kind of data, or that we do or do 

not have this particular personnel practice, procedure, or policy. 

It is almost always the case that some combination of management and 

staff in the agency can provide such descd.ptive information from 

recall or from minimal search of records. 

Knowing that an agency has certain kinds of data or that a c~r

tain practice is undertaken says nothing about the quality or the 

utility of the data or the practice. These are evaluative questions. 

It is comparatively easy to establish that certain data are on hand ~ 
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or that a certain practice is undertaken, but qualitative evaluations 

of thes~ things are much more complex and difficult to establish. 

For example, it may readily be determined whether or not an 

agency has employed one of the standardized job analysis methods as 

a means of validating its job descriptions. It is quite another mat

ter to determine whether this method has produced useful and valid 

information, and whether the information has subsequently been used 

to produce accurate and helpful job descriptions. Answering these 

questions authoritatively may involve complicated research and analy

sis on its own. The alternative is to ask for people's opinions 

about the quality of the particular kind of data or of the particular 

personnel practice. Although this would be less desirable than hav

ing "hard" evaluative data, it nonetheless provides some feedback 

about the perceived quality and utility of the data or the personnel 

practice. And it may well be the only option in most instances 

because agencies will not or cannot devote sufficient time and money 

to secure hard evaluative data. 

Evaluative opinions may be solicited at a general level--about 

recruitment practices in general, selection practices in general, 

training practices in general, and so forth. Or, opinions may be 

solicited about specific recruitment, selection, and training prac

tices. One option, the preferable one, is to solicit opinions at 

both the general and detailed level. Almost everyone in the organi

zation can be expected to have opinions about general areas of per

sonnel practice and procedure (e.g., recruitment, selection, and 



------------------------- - ---- ----- -

training generally). It is likely, however, that only those manage-

ment and planning staffs familiar with particular personnel proce-

dures or with the availability of certain kinds of data will be in a 

position to venture a reasonably informed evaluative opinion about 

the details of procedures. Thus, evaluative opinions about details 

of recruitment or selection procedures should primarily be addressed 

to those who have been able to provide the requisite descriptive in-

formation on these things in the first place. 

Although we have not yet spoken of the specific kinds of sub-

stantive issues that need to be addressed by prediagnostic checklists 

and surveys (but will shortly), we can summarize in the form of a 

chart (Figure 3) some of the points made in this section. Figure 3. 
indicates that we need descriptive information about current person-

nel policies, procedures, and practices; and we need information 

about the availability of manpower-planning-related data. We also 

need evaluative and prescriptive information about these things, as 

well as about views on the impact of environmental variables. 

Finally, the list distinguishes between management or staff sources 

of such data and all-employee sources of such data. 

• 



• 

• 

• 

1. 

51 

FIGURE 3 

GENERAL TYPES OF INFORMATION BROADLY USEFUL 
IN HUMAN RESOURCE PROBLEM IDENTIFICATION 

AND PROBLEM FORMULATION 

Concerning Personnel Practices, Policies, and Procedures: 

Specific Practices--Descriptive. 
personnel practices, policies, 
management and planning staffs 
lists. (E.g., does the agency 
openings in local newspapers?) 

Inventory of specific current 
and procedures provided by 
through, for example, check-. 
currently advertise position 

2. Specific Practices--Eva1uative. Evaluations of these specific 
personnel practices, policies and procedures by management 
and planning staffs. (E.g., has advertisement in local 
newspapers been beneficial in attracting qualified appli
cants?) 

3. Specific Practices--Prescriptive. Estimations by management 
and planning staffs of the need for change in these various 
specific personnel policies, procedures, and practices. 
(E.g., should this method of advertising position openings 
be altered or changed?) 

4. General Evaluations of Practices. General evaluations by 
employees throughout the agency of the effect and the 
effectiveness of personnel practices, policies, and proce
dures within general categories of personnel actiu~~ {e.g., 
rec:~'uitment in general, selection in general, training in 
ger.era1, etc.) 

5. General Priorities for Changing Practices. 
employees throughout the organization of 
within the broad categories of personnel 
recruitment, selection, training, etc.). 

Estimations by 
the need for change 
actions (e.g., 
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Concerning Data Available for Human-Resource Planning Purposes 

6. Data Availability. Checklist inventories filled out by manage
ment and planning staffs on the current availability of 
manpower-planning-related data. 

7. Quality of Specific Data. Evaluations by management and plan
ning staffs about the utility of currently collected data. 

8. General Evaluations of Agency Information. General perceptions 
of employees about agency awareness of key organizational 
conditions (e.g., whether the agency seems sufficiently 
informed about the actual nature of work done in jobs, or 
the performance of employees, or the knowledge and skills 
its employees have). 

9. Priorities for Changes in Data Collection. Estimations by 
planning and management staffs about the need for addi
tional or new data and the need to collect and store 
existing data differently. 

Concerning Environmental Variables 

10. Identifying Environmental Factors. Estimations by management 
and planning staffs of the environmental variables that 
affect (in varying degrees) the agency's human resource 
situation, and on the agency's ability to manage its human 
resources. 

11. Evaluating Environmental Factors. Estimations by management 
and planning staffs of whether and how much the various 
environmental variables and factors positively or nega
tively affect the agency'~ being able to manage its human 
resource situation. 

12. Priorities for }~nipulating Environmental Factors. Judgments 
by management and planning staffs about which of these 
external variables and factors appear manipulable, which 
are not, and which of the manipulable variables require 
increased attention by the agency. 

• 

• 
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The use of the terms !££ management and planning staffs in 

Figure 3 requires some comment. Neither term can be defined with 

precision for the purpose of drawing appropriate samples for surveys 

and other methods of collecting data. For example, depending on the 

agency, management and planning staffs may be only the head of the 

organization and immediate subordinates (top management), or it may 

be these and others in staff suppor~ units. Management and planning 

staffs may be those in units so labelled, or those in planning, 

research, and personnel divisions, or they may be those who staff a 

general lIadministrative services" division (depending on the size 

of the agency and on its structure) • 

However, it is helpful to bear in mind that the terms top 

management and planning staffs refer to those who are most likely to 

have relatively accurate and detailed information about personnel 

practices, about planniLg-related data, and about environmental fac

tors. Who these people are in any particular organization will dif

fer from agency to agency. Yet, for the most part, these relevant 

individuals will be within the management and staff-support classi

fications. As a rule of thumb, questionnaires and interviews should 

be directed to as many personnel in these classifications as possi

ble, permitting as wide a respondent pool as possible. This has 

several advantages, including the opportunity for comparison and 

summation of responses from many people for purposes of cross

checking responses for consistency . 

We also need to discuss some of the underlying rationale for 

asking "all" employees to provide some of the requisite data and 



information. A basic and often unavoidable fact of life in organi-

zations is that managers operate with incomplete knowledge. Seldom 

are decisions made that are based on the facts necessary. Theoreti-

cally, capable decision makers consider all the information available 

and, indeed, will make sincere attempts to gather as many data as 

possible before making (and justifying) important decisions. Unfor-

tunate1y, when dealing with organizational human-resource problems, 

an important source of information often ignored and underuti1ized 

are the people within the organization itself. This is especially 

problematic in large organizations: The larger the agency, the 

less likely that top-level management will be in tou~h with the 

operational details of that organization and the more removed that ~ 

management becomes from the day-to-day activities and experiences of . 

a majority of employees and the problems that relate to them. A 

logical consequence is that management can easily become uninformed 

or, perhaps worse yet, misinformed about developing human-resource 

problems within the organization. A problem that emerges within 

an organization is less likely to be corrected if management does 

not perceive it to exist, or if it is to be dismissed or misunder-

stood without accurate information. Unfortunately, when this 

happens the problem may continue to grow and perhaps eventually 

escalate to crisis proportions. By the time management realizes 

that it has misperceived or underestimated the original situation, 

it may be too late to deal with it efficiently. 

• 



• 

• 

55 

For example, suppose that management sincerely believes that 

its employees are treated well and so assumes that the employees are 

basically happy. The ongoing complaints about bad working condi

tions made by some employees are generally treated as "sour grapes" 

and not representative of most employees. The complaints persist 

for a while and then diminish, reinforcing management's position 

that there were no real problems after all, and that the majority of 

employees are content. Unexpectedly, however, management is informed 

that a union is being organized. As it turns out, the employees 

have become so disgruntled with management's apparent indifference 

to their problems that they have decided to unionize to protect 

their own interests (which is what management thought it was doing 

all the time). 

While this example may seem extreme, it is not really so far

fetched. The important point to be made is that even if management 

understands the value of reviewing the state of the organization as 

means of problem diagnosis, it often fails to take advantage of an 

important source of information that can significantly contribute 

to the quality of that diagnosis. To put it more pointedly, if 

management commonly ignores input from its employees, human-resource

related problem diagnosis is reduced to an incomplete and perhaps 

dangerously speculative process. Since human-resource-related 

problems by definition are related to the people in the organization, 

the information they can provide becomes a vital element of proper 

~ diagnosis. Therefore, any diagnostic approach to problem-focused 



manpower planning would be remiss if it did not tap the views of 

people within the organization. 

GATHERING DIAGNOSTIC INFORMATION 

Considering the twelve types of information presented in 

Figure 1, there are several possibilities for collecting and gather-

ing requisite diagnostic information. One option is to search 

existing departmental records--as might be done, for example, to 

determine the existence and nature of turnover data. Written agency 

personnel procedures and policies can be examined also for what 

might be done to determine the nature of official personnel proce-

dures, practices, and policies. Survey questionnaire and interview 

techniques can be employed to sample people's opinions and percep- ~ 
tions. Judgmental and Delphi techniques can be used to gather and 

to weigh opinion data. 

These and several other specific kinds of data collection tech-

niques are discussed in Volume III. At one time or another, all of 

the techniques can be important and useful in providing the informa-

tion necessary for problem diagnosis and for human-resource planning 

in general. Part 4 of the present volume (volume II) will discuss 

the application of these specific techniques to problem-focused 

diagnoses. 

Of the various data-collection techniques often associated with 

28 diagnostic activities, questionnaires and interviewing are parti-

cularly useful means for gathering and summarizing information about 

a wide range of issues, especially so if the objective is broad or • 
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general diagnostic assessment. A surveyor questionnaire approach 

for general diagnostic assessment is widely accepted as a useful 

f 11 i i f . 29 i b d f means 0 co ect ng n ormat~on, as t can cover a roa range 0 

issues and potential problems and is well suited for agency se1f-

administration. Furthermore, survey questionnaires allow for 

anonymity in responses, thereby facilitating candor from respon-

dents. Candor is crucial to the subsequent accuracy and validity 

with which problems are identified and formu1ated. 31 

The additional advantage of questionnaire surveys is that they 

can elicit summary information and viewpoints about various topics 

and are an alternative to other, perhaps more time-consuming methods 

~ of collecting information. For example, we may wish to know whether 

or not a specific kind of recruitment or selection procedure has 

been formally adopted. We may then wish to interview affected per-

sonne1 to see whether or not the particular policy is actually in 

effect. Or we may wish to observe situations where the procedure 

would be operative to see firsthand whether or not the procedure is 

being utilized as intended in official agency policy. 

When using survey questionnaire techniques, the objective is to 

select those knowledgeable and to ask them a series of questions 

about the particular personnel procedure. Assuming that they are 

informed and report truthfully, their answers to a few questions 

can be based on a summary of a great deal of information and data 

that they are either already aware of and have analyzed, or that 

'. they have access to and can readily summarize to answer the survey 

questions. 



RELATING INFORMATION REQUIREMENTS TO THE 
BASIC DIAGNOSTIC MODEL 

We now turn to a consideration of the basic information require-

ments for diagnosing human-resource problems by viewing these 

requirements within the context of the diagnostic and organizational 

models presented earlier in Figures 1 and 2. Figure 1 displayed the 

basic problem-diagnostic process. The second stage of that process 

identified information needs in the form of data about the organiza-

tion, its environment, and its employees. The three information 

requirements can be broken down further, as we did in Volume I, into 

the following components: 

1. Missions and goals. Initially set by the environment, 
later interpreted by the organization. • 2. Crime data. A measure of the principal source of work
load demand coming from the environment. 

3. Economic and budget conditions. Measures of a key 
support coming from the environment. 

4. Population characteristics. Basic characteristics 
of the service clientele and the environmental 
population. Basic population characteristics can 
be associated with the kinds of demands and sup
ports coming from the environment. 

5. Public and political values. Symbolic supports and 
demands coming from the environment. 

6. Labor-market conditions. Environmental supports in the 
form of potential employees available to the agency. 

7. Agency work loads. Specific demands for the agency 
to take activity, generated directly or indirectly out 
of the environment. 

8. Job-focused data. Organizational design of tasks and 
jobs; organization and integration of these jobs; 
identification of numbers and kinds of employees 
needed. • 
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9. Employee-focused data. Measures of organizational 
supply of numbers and kinds of employees. 

10. Performance data. Organizational and individual 
employee outputs. 

11. Personnel administration system. Data on processes 
and transactions between the organization and its 
employees, including organizational practices to 
secure, to develop, and to utilize personnel, and 
employee actions to remove themselves from the 
organization (turnover). 

Figure 2 broadly depicted the sources of problems with regard 

to agency human resources and also depicted how these individual 

sources were intimately interrelated within our open system model of 

organizations. The three principal sources of problems were identi-

fied as the organization itself, the organization's environment, and 

~ organizational employees. There is a basic correspondence between 

the sources of problems displayed in Figure 2 and the specific kinds 

of data required for diagnostic purposes presented in the foregoing 

list: each of the kinds of data listed above relate to the organi-

zation, its environment, its employees, or to some combination of 

these three. 

Fully to understand the importance of the various forms of in-

formation, however, it is necessary to be a little more explicit 

about the kind of organizational diagnostic model we have adopted. 

The basic model of organizations presented in Figure 2 blends the 

technical and social aspects of the organization. Organizations 

take the inputs from the environment (~emands and supports), pro-

cess these inputs, and turn them into things such as services for 

the environment (outputs). The process by which organizations 
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prescribe how this processing is to take place, attempting to mini

mize uncertainty and variance in organizational and individual be

havior, is one technical aspect of the model. Examples are organi-· 

zational efforts formally to define roles, jobs, and tasks, and the 

specification of recruitment, selection, assignment, and other pro

cedures. 

Another technical aspect of the organizational model is the 

attempt to standardize the measurement of performance and several 

other organizational characteristics. Developing standardized ways 

of measuring outputs and outcomes, productivity and employee per

formance, and standardizing data collection about organizational 

characteristics such as turnov~r~ work loads, and the qualities of 

employees are examples of this technical aspect of organizations. 

A final relevant technical aspect of organizations has to do 

with its prescribed transactions with the environment. Whom the 

organization is required to interact with and the prescribed bases 

of these interactions can in one sense be seen as technical aspects 

of the organization's technical relationship to its environment. 

• 

The social side of the organization involves, as one would . 

naturally suspect, the individuals who fill the prescribed organiza-

tional roles. Several issues are relevant. One is the matter of 

employees' affective responses to the organizational environment, to 

their jobs, and to the nature of interactions between them and the 

organization as governed by personnel administrative practices. 

Other social issues are how far the employees and the organization ~ 
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agree about goals, as well as how good the fit is between the tech

nically prescribed jobs and tasks and how the employee views and 

performs those jobs and tasks. Another social issue is employee 

motivation, including how much they are motivated and by what. This 

brings to mind a set of motivational issues similar to those pre

sented in Figure 2 (compensation, self-esteem, relations with peers, 

mastery of jobs and tasks, autonomy, self-actualization, and job 

worth). Employee perceptions about these things becomes an impor

tant piece of diagnostic information. 

Finally, environmental relationships have a social aspect as 

well as a technical aspect. Although organizational interactions 

with key elements in the environment may be technically specified 

(e.g., with budget officials, with elected leaderships, with civil 

service), other factors govern these relationships as well. Social

environmental factors include matters of influence, hostility,' 

normative support for the organization, and the qualitative aspects 

of the interaction between the environment and the agency. 

Social-technical aspects of the organization broadly overlap 

with most, if not all, of the information requirements specified in 

our eleven-item list. For example, consider information about the 

personnel administration system. On the one hand, certain of the 

information required is technical--for instance, what the prescribed 

personnel administrative procedures are. On the other hand, certain 

of the information required is social--for example, what employee 

affective and behavioral responses to these prescribed procedures 



are. Or, consider employee-focused data. On the technical side, 

organization prescriptions about the kind of data to be collected 

and kept on the qualitative characteristics of employees are based 

on the organization's technical analysis of jobs and the kinds of 

personnel required to fill them. On the social side, there are data 

coming from employees about the human aspects of their interactions 

with others in the or.ganization. 

SUMMARY 

In this part of Volume II we have provided an overview of the 

human-resource problem diagnostic process. Particular attention 

was drawn to the difference between problem identification and probl~ 

diagnosis: the latter being a more involved and detailed process 

for describing both the nature of the problem and its causes. 

Attention was also drawn to the importance of distinguishing symptoms 

from underlying problems. Dwelling on symptoms alone makes for 

poor problem diagnosis and often leads to inadequate problem solution. 

A general model of problem diagnosis was presented. It begins with 

a sense of something being wrong (determined through either systematic 

or unsystematic problem sensing mechanisms). This sense that some-

thing is wrong is followed by a more detailed effort to uncover the 

exact nature of the problem (1. e., problem diagnosis proper). Full-

scale problem diagnosis is sometimes expensive and time consuming. 

Additionally, not all apparent problems are of a serious enough nature 

to warrant full-scale problem diagnosis. • 
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Several criteria were provided for deciding whether full-scale 

problem diagnosis is warranted. Additionally, problem diagnosis was 

distinguished from a "problem audit" and from activities associated 

with finding solutions to problems. Audits require standards against 

which to compare current conditions--these standards must be set 

individually within the context of each agency and its environment. 

Problem solution also requires a consideration of each agency's 

unique situation. However, competent problem diagnosis will often 

provide a range of possible solution alternatives because competent 

diagnosis helps us to focus on the causes of the problem. 

Human-resource problems may originate in the environment, at the 

4IIt organizational level, or with employees. The key to discovering and 

understanding human-resource problems is to collect sufficient 

• 

information from and about these three sources. The information 

required is descriptive, evaluative,and prescriptive about current 

personnel practices, environmental contingencies and constraints, and 

the agency work climate. Employees at all levels in the agency are 

prime sources for the requisite information. 

Problem diagnosis can be general or it can be problem-focused. 

That is, certain forms of problem diagnosis are procedures for taking 

general stock of the agency's human resources, Other forms of problem 

diagnosis focus on a particular problem of agency human resources that 

has already been identified and singled out for further attention. 

Subsequent parts of Volume II provide surveys and models for conducting 

both forms of problem diagnosis. 
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VOLUME IIJ PART 2J SECTION A 

ORGANIZATIONAL CLIMATE SURVEY 

(Pages 69 through 204) 

67-346 

This survey has been bound separately for individual use. It 

provides an Organizational Climate Survey for the gathering of 

information from agency employees. The information gathered from 

this survey provides important indicators of problems and strengths 

within the agency. 

VOLUME IIJ PART 2J SECTION B 

PERSONNEL PRACTICES SURVEY 

(Page 205 through 346) 

This section has also been bound separately for individual use. 

It contains the Personnel Practices Survey and accompanying guide for 

interpreting your responses to the survey. The Personnel Practices 

Survey is intended to provide you with a means of determining the 

present state of your personnel policies and practices. This is 

accomplished by your completing the self-administered survey provided 

and then comparing your responses to the subsequent interpretation 

guide. 
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VOLUME IIJ PART 2J SECTION C 

ENVIRONMENTAL FACTORS QUESTIONNAIRE 

(Pages 347 through 412) 

The Environmental Factors Questi.onnaire has also been bound 

separately for individual use. This questionnai.re concerns the 

circumstances or factors external to the agency, such as the state 

of the economy, social conditions, technological developments, 

political and public ideology, and local competition for criminal 

justice manpower, that may affect the agency and how it defines and 

pursues its goals and objectives. The questionnaire identifies five 

major areas for examination in assessing criminal justice manpower • planning as affected by the agency's environment. 

• 
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VOLUME IIJ PART 3 
COMBINING RESULTS OF THE THREE DIAGNOSTIC SURVEYS 

Although each of the diagnostic surveys (of climate, of personnel 

practices, and of environmental factors) can be analyzed separately 

for information, results from the three surveys can be (and often 

should be) combined to produce a coherent and complete picture of 

human resources and personnel practices in an agency. Narrative 

accompanies each of the surveys, explaining how they may be analyzed 

individually. We now turn atte:'.tion to analysis that uses all three 

surveys. 

Consider the following hypothetical situation. Results from 

the climate survey indicate a belief among employees that the agency's 

personnel-selection process does not result in the hiring of qualified 

people. Curiosity or concern about agency selection procedures could 

have been aroused through analysis of responses to the survey of 

personnel practices or of environmental factors. In this hypothetical 

situation, hm.;rever, our initial concern is prompted by the findings of 

the climate survey. 

One of the first steps we may take in examining these opinions 

is a thorough analysis of all thirteen questions in the section of 

the climate survey that deals with personnel selection. Further 

analysis may be conducted to see whether these negative opinions 

~ about selection come from employees in certain age groups, and so 
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forth. We may also search for any correspondence between employees' 

views about selection and their views expressed in other sections 

of the climate survey--say, views expressed about coworkers in the 

section about job knowledge and skills (e.g., Do those who negatively 

evaluate agency selection procedures also negatively evaluate the 

attributes of coworkers?). This process of looking for patterns of 

response across items and sections was described in the narrative 

accompanying the climate survey. 

Although this kind of in-depth analysis of responses within the 

climate survey can by itself provide useful information about an 

agency's personnel-selection procedures, important additional diag-

nostic information can be secured from the surveys of personnel •• practices and environmental factors. For example, the eight questions 

in the personnel-practices survey that deal with personnel-selection 

procedures can be analyzed to supplement employee opinions with factual 

information about selection procedures and practices. (What selection 

procedures does the agency use, and what is their relative importance 

and their relative effectiveness in screening employees? What kind 

of selection tests does the agency use, and are these tests validated?) 

The environmental-factors questionnaire can provide additional 

information about selection practices. Although numerous questions in 

the environmental survey touch on issues related to selection practices, 

several are particularly relevant. For example, questions 5 and 6 are 

about how much the selection process is affected by union contract 

provisions and by civil service regulations; question 14 is about h~ 
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much decisional freedom the agency has in conducting selection pro

cesses; and questions 29, 30, and 31 are about the agency's ability 

to compete with other agencies in securing qualified personnel and 

in offering competitive salaries. Besides these questions that 

specifically deal with aspects of selection, other questions in the 

environmental survey provide a backdrop against which the agency can 

estimate its relationships with several outside agencies and actors 

that might influence or othervlise constrain agency selection procedures. 

The point of this simple example is that information helpful to 

the identification and diagnosis of human-resource problems comes 

from all three surveys. This information needs to be pieced t~~ether 

• to form a whole and a coherent picture for diagnostic purposes. 

• 

GENERAL POINTS ABOUT COMBINING INFORMATION 

How one makes use of the wealth of information that will be pro

duced by the administration of all three surveys is more a matter of 

common sense, intuition, and imagination than it is of following any 

detailed blueprint for analysis. Real progress in understanding 

problems and in discovering solutions will come from novel ways of 

piecing information together. The possible ways in which information 

from the three surveys can be pieced together to help identify and 

to diagnose human-resource problems in an agency are for all practical 

purposes infinite, and we cannot specify all. Yet a general set of 

directions and list of things to consider when combining information 

will be of value. General directions will not prescribe which questions 

from the three surveys ought to be examined when any particular issue 
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is being looked at, but will provide a set of guidelines for agency 

managers and planners. The general guidelines should give latitude 

to individual intuition and imagination in identifying and describing 

both the strengths and weaknesses of the agency. 

In the material that follows, we provide several statements to 

help guide the combining of information. As a starting point, it 

is helpful to recall the distinctive contribution and purpose of 

each of the three surveys. 

1. The climate survey gathers information from employees. 

Some of this information may be taken as factually 

oriented--as, for example, when employees are asked 

whether they have a written description of their job 

duties. Additionally, opinion data is collected about 

the nature of personnel practices and their effects, 

the work environment, and the overall climate of work 

within the agency. The pllncipal objective of the 

climate survey is to secure the views of employees-

the major objects of personnel actions and practices, 

and the ones most familiar with day-to-day work. 

2. The personnel-practices survey gathers factual data 

about the actual nature of personnel practices-

specifically, the present state of personnel policies 

and procedures. The objective is to secure an accurate 

description of the actual practices--practices that 

mayor may not be in accord with what is "officially" 

believed done. 

• 

• 
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3. The environmental-factors questionnaire gathers information 

about the agency's interactions with outsiders (people and 

agencies) that affect the agency's ability to acquire, to 

assign, and to utilize personnel. The objective is to 

identify areas of contingency and constraint that have an 

impact on the agency's ability to manage its human resources. 

The starting point for combining information is to hold in mind the 

distinctive but complementary information provided by these surveys. 

For example, assume that a question has been raised about the agency's 

training practices and procedures. The personnel-practices survey 

uncovers the actual nature of practice. The climate survey provides 

information about what is perceived to be the nature of and what are 

felt to be the effects of training practices. The environmental-

factors questionnaire uncovers and examines the important external 

factors that constrain present policy and affect the agency's ability 

to alter that policy. This, then, is the primary purpose of combining 

information from the three surveys: (1) the examination of actual 

practice, (2) the examination of employees' perceptions of practices 

and their effects, and (3) the examination of environmental influences 

as these affect or constrain practice. 

ALTERNATIVE WAYS OF VIEWING THE COMBINING PROCESS 

Thus far we may have made the combining process sound a bit 

passive or, perhaps, reactive--as if the analyst sits back and waits 

to have his or her curiosity or concern priCKed by some particular 

• finding from one surveyor another: Once jostled, the analyst begins 
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happen, and it matters little which survey provides the initial impetus 

to examine the issue further. Yet, the general stocktaking that is 

permitted by an administration of all three surveys allows a more 

active approach to the diagnosis of human-resource problems and 

combining information from the three surveys. When following this 

more active stocktaking course, analysts systematically sift through 

and analyze information from a11 three surveys, combining that infor

mation in a wide variety of ways to produce as complete and coherent 

a picture of agency human-resource practices and their effects as 

possible. But whether information from the three surveys is sifted 

and pieced together to deal with on~ issue of personnel practice or 

is analyzed and combined to serve as an overall review of personnel 

practice, some model or view of how the three surveys fit together 

needs to be kept in mind. 

• 
There are several ways of viewing how the three surveys fit 

together. Two ways seem particularly relevant, given the model of 

problem diagnosis adopted in these'volumes. The first way is 

organizationally focused: in it the personnel-practices survey and 

the environmental-factors questionnaire together provide the core 

information, while the climate survey provides additional or ancillary 

information. With this approach, t~e core information provided by 

the personnel-practices and environmental-factors surveys is focused 

at the organizational 1evel--on identifying key personnel pra~tices in 

the agency and crucial organizational interactions with the environm~ 
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The climate survey is used to fill in gaps--focusing particularly 

on individual perceptions about personnel practices and their 

organizational effects. 

The alternative way of viewing relationships among the three 

surveys assumes that core information is provided by combining 

results from the climate and the personnel-practices surveys. To 

this core is added information from the environmental qu,:stionnaire. 

The core information provided through this approach is internally 

focused, using both agency assessments and employee assessments of 

agency practices and effects. Once this internally-focused assess

ment is complete, the analysis is opened to include environmental 

concerns--environmental contingencies and constraints that affect 

how the agency manages its human resources. 

Both of these approaches have utility, and one is not necessarily 

better than the other. Indeed, analysts may wish to switch between 

using one or the other depending on the issue or issues being focused 

upon. In the material that follows, however, we have taken the 

second approach--in part, because the climate and personnel-practices 

surveys have a similar topical organization and thereby make beginning 

the combining process easier. Too, we think that analysis may be 

eased somewhat by initially keeping the focus internal (both the 

climate and personnel-practices surveys are internally focused). 

COMBINING CLIMATE AND PERSONNEL-PRACTICE SURVEY RESULTS 

One obvious starting pc..int for combining information from the 

three surveys is to match employee-derived information from the 



climate survey to organizationally-derived information from the 

personnel-practices survey. Both surveys were designed to ease, 

420. 

as much as possible, making such comparisons. For example, to many 

of the sections in the climate survey there is a corresponding section 

(similarly labelled) in the personnel-practices survey. There is not 

a perfect correspondence in section headings between the two surveys, 

however, because some issues could appropriately be explored in only 

one surveyor the other. 

Although there is not perfect correspondence in how the two 

surveys have been organized, the table below offers a general guide 

to the most obvious sets of comparisons to be made. Categories from 

the two surveys are joined by solid connecting lines, indicating 

that the section labels and the issues explored in these sections 

are closely related to one another. A few of the categories in the 

climate survey are not cross-referenced to the personnel-practices 

survey--indicating that these sections contain items peculiar to the 

objectives of the climate survey. 

• 
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FIGURE 1 

A COMPARISON OF CLIMATE SURVEY 

AND PERSONNEL-PRACTICES SURVEY SECTIONS 

Climate Survey Sections Personnel-Practices Survey Sections 

---------------- Goals & Missions Missions & Goals 

--------- Jobs, Tasks, & Roles Jobs, Tasks, & Roles 

Job Knowledge & Skills .--------- Question 8 in Jobs, Tasks, & Roles 

Recruitment ------------------------ Recruitment 

Selection Selection 

Training & Development Training 

Assignment & Reassignment Assignment 

Employee Performance Appraisal ---- Performance Appraisal 

Employee Discipline ---------------Discipline 

Compensation Compensation 

Employee Retention Retention 

Employee Relations Collective Bargaining 

Supervision Supervision 

Equal Employment Opportunity/ Equal Employment Opportunity 
and Affirmative Action 

Motivation & Job Dissatisfaction 

Promotion & Demotion 

Manning Levels 



422 • 

There are of course many fruitful comparisons to be made other 

than those expressed by the connecting lines in Table 1. For example, 

question 4 in the performance-appraisal section of the personnel-

practices survey should be examined in relation to responses in the 

"promotion and demotion" and "compensation" sections of the climate 

survey. Or consider that some of the questions in the climate 

survey section about job knowledge and skills concern employee opinions 

about the abilities and performance of coworkers, while some of the 

questions in the personnel-practices survey section about performance 

appraisal are about how employees' abilities, knowledge, and perfor-

mance are gauged by the agency. Further, responses to some questions 

in the climate survey in the section about job knowledge and skills ~ 

can often be profitably compared to responses to questions in the 

performance-appraisal section of the personnel practices survey. 

Table 1 is intended only to give analysts a start in the business 

of cross-referencing responses from the two surveys. In many instances, 

limiting comparisons to a one-on-one cross-referencing of similarly 

headed sections will mean that much useful information will be lost. 

The need for cross-referencing outside of the major points of comparison 

suggested in Table 1 will vary greatly from agency to agency because 

of each agency's unique needs and problems. And the types of comparisons 

possible are far too numerous to catalogue here. Although the useful 

starting point for combining information lies within the major compari-

sons expressed in Table 1, the key to effectively combining information 

from the two surveys is eventually being able to search beyond secti~ 
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headings to the individual ~tems in each survey, looking for as much 

related information on a given topic as possible. For example, 
~ 

although there are sections called "compensation" in both surveys, 

there are also questions elsewhere in both that relate to compensation 

(e.g., question 10 in the "employee retention" section of the climate 

survey, and question 4 in the "performance-appraisal" section of the 

personnel-practices survey, to name a few). 

Perhaps the best example of a need to go beyond simple one-to-one 

comparisons has to do with communication \.;rith employees and with 

employees' input into personnel decision making. The entire first 

section of the personnel-practices survey addresses the nature of 

• agency policy and practice in these vital areas. In the climate survey, 

no similar section is devoted to employee communication and input; 

yet, nearly every section in that climate survey contains questions 

about how informed the employees feel about a personnel practice, how 

great is their input into setting various kinds of personnel policy, 

and how far they feel that policy in these personnel-practice areas 

has been communicated to them. In comparing employees' opinions to 

actual practice in the areas of employee communication and input, many 

questions from several sections of the climate survey will have to be 

cross-referenced to questions in section 1 of the personnel-practices 

survey. 

In sum, the two surveys--the one of the organizational climate and 

the other of personnel practices--will provide an overall description 

.' of the internal atmosphere of the agency, including employees' per-

ceptions and a more objective assessment of actual practice. When 
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combining information from these two surveys, one of the prime 

objectives is to uncover areas of correspondence and areas of dis-

agreement between employee perceptions and agency assessments. 

Employee misperceptions may be identified--employees found to be 

mistaken or not properly informed about some matter of policy or 

practice. Incongruities may be uncovered between agency views 

about practices and their effects, and employee views about these 

practices and their effects. Areas of intense employee dissatisfaction 

may be identified~ along with the "offending" practice or policy. 

Agency misperceptions may be identified--the agency made aware of 

areas in which official personnel policy and actual personnel practice 

diverge, with negative consequences for the work envirunment. • 

As a general way to start combining information from the climate 

and personnel-practices surveys, it may be helpful to follow the 

steps presented below. 

1. Undertake a separate and complete review of responses in 

both surveys, following suggestions for analysis that 

have been provided in the narrative accompanying each 

survey. 

2. Identify issues that seem of particular importance or 

interest to you and the agency. Your attention may be 

drawn to some issues because of responses in the climate 

surveyor in the personnel-practices survey, 01;' in both. 

For example, responses from the climate survey may lead 

you to identify promotional practices as needing further 
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attention. Responses from the personnel-practices ques-

tionnaire may suggest anomilies or raise questions about 

the manner in which the agency evaluates employee job 

performance. Responses from both surveys may raise 

concerns about the validity of procedures for selecting 

employees. 

3. Compile a list of these general areas of concern and 

begin searching both surveys for items that shed light 

on the issues. For example, consider the topic of 

performance appraisal. Examine responses from the 

performance-appraisal sections in both surveys. Then 

look through the rest of both surveys for questions 

that further illuminate aspects of performance appraisal. 

Some questions may not be directly related to performance 

appraisal, but may shed additional light on other issues 

or steps in the personnel administrative process that 

are associated with performance appraisal. For example, 

we may want to consider responses to the following climate 

survey and personnel-practices items: 

- "My job is too complicated--it almost seems as 
if I am expected to do everything." (Climate 
Survey: jobs, tasks, and roles--question 9) 

"Salary raises in this agency fail adequately 
to distinguish between those doing a good job 
and those doing a poor job. I' (Climate Survey: 
compensation--question 10) 

- "What is the relative importance of merit pay 
in determining salary increases?" (Personnel 
Practices Survey: compensation--question 3) 
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Although none of these questions deal directly with performance 

appraisal, all may be relevant to an overall examination of the topic. 

Employees' perceptions that their jobs are too complicated may tip us 

off to considering how jobs have been defined, what is expected of 

employees, and whether expectations about performance are realistic. 

If the agency intends that salary raises reflect performance to some 

degree, but employees believe that they do not, we may be led to 

review the performance-appraisal system as well as the compensation 

system. 

ADDING INFORMATION FROM 
THE ENVIRONMENTAL-FACTORS QUESTIONNAIRE 

The environmental-factors questionnaire focuses attention on • contingencies and constraints imposed on the agency from the outside. 

These contingencies and constraints help define how much latitude 

the agency has had in setting current personnel policy and practice, 

as well as how much latitude will be available to the agency to effect 

changes in these policies and practices. Among the principal issues 

explored: \fuich agencies and individuals in the environment are 

principally involved in imposing contingencies and constraints? And 

what is the degree of contingency or constraint imposed by them on 

various personnel practices? 

\fuen examining any particular issue of personnel practice or 

policy, it is useful to include info~ation about environmentally 

induced contingencies and constraints that bound the area of practice 

or policy. An overall review of responses to the environmental • 
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questionnaire can give us an overview of agency relationships with 

others--particularly of the quality of these relationships, the amount 

of information exchange, and the degree of flexibility or latitude 

that the agency is given in setting and administering its personnel 

policy. Also, however, portions of the environmental questionnaire 

can shed light on particular areas of personnel policy or practice--

contingencies and constraints imposed on specific personnel policy 

and practice. 

Once pertinent issues have been identified through an analysis 

of responses in the climate and personnel-practices surveys, 

information i. lI(,ut environmental factors related to these issues should 

• be added to the analysis. For example, assume that, from findings 

in the climate and personnel-practices surveys, agency promotional 

practices seem problematic. Several questions in the environmental 

questionnaire will add extra information relevant to further analysis 

of these promotional practices. For example, question 5 is about how 

much promotional practices are affected by union contract provisions, 

question 6 is about how much promotional practices are affected by 

civil service policies, and question 14 is about how much decision-

making authority is retained by the agency in making promotions. 

When adding information from the environmental-factors questionnaire 

to information generated from the other surveys, it may be helpful to 

consider the following questions and the kinds of answers to them 

provided through the environmental questionnaire: 

• 
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1. What outside agencies and individuals have been identified 

as having a strong influence on agency personnel policy 

and practice? 

2. What is the quality of interaction with these outside 

forces? How much exchange of information relevant to 

decision-making about personnel policy takes place with 

these outside forces? How much decisional flexibility 

is allowed, or how much constraint is imposed by the 

outside forces? 

3. Does the agency regularly receive sufficient information 

from the environment about factors relevant to personnel 

decision-making (e.g., information about competitive 

wage and salary scales)? 

4. How much are particular areas of personnel decision 

making (e.g., recruitment, selection, promotion, 

compensation) individually subject to environmental 

influence? Which environmental factors and forces 

are most important in each area of practice? What is 

the relative degree of constraint imposed in each-area 

of practice? 

• 

With the addition of information from the environmental-factors 

questionnaire, any particular area of personnel practice (say, 

selection) can be examined with the use of employee perceptions about 

it, agency assessments of actual practice, and assessments of environ

mental contingencies and constraints that affect it. In this way, ~ 
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personnel practice and the effects of practice are examined both 

from internal and external perspectives. 

EXAMINING THE RELATIONSHIPS AMONG AREAS 
OF PERSONNEL PRACTICE 

Personnel administration can be viewed as a logical sequence of 

highly related and interdependent events or practices. As implied by 

the organization of the climate and personnel-practices surveys, an 

analysis of missions and goals is important to establishing which jobs 

are necessary for the agency to do. An analysis and description of 

these jobs is important to uncovering what the essential knowledge and 

skills of job holders should be. This information is in turn crucial 

• for determining what recruitment and selection practices should be 

followed and what training policy should be set. Basic information 

about job knowledge and skill requirements and about the qualifications 

of employees (secured from selection tests, training records, and 

performance evaluations) will provide grist for making decisions about 

assignments, promotions, and compensation. 

These and other kinds of interdependencies among areas of personnel 

practice and policy suggest the importance of systematically examining 

information beyond that related to the particular area of practice under 

review. For example, if performance evaluation is initially singled 

out as requiring further analysis, we may wish to consider that problems 

with the performance-appraisal system are related to inadequate job 

descriptions, to inadequacies in supervision, to poor selection and 

• training policies, and so forth. All three surveys provide information 

relevant to these other areas of personnel practice. The point is 
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that when combining information from the three surveys, combining 

should extend to any and all areas of personnel practice deemed 

important to fully diagnosing the issue at hand. 

SUMMARY 

The key to making effective use of information gathered from the 

three diagnostic surveys is first to understand their respective and 

distinctive contributions, and then to search through each for infor

mation relevant to the area of personnel practice being examined. As 

pointed out earlier, there are no specific directions to be given 

about which questions ought to be combined when examining particular 

issues or when engaging in general stocktaking. There are only 

general guidelines to be held in mind to guide the effort. One key • 

suggestion is thoroughly to search all three surveys for information, 

looking beyond the gross comparisons suggested by Table 1. Another 

is to think about how areas of personnel practice are interdependent 

and affect one another. This last point is one that was addressed 

in Part I of this volume under the heading, "symptoms versus problems." 

The need to analyze interdependencies among areac of personnel practice 

and policy was also addressed in the narratives accompanying the 

climate and personnel-practices surveys. Finally, a thorough review 

and understanding of results from all three surveys is essential if 

the combining of information is to move beyond elementary analyses to 

more complete and helpful ones. 

• 



• 431 

VOLUME II) PART 4 
A PROCEDURE FOR PROBLEM DIAGNOSIS 

In this part of Volume II, we offer a specific procedure and 

model for problem diagnosis. In Part 2 of Volume II, we presented 

several surveys that could be used to conduct an overall assessment 

(or stocktaking) of the agency work force. If you have already tried 

this stocktaking procedure, you have probably identified one or more 

conditions that may represent potential problems for your agency and 

that require further examination. The process of further examining 

• these troublesome work-force conditions is problem diagnosis. 

The material that follows is organized into four sections. The 

first section presents a general model for problem diagnosis. The 

second section summarizes material found in Volume I and the first 

part of Volume II concerning the relationship between planning and 

the diagnosis of work-force problems. The third and fourth sections 

build on this and discuss some of the sources of diagnostic informa-

tion, including information from the Climate, Personnel Practices, 

and Environmental Factors Surveys. In the final section, we present 

a group-process method for diagnosing specific work-force problems. 

A GENERAL MODEL FOR PROBLEM DIAGNOSIS 

The Management and Behavioral Science Center of the Wharton 

School conducts training sessions for public and private agency 

~ executives on problem formulation, during which they stress a process 
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called "problem setting." Problem setting is much like what we have 

been referring to as problem diagnosis. At base, the problem setting 

or diagnostic process warns us not to assume too readily that a cer-

tain work-force condition is necessarily a problem, or that it is a 

problem we should or can do something about. That kind of determina-

tion needs to be made within individual agency contexts and will 

depend on the agency's unique situation and environment. 

The basic problem-setting or problem-diagnostic model adopted by 

us includes assessing the effects of a given condition and the causes 

of the condition. In Figure 1, we present a general view of the model, 

a view that will be expanded in later figures. 

The key to understanding this general model for problem diagnO-~ 

sis is that inquiry and analysis is prompted by a condition. Whether 

the condition is a problem and warrants action to solve it depends on 

the effects it produces. ~fuether remedial action is feasible depends 

on whether the causes are manipulable. The broad stocktaking 

associated with the Climate, Personnel Practices, and Environmental 

Questionnaires will no doubt have identified work-force conditions 

that potentially pose serious problems for the agency. Some of these 

conditions identified may carry immediately obvious negative effects. 

Others may have effects that are less obvious. 

The objective behind the problem-diagnostic model presented in 

Figure 1 is systematically to identify and to evaluate both effects 

and causes of the conditions. Effects may be of two types: (1) 

desirable effects and (2) undesirable effects. So too, causes can • 
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be divided into two kinds: those that are manipulable and those that 

aren't. It makes little difference whether effects or causes are 

considered first. In practice, however, we have found it easier for 

people to begin by listing effects. And, as we shall soon see, begin

ning with effects can make problem diagnosis a more efficient process. 

A little further on, we address how to go about identifying 

effects and causes, but there are a few more things that should be 

understood about the geIleral diagnostic model first. Although there 

may be several desirable and undesirable effects, not all of these 

effects are necessarily of equal importance. For example, one unde

sirable effect of a 10 percent turnover level may be additional train-

ing costs for new recruits. Another undesirable effect may be that • a high percentage of this turnover is occurring in a particularly 

sensitive and important agency division (e.g., in a prison's recep

tion and diagnostic unit). The concentration of turnover there 

seriously disrupts the quality of reception and diagnostic decisions, 

and this has a ripple effect throughout the institution. The effects 

of added training costs may well be less severe than the effects on 

reception and diagnostic performance. Thus, undesirable effects 

need to be weighed, and so do the desirable effects. Effects are not 

equal in their impact. 

Another point about the general model is that causes are inter

related and often the result of a chain of events. As noted in 

Volume I, it is uncommon to find a problem or condition emanating 

from a single cause. For example, a turnover level of 10 percent 
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be the joint product of low compensation levels, unattractive working 

conditions in the reception and diagnostic unit, competition from out-

side employers, poor promotional or career Oppol."tunities, and poor 

recruitment, selection, and assignment. Or, the turnover level may 

be due to a retirement bubble passing through the agency. Although 

these causes may jointly influence the turnover level, some may have 

more impact than others. Thus, not all causes are of equal impor-

tance, and what's more, particularly important causes (say inadequate 

compensation) may not be within the agency's ability to alter. 

Thus, the basic diagnostic model has three analytical activities 

associated with it: (1) identifying and describing conditions, (2) 

~ identifying and weighing effects, and (3) identifying and assessing 

causes. We can look at these three activities as comprising the basic 

steps involved in problem setting or problem diagnosis. 

THE DETAILED PROBLEM-DIAGNOSTIC MODEL 

The purpose of viewing problem diagnosis as presented in Figure 

1 is to guide information collection, keeping separate the information 

related to conditions, to effects, and to causes. The key to success-

ful problem diagnosis is securing valid and reliable information. 

All things considered, we want hard data supporting assertions about 

conditions, effects, and causes. Yet, hard data are not always 

available, which makes it difficult sometimes to know exactly what 

the condition is or what its effects and causes are. Sometimes, 

• judgment and intuition are the only bases on which we can proceed . 
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A point we have made throughout is that the involvement of 

several people in problem diagnosis widens the flow of information 

further than if only one person were involved. Too, we have noted 

that diagnosis, especially the identification and assessment of effects 

and causes often relies heavily on judgment and intuition. Groups 

and certain kinds of group-judgmental processes, are particularly 

useful in not only widening the judgmental base but in testing the 

saliency of individual judgments through the test of group consensus 

building. The Nominal Group Technique (NGT) and the Delphi Method are 

two particularly well-known and well-established means of building 

group consensus. They are described in greater detail later. 

In Figure 2, we present a general set of steps that can be fOl-~ 

lowed to blend group judgment with hard data when diagnosing particu-

lar work-force conditions. The interaction between hard data and 

group judgments is assumed to be reciprocal. That is, hard data pro-

vide a means of testing group-derived judgments and assumptions; 

alternatively, hard data can be used to help fill out and form group 

understandings about conditions, effects, and causes. 

Figure 2 indicates that the assembly and presentation of hard 

data is a function of the personnel or planning units. Indeed, the 

initial decision that there are work-force conditions requiring diag-

nostic attention is based (presumably) on these staff support units' 

having analyzed data from the diagnostic surveys as well as from 

normal agency records. Once the dia~lostic group is assembled and 

begins to state its assumptions about conditions, causes, and effect~ 
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FIGURE 2 

GROUP PLANNING STAFF 
PROBLEM DIAGNOSTIC PROCESS 
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may include that from: 
A. diagnostic surveys (climate, 
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B. normal agency record keeping 
(e.g., turnover, work-load, 
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C. conditions identified by com
mand, administrative or super
visory personnel 

Assemble a problem-diagnostic 
group (to function under either 
a NGT or Delphi Technique) 

Group initially considers the 
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the following things in the follow-
ing order. r-------------------------~ 
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it wishes. 

B. Determines order in which 
conditions will be addressed. 
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4J 

I Staff provides hard data, objec-
tive information for the group 
to substantiate or add to per-

L ceptions of the condition. 

5 I 

I Staff provides hard data 
to support deliberations on 
effect identification and 

I assessment. 

6 J • 
I Return to step 

/II 
If 

Discarded .-... 4 

I 
consider next-
ranked condition 
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I Staff provides hard data 
to support or build assertions 
about causes. 
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Group forms a summary diagnostic 
view about the condition, and 
its effects and causes, weigh
ing group-judgmental and 
staff-produced information. 

Group returns to Step 4--Consi
ders next-ranked condition--mov
ing through Step 8. h~en all 
conditions have been considered 
in Steps 4 to 8, group moves 
attention to Step 9 . 

---- ------ -

STEP 8 

Group and staff, working jointly, prepare 
a final report of problematic conditions 
containing the following: 

1. All identified work-force conditions 
ranked according to their effects or 
impact. 

2. Causes of conditions identified for 
their contribution, permanence, 
manipulability. 

3. Relationship, or connections among 
conditions (similar cause and effect, 
or conditions cross-feeding one 
another) identified • 
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these same units provide the documentation (insofar as possible) to 

build, to substantiate, or to deny these assumptions. 

PROBLEM DIAGNOSIS AND HUMAN-RESOURCE PLANNING 

Some idea of the goals to be attained or problems to be solved 

guides almost any effort at planning. The consideration of goals 

may only be implicit and founded on numerous assumptions, but even 

implicit goals and values can guide the definition of problems and the 

selection of means for achieving them. How do we know what our prob-

lems are unless we know what our goals are and which are threatened? 

For example, a police-department planner may spend considerable time 

developing an understanding of the various goals 

by the agency and thereby attain some reasonable 

and missions pursued 

knowledge about the. 

relative priorities assigned by the agency to law enforcement (which 

crimes in particular), to crime prevention, and to other service mis-

sions. Knowledge of these goals and their relative priorities can 

help in identifying the principal objectives to be pursued; and, later, 

this can serve as a guide for prioritizing which problems need most 

attention, or need it most quickly, and why. Clearly, defining goals 

and attempting to locate goal consensus is important, but often we 

cannot do much more than make general statements about goals from 

which the processes of problem definition and the discovery of alter-

native solutions can proceed. Problem-oriented planning can often 

provide additional help in w~king general statements about goals more 

explicit, concrete, and understandable. 

• 
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The tough business of defining organizational goals is often 

given practical help in organizational planning vhp-n a problem is 

defined as the difference between preferred states and actual states. 

In a way, the goal is defined as resolving the differences. We may 

not agree exactly what the goal is, but we have a sense that something 

is wrong--that there is a problem. Planning can proceed by attempting 

to define the "generally perceived1f problem and in locating and eval-

uating alternative solutions to it. 

For example, we may agree that giving the public prompt service 

is one of the goals of criminal justice agencies--say, police depart-

ments. Few would argue that this is not a reasonable goal, but there 

• might be considerable argument about what the goal means operation-

ally. Does it mean disposing of all service requests or calls for 

assistance within a certain amount of time? And, if so, what amount 

of time? Problem-orien.ted planning can take the general goal of 

prompt service as a given and begin to analyze those situations that 

would not qualify as providing service promptly. Possibly, the 

problem-oriented approach to planning will be tripped by frequent 

public complaints about the length of time it takes to provide cer-

tain kinds of services (e.g., the amount of time involved in respond-

ing to calls for emergency services). Thus, although we may find it 

hard to agree on exactly what the goal of prompt service delivery is, 

we may find it easier to consider what it is not--examples of 

instances involving the tardy delivery of services. 

'" • There are drawbacks to associating planning with problem solving • 

First, it means that planning runs the risk of being almost entirely 
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reactive, awaiting the emergence of a problem rather than anticipat

ing or forecasting the problem. Second, solutions generated for the 

identified problem may, in the absence of clearly understood organi

zational goals and future conditions, turn out to be shortsighted. 

For example, attempting to solve a turnover problem through signifi

cant salary increases may later return to haunt the agency in the 

form of long-term and unaffordable personnel costs. 

These are potentially severe shortcomings, but when the oppor

tunity for planning is severely limited, it may be the only basis on 

which planning can take place. Furthermore, planning does have a 

legitimate set of functions in dealing with organizational problems . 

These functions may be divided into three categories. First, the • planning apparatus may consist of an ongoing monitoring system with 

sensors set to detect emerging problems, particularly those kinds 

that do not readily make themselves obvious. A second part of the 

planning process concerns itself with defining the nature of these 

problems in terms of criteria such as magnitude, cause, and duration. 

A third part of the planning process may be directed toward developing 

and recommending means for dealing with the problem. Therefore, 

"problem-focused" planning need not be only reactive and it need not 

be shortsighted. 

Not all problems are serious and not all require remedial action. 

Some problems represent only minor irritations to the agency, and the 

costs involved in attempting them might well exceed the costs of 

the problem itself. For example, moderately low levels of 

"coverage" during shift changes in police agencies may be remedied • 
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only through complex scheduling procedures or overtime costs. Some 

problems may well be temporary and go away by themselves. One set of 

simplified criteria for determining the seriousness of a problem 

involves measuring its current magnitude, its rate of change, and its 

seriousness. 

Magnitude can be measured in dollar costs or number of people 

involved or affected. Rate of change is concerned with estimations 

of future changes in the problem condition: will it stay about the 

same, get worse, or get better on its own? Seriousne.ss could be mea

sured in terms of effects on agency accomplishment of missions and 

objectives, or effects in terms of agency efficiency. 

Problem formulation can provide valuable information about the 

seriousness of identified problems. It is important, however, that 

such initial appraisals of seriousness be relatively accurate. The 

premature dismissal of an identified problem, because it did not 

"seem" serious, can return to haunt a manager who on the basis of in

complete diagnostic information, dismissed a problem when it was, or 

was to become, serious. 

Logically, any problem identified is by definition a problem: 

but a solution may not be required or feasible. For the reasons 

given above, and as agency resources and time to solve human resource 

problems are always limited, priorities often need to be set accord

ing to which problems most require attention, and which of these 

require attention most urgently, and which are solvable. Thus, three 

central activities are associated with problem formulation: (1) 

gauging the relative seriousness of problems that have been identified, 
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(2) determining whether anything should be done about them, and (3) 

assessing whether anything can be done. 

PRIORITIZING PROBLEMS 

Priority-setting in problem formulation is not so much a matter 

of how to solve problems, but how to go about addressing them. The 

options available for the planner include the following: 

1. Do nothing--the problem may be judged a minor irri
tant and/or one nothing can be done about. 

2. Do something about the problem, or at least give it 
further consideration: 

a. Deal with the problem immediately in a routine 
manner--a routine manner by definition does 
not require additional in-depth analysis and 
planning per se. 

b. Submit the identified problem to additional 
scrutiny to determine its saliency--initial 
problem formulation information may not be 
considered sufficient to judge importance or 
seriousness. A few pieces of crucial infor
mation are missing and can be gathered reL.
tively quickly and easily. 

c. Submit the problem to full-scale analysis and 
planning attention--problem formulation in
formation is sufficient to establish its 
seriousness, complexity, and the possibility 
of doing something about it, thereby requir
ing a more in-depth and time-consuming look. 

• 

The criteria for weighing these options are numerous, but no set 

of criteria exist that can tell an agency manager or planner that 

when certain conditions are met, resolution of the problem must be 

attempted by submission to a full-scale planning and implementation • 
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effort. These are judgment calls that must be weighed individually 

by managers and planners within the environments of their own organi-

zation. Nonetheless, seven criteria can be stated in the form of 

questions that guide the manager and planner in determining whether 

an identified problem is worth additional examination or action, and 

if so, what kind. These seven questions provide the basis for deter-

mining whether further action with regard to the problem needs to be 

taken (do nothing or do something). The relative importance of each 

question in making such a determination will vary from agency to 

agency. 

1. What and how many resources are affected by the 
problem? 

2. What will the future condition and its underlying 
causes be if we do nothing deliberate to resolve it? 

3. To what extent does the problem interact with and 
affect other issues or areas of agency functioning? 

4. Are there possibilities of achieving improvements 
with regard to the identified problem? 

5. Does the problem affect the strategic objectives 
of the organization? 

6. Is the problem too sensitive to do anything about 
at the moment? 

7. How much pressure is there within the organization 10 
and outside of it to do something about the problem? 

Assuming that we decide it important to do something, three op-

tions are available (han dUng the problem in a routine and established 

manner, gathering some additional information to aid in problem 

formulation, or submitting the problem to full-scale planning and to 
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the implementation of a solution). Additional criteria (also in the 

form of questions) are available for deciding among these options. 

These additional questions would have to be asked only if we have 

previously decided that something needs to be done. 

8. How urgent is it that the agency do something about 
the problem? 

9. Is the problem such that it can be handled through 
established operating procedures? 

10. How much will attempts to implement solutions for the 
problem affect conditions or commitments elsewhere 
in the agency and with other agencies? 

11. How much do the likely alternative solutions involve 
long-term resource commitments? 

12. How far do the likely alternative solutions have 
irreversible future implications? 

The answer to question eight may preclude the opportunity to 

• 
undertake extensive planning-related action, assuming that the problem 

has been properly formulated and understood. But answers to questions 

ten, eleven, and twelve may require the agency and its planners seri-

ously to consider the adoption of a full-fledged planning strategy. 

Specifically, implications of long-term resource commitments, wide-

ranging effects on other agency policies and commitments, and the 

irreversibility of some solution options increase the utility of the 

agency's undertaking a full-fledged look at the problem and its solu-

tion through a formal and in-depth planning exercise. 

• 
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Up to this point, we have concentrated on presenting the general 

diagnostic model for examining a specific work-force problem. One of 

the assumptions of this model is that hard data undergird not only the 

description of conditions but also the identification and assessment 

of effects and causes. In the material that follows, we pay particu-

lar attention to where such information can be found and to the pro-

cesses best utilized in amassing and summarizing it. 

STEP 1: IDENTIFYING AND DESCRIBING THE CONDITION 

The center box in Figure 1 concerns the condition we have iden-

~ tified as warranting further attention. There are better and worse 

• ~ . 

ways of defining such conditions, and there are several common traps 

we fall into when attempting concisely to state the nature of the 

condition that seems to pose a problem for us. 

The idea is to state the condition as objectively as possible 

and in such a way that it can be supported by facts. Too often we 

ignore this requirement, with the consequence that the problem and its 

solution are confused. For example, we may state that "our problem 

is that compensation levels need to be increased in order to deal more 

effectively with turnover." Yet, we have not determined whether the 

turnover level is a problem or whether compensation levels are caus-

ing the problem. The Wharton School succinctly states the most com-

mon difficulties in putting what the problem is: 

1. We frequently state problems in terms of preferrred 
solutions, e.g. 
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"The problem is I need more 
"The problem is I need more 
"The problem is I need more 

budget" 
staff" , 
competent staff" 

These are not problems. They are the speaker's belief 
about what would constitute a preferred solution to what 
the problem is. 

2. We frequently state problems in such a way as to make it 
impossible for us to resolve them . • . [we] provide an 
explanation (excuse) for our failure to resolve them, e.g., 

"Sales are down for everyone--the market is off" 
"The problem is the economic downturn" 
"The problem is the Judges' sentencing decisions" 
"The problem is the community's refusal to accept 
halfway houses" 

[These are potential causes of a problem, not a descrip
tion of it.] 

3. The statement of a problem often includes unwarranted 
and untested assumptions, e.g., 

"The problem is I need more authority" 

This assumes that the speaker already knows . . . the 
extent of his authority and that it is inadequate. It 
also assumes·that more authority will enable him/her to 
deal effectively with whatever the actual problem is. 

We are often limited by self-imposed, untested assump
tions, e. g. , 

"My boss would never let me try that" 

If one acts and is rebuffed, at least one learns what 
the real limts are, whereas failure to act because of 
one's perceptions is self-sealing. Obviously, the 
testing of limits involves risks and must be undertaken 
strategically. 

4. Our concept of a problem is often based on inadeguate 
evidence, guesses, hunches, intuitions, biases, rumors, 
and personal value perspectives. [e.g., "We have a 
turnover problem because we don't pay our people enough." 
This mayor may not be true. Employees may be leaving 
not for higher pay, but for any number of other reasons. 
We have not bothered to consider the causes of turnover 
in a careful and objective manner.] 

• 
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5. Frequently, we optimistically overstate the consequences 
of "solving the problem" we have identified, forgetting 
that organizations are difficult to change ... [e.g., 
we may find that employees' not doing their jobs well 
can be traced to their using outmoded procedures. Yet, 
the formal agency adoption of new procedures may be 
resisted by people who prefer to do it the old way.] 

So much for what you don't want to do when stating a condition 

or a problem objectively. The question is, how should it be stated? 

One way is to consider the magnitude, duration, rate of change, loca-

tion of the condition, and who is involved in it. For each of these 

we should attempt to base our judgments on verifiable information 

rather than on guesses or subjectively grounded views. To the extent 

that our information is objective and empirically supported, we have 

the capability of stating the condition concisely and precisely. 

DESCRIBE A CONDITION 
THAT IS A POTENTIAL 
PROBLEM IN TERMS OF 
ITS: 

1. MAGN ITUDE 
2. DURATION 
3. RATE OF CHANGE 
4. LOCATION 
5. WHO IS INVOLVED 

Below we briefly consider each of the descriptive terms listed 

above: 

1. Magnitude: How may the size or scope of the condition be 
stated? Is annual turnover at 5 percent, 10 percent, 20 
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percent, or what? What percentage of employees indicate 
dissatisfaction with their jobs--IO percent, 40 percent, 
50 percent, 80 percent? Or, for example, assume that the 
agency is unable to attract sufficiently qualified job 
applicants. How' many job applicants are not qualified 
and how far do they fail to meet qualifications? The con
sideration of magnitude means that we attempt to describe 
the size of the condition in objective measurable terms. 

2. Duration: ~s the condition of recent origin or is it 
something that has persisted in the agency for some time? 
For example, is the current turnover level a long-standing 
one? Has job dissatisfaction traditionally run at current 
levels? Knowing something about duration will be useful 
later when we begin looking for effects and also for 
understanding the relative "permanence" of the condition 
and its underlying r:-l3uses. 

3. Rate of Change: Is the condition something that is 
growing, decreasing, or staying about the same? Knowing 
something about this gives us an initial feel for trends 
with regard to the condition. If there is change toward 
decrease, some preliminary assessment to account for this • 
change may be ventured here. 

4. Location: Where in the agency is the condition mani
fested? Is the identified turnover rate prevalent 
throughout the organization or centered in certain units 
or divisions? Is job dissatisfaction prevalent through
out or concentrated in certain units? 

5. Who is involved: What people within the organization 
and what types are associated with the condition? 
Although location gives us an organizational reference 
for pinpointing the condition, this question allows us 
to attach the condition to people more directly--to 
certain individuals or types of individuals in various 
job classifications. 

These terms above help us initially to concentrate on defining 

the condition itself. So far, we have not identified effects that 

the condition produces, nor have we begun to identify its causes. 

STEP 2: IDENTIFYING AND WEIGHING EFFECTS 

When identifying effects, we engage in the activity most closel~ 

concerned with determining whether there is a problem worth attending--
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to. If a condition produces no recognizable negative effects, we 

may have little reason to take time to alter it. Under the general 

diagnostic model, both desirable and undesirable effects are identi

fied. And although we will initially have selected the condition for 

further examination because it appeared to have potentially negative 

consequences for the agency, it is often true that a given condition 

has both good and bad associated with it. For example, at first 

blush, turnover may be viewed as an unwelcome organizational condition, 

negatively affecting agency performance, employee morale, and stabil

ity. Yet, as previously noted, turnover is the principal mechanism 

allowing the agency to infuse new blood into itself or to change the 

composition of its work force. Thus, turnover has positive conse

quences. If we think only of negative effects when there are positive 

ones as well, we may be led to change the offending condition--thereby 

losing the good along with the bad, and leading to dangerous and unin

tended consequences. 

There is the difficulty that effects may not be apparent or 

manifest because the condition is relatively new. For example, the 

agency may just now be entering a phase of heightened turnover. 

Effects on performance or on employee morale may not yet be apparent, 

but can be predicted. Thus, we take note of what was said earlier 

that duration must be taken into consideration 'tV'hen describing a 

condition. A fairly new condition may not have yet produced pro

nounced effects, but may in the near future. To ignore the condition 

and not to treat it as a potentially serious problem because it has 

not yet produced negative consequences courts serious consequences of 
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its own. Thus, in the consideration of effects, attention should be 

devoted not only to those that are manifest but also to those that 

seem to be highly likely and on the horizon. 

One obvious approach to uncovering effects is to ask the ques-

tion directly: "What are the effects, results, or consequences of 

this condition?" Alternatively, the question can be put more indi-

rectly by asking ourselves what woule change if the condition were 

different (e.g., turnover drop to 1 percent instead of being at 10 

percent, or job dissatisfaction recorded among only 5 percent of the 

work force instead of among 50 percent). This latter approach is a 

form of counter-factual reasoning and provides us with an important 

tool in assessing effects; (namely, if little or nothing would seem. 

to change with an alteration of the condition, the condition would 

appear not to produce significant effects on its own). If time per-

mits, it is usually useful to undertake both approaches to identify-

ing effects. One group of individuals might be asked to list desir-

able and undesirable effects. Another group, working independently, 

might be asked to list what would be different if the condition 

altered. The lists can be compared for similarities and dissimilari-

ties. 

Using a group instead of just one person increases the amount 

of information brought into the diagnostic process. However, it is 

not just the amount of information that increases, but the kind as 

well, because people have different perspectives~ and the full range 

of effects is better identified through a number of perspectives. 
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course, each participant in the group problem-diagnostic process brings 

his or her own perspective; but, too, there are others not a part of 

the group who may add additional information about effects. We can 

think of these others as "stakeholders," and the group can attempt to 

identify how these others might view the condition and its effects. 

For example, consider the condition where the vast majority of employ-

ees in an agency indicate substantial job dissatisfaction. Important 

stakeholders whose perspectives need to be considered might include 

supervisory and command personnel, co-workers, the individual employ-

ees themselves, and perhaps other agencies. 

STEP 3: IDENTIFYING AND ASSESSING CAUSES 

• Once conditions and effects have been identified and assessed, 

attention needs to be directed toward causes. Multiple causes or 

factors contributing to the condition will usually be identified. 

Often several factors will be related, and further analysis.will indi-

cate that there are other causes further back for these. Although we 

discussed this process of looking for causal chains in the first part 

of Volume II, it is worth recalling here that the principal objective 

of looking for causes is eventually to isolate those that have 

created the condition and are manipulable. Searching too far back 

for the first or ultimate cause of some condition may provide us with 

information but not with much we can use. For example, consider the 

problem of high turnover. Ultimately, we may search back to the 

fact that a very large percentage of current agency employees were 

~ initially hired during a short period of time and are now all coming 
~. 
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due for retirement. Although we have identified an important cause 

of our current turnover condition, it is a factor that is not manipu-

lable. 

Multiple causes are typical. For example, consider a condition 

of low morale among patrol officers in a law~enforcement agency. The 

causes may be several. Low compensation levels or shortage of man-

power leading to a sense of "underpay and ovenl7ork" may be causal 

factors. Judicial procedures and rules giving protections to the 

accused may seem unduly to thwart apprehension and conviction, lead-

ing to the view among officers that the job is made more difficult or 

impossible by the system itself. Public hostility directed toward 

the police, either generally, or in 

lead to a sense of low job status. 

certain geographical areas, may. 

Assaults on the police and agency 

restrictions on how police may handle dangerous or threatening situa-

tions may lead to a sense of diminished safety in doing the job. 

Boredom, especially during times of routine patrol may also contribute 

to low morale. 

All of these factors, and perhaps many more, may pertain as 

"causes" of low morale, and the agency may seek to eliminate or to 

minimize them. Yet, some of these causes are not manipulable at all, 

and others may be only marginally manipulable. For example, changing 

judicially guaranteed rights of the apprehended and accused so as to 

make the job of apprehension and conviction easier are not within the 

control of the agency. But the training of officers more fully to 

appreciate the reasons for the guarantees and how the job can be dO~~ 
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within them may serve to reduce their effect on morale. Low compen

sation and staffing levels may be wholly outside the range of agency 

influence. But public relations programs to improve the image of the 

police among the general public may eventually lead to more positive 

public attitudes toward the police and, perhaps, to a higher sense of 

job-related worth among officers. 

The point is, however, that before any of these "solutions" can 

be considered, the full range of probable causes needs.to be identi

fied. Because each of several causes normally accounts in varying 

degrees for a given condition, it is wise to structure the cause

identification process in such a way that the first order of business 

is to test as many potential causes as possible. Later, certain of 

these can be eliminated if they come to seem, on reflection, to be 

unsubstantiated or of little consequence. The remaining causes can 

be assessed for manipulability and analyzed for purposes of finding 

solutions. 

WEIGHING EFFECTS AND CAUSES 

As previously noted, effects and causes are not of equal impor

tance; effects may be either desirable or undesirable; the agency's 

ability effectively to deal with causes will vary. In the short 

sections below, we consider the process and steps involved in reach

ing judgments about these matters . 

• 
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EFFECTS 

Once a list of potential or probable effects has been produced, 

each effect should be evaluated, using the following questions as a 

guide for the evaluation. 

1. Is the effect predominantly desirable or undesirable? 
In most cases, the answer will be obvious. Based on 
the determination about desirability, two lists of 
effects can be developed (one predominantly desirable 
and the other predominantly undesirable). 

2. What is the relative impact of these effects on the 
agency? Not all positive effects have an equally 
positive impact, and not all negative effects have an 
equally negative impact. General criteria such as mag
nitude and duration can be used in making these evalua
tions. So, too, how these effects produce additional 
negative or positive consequences can be analyzed 
(e.g., the condition of low morale may lead to high 
absenteeism, and this in turn to a lowering of agency 
performance). 

3. Overall, and taking all of the effects and their 
weights into consideration, does the condition produce 
effects that are more negative than positive (or vice 
versa) and to what degree? 

Answering these questions about effects helps us to begin the 

process of determining whether the identified condition presents a 

problem or set of problems worth further analysis and possible 

solution. There are numerous ways of organizing and tabulating such 

information. Figure 3 is a summary work sheet that can be used to 

tabulate the basic information needed about effects. Two types of 

summary information are entered on the form: (1) What are the posi-

tive and negative effects? (2) How big is each effect? 

Determining how big the effect is neither an easy nor a wholly 

objective process. Indeed, judgment and intuition, along with hard 

• 

• 
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data are normally mixed when making these determinations. Securing 

hard data about the effects on the agency is often particularly 

difficult, although we will be suggesting some means for doing so in 

an upcoming section. With or without hard data, however, judgments 

must be made about impact. Figure 3 provides a five-position scale 

for summarizing judgments about each effect listed. The scale runs 

from "wide-ranging and/or strongly negative impact" to "wide-ranging 

and/or strongly positive impact. "Wide-ranging" impact mayor may 

not coincide with "strongly negative" impact. For example, the 

effect may be concentrated in only a small segment of the agency; yet, 

its consequences there may be very damaging, and perhaps eventually 

for the agency as a whole. Likewise, a wide-ranging effect may be ~ 

one felt throughout the entire agency but only moderately negatively. 

In the gauging of impact, therefore, care should be taken to consider 

both the breadth of impact and its degree of negative consequences. 

Several criteria can be used in reaching these judgments about 

impact. Below, we state some of the more important of these criteria 

as questions that might be posed about each effect. Some of these 

criteria are similar to those used in describing the parent condition; 

now, however, we apply them and others to describing concretely the 

effects produced by the condition. 

1. How pervasive is the effect in the agency (how many 
people or organizat:iUli<'il units are affected)? 

2. How much is the effect registered in particularly 
sensitive or important units or jobs in the organi
zation? 

• 
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3. Is there evidence that the job performance of per
sonnel has been effected, and, if so, how and how 
much? 

4. Does the effect appear to be growing in its impact, 
staying about the same, or decreasing? If there is 
evidence that current negative or positive effect is 
moderate or slight, but that the effect will grow in 
force in the near future, we may wish to up our 
assessment of its impact. 

5. Is there evidence that agency performance and goal 
attainment is being disrupted because of this effect, 
and, if so, how much? 

Obviously, the questions have been stated in general terms and 

will have to be adapted to each agency's environment and particular 

situation. Implicit in the questions as a group, however, are two 

underlying criteria that form the basis for assessment: Is perfor

~ mance affected by the effect, and how much? In many cases, empiri

cally establishing with virtual or near certainty that there is a 

connection between the effect and performance will be difficult. 

Judgment and intuition will have to supplement the assessment process 

in these situations. The difficulty with judgment and intuition, 

however, is that the often limited data and information we base these 

judgments on may well lead to under- and overassessments of effects 

(to inaccurate assessments and inappropriate weight being assigned 

a given effect). Thus, judgment and intuition about impact should 

not substitute for hard data, but rather supplement only where and 

to the extent necessary. 

Another difficulty confronted when attempting to weigh the 

effects of a certain condition is the problem of comparability of 

~ effects. In particular, one thing that should be avoided in filling 
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out Figure 3 is the idea that impact weights for each effect can be 

sU11lIl1ed and averaged to produce an overall "impact score" for the 

condition being examined. This might be possible if all effects were 

of equal importance. But they rarely, if ever, are. For example, 

suppose that Figure 3 is filled out for a particular condition with 

the following results: Negative effect No. I is rated strongly nega-

tive. The rest of the negative effects are considered to have only 

limited impact. The first positive effect is rated moderately posi-

tive in impact, as is the second; the rest of the positive effects 

are rated as having minimal or limited impact. The arithmatic average 

in this situation would be "limited impact." 

Yet for the "average ll to yield a valid conclusion, effects (bot. 

negative and positive) would have to be of roughly equal importance--

a condition rarely achieved or validly assumed. If effects are of 

unequal importance (the usual case) an "averaging" of effects is 

meaningless or at least highly misleading. Even more damaging, 

average ratings may mask the fact that there is substantial variation 

among effects--especially that there are some effects that are clearly 

desirable while others are clearly not so. For these reasons, our 

work sheet (Figure 3) does not request that an overall or average 

rating of impact be mathematically calculated. Rather, it makes for 

a kind of summary. As such, it will be used later when we attempt to 

decide whether negative effects, balanced against positive effects, 

are substantial enough to warrant our doing something about the condi-

tion (searching for causes of the condition and for solutions). • 
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CAUSES 

Once causes have been listed, an assessment process similar to 

the one undertaken for effects is started. The objective is to deter-

mine how much each identified cause contributes to the condition, and 

also to make some initial determination about the agency's ability to 

manipulate or to change the cause. There are several questions that 

need to be answered as a part of the cause-assessment process. The 

first question entails making some estimate of the relative importance 

or impact of each cause identified. Unfortunately, this is not 

easily done because we often lack sufficiently valid and reliable 

information on which to base an understanding of cause and effect • 

• 
As a result this becomes the toughest part of problem diagnosis, and 

.~ 
the one most often dependent on judgment and intuition rather than 

on hard evidence. Nonetheless, some estimate of the relative con-

tribution made by each of multiple causes should be ventured. In 

the absence of complete information, estimates can be attempted 

through analysis of existing information and group judgment. To-

gether, information and judgment can be used to produce a ranking 

(likely to be crude) of the causes according to their assumed con-

tribution to the identified condition. (We consider some of the 

sources of information in the next section.) 

The second question is whether or not the condition is con-

sidered to be temporary or permanent. For example, we may believe 

that one cause of a low level of morale is a recent and massive 

~ agency reorganization. In time, things may settle down and the 
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climate of reorganization become a thing of the past and its unset-

tling effects no longer a contributing factor to low morale. Or, 

consider once again a turnover condition that is due in large measure 

to a retirement bubble that will shortly pass through, and matters 

return to a IInormal" stat'd. Where causes are important, but tempor-

ary and will subside$ there may be little reason to attempt a manipu-

lation of them. 

The third question that needs to be dealt with in assessing 

causes concerns manipulability. We may find that one cause is par-

ticularly important and that it is a relatively permanent condition 

that will not go away naturally. Yet, and unfortunately, we may 

also find that the causative factor cannot be dealt with effectivelY.\ 
!/ 
~" 

that it cannot be manipulated, minimized, or eliminated as a contri-' 

buting factor to some condition. It is rarely true that a particular 

factor is totally manipulable or totally not so. Rather, there are 

usually shades of manipulability dependent on a number of issues. 

1. How far does the agency have decision and policy
making auth?rity over the causal factor. 

2. In the absence of decision-making authority, how much 
influence does the agency have over those who do exer
cise such authority? 

3. If manipulation involves resources, are resources suf
ficient, and can they be committed? 

4. If manipulation involves securing the cooperation of 
people and groups, can this be achieved? 

5. To what degree is consensus among people (both inside 
the agency and outside it) important to dealing with 
the causal factor? 

• 
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Obviously, if decision-making authority or influence is limited, 

if resources are unavailable, if cooperation and consensus among 

important people and groups cannot be secured, manipulability is 

limited. Alternatively, the less anyone or more of these things act 

as barriers to effective action, the greater the manipulability. 

Being able fully to estimate how manipulable a given causal fac-

tor may be requires us to move into the process of generating alter-

native solutions and weighing each of these alternatives according to 

their cost and net benefit. Although we must do this eventually, the 

objective during the problem-diagnosis stage is a good deal more 

limited. Part of defining a problem is unddrstanding not only what 

~ the problem is but where we may be limited in doing anything about it. 

Thus, estimates of the manipulability of causal factors during the 

problem diagnosis phase are just that-~estimates that we will consider 

more fully if and when planning turns to the generation of solutions. 

Figure 4 provides a means for summarizing answers to these key 

questions about causes. The fiGure is a summary work sheet similar 

in purpose to the work sheet (Figure 3) provided for the assessment 

of effects. The objective in filling out Figure 4 is to provide an 

overview of the relative importance of causal factors, their perma-

nence or temporariness, and their manipulability. Ultimately, this 

information becomes the basis for determining whether particular 

causes account for enough of the target condition that they are 

worth doing something about. This information also provides the 

~ basis for considering whether the benefits from manipulating given 

causal factors can offset the costs of doing so. 
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SOURCES AND TYPES OF DIAGNOSTIC INFORMATION 

The objective behind any diagnostic effort is to secure valid 

and reliable information about a problem. Information is rarely per-

fect or complete in any inquiry, and probably never so in the diagno-

sis of work-force problems. Thus, when we seek information for diag-

nostic purposes, we do so with the recognition of this inherent limi-

tation. The objective, nonetheless, is to secure as many hard data 

or as much objective information as possible so as to permit accurate 

description of conditions, effects, and causes. 

There are many sources of diagnostic information. Information 

can come from normal agency records as well as from special efforts 

••• 

, 

directed toward uncovering and diagnosing work-force conditions. An 

example of one such special data-collection effort is administration 

of the three diagnostic surveys (climate, personnel practices, and 

environmental) presented earlier in this volume. The normal agency 

collection of data on work load, disciplinary action, or employee 

performance (to name a few) provide an existing data base that can be 

tapped for diagnostic purposes. These and other types of data form 

the basis for accurately gauging conditions, effects, and causes. 

Assembling information for diagnostic purposes begins with iden-

tifying the information that seems most crucial or essential, concen-

trating on those features directly related to the problem or condition 

being considered. For example, consider the condition of turnover. 

Obviously, we ought to seek objective information about the current 

• turnover level, about trends in turnover, about specific turnover 

levels in various agency divisions or job classifications, and so 
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forth. (See relevant portions of Volume I and III for a discussion 

about how to assemble such data.) The objective is to state as pre-

cisely as possible the magnitude, duration, rate of change, location, 

and who is involved--and to do so in objectively measurable terms. 

Although people may be willing to venture opinions based on assump-

tions about these things, the objective of information collection is 

to test these assumptions against hard data. Normal agency personnel 

records can be a source of such hard turnover data, offering us the 

opportunity to state the turnover condition with some precision and 

objectivity. 

In the identification and description of work-force conditions, 

the central question is always one of determining whether the "facts". 

can be found to support our descriptions; usually, several kinds of 

facts, assembled from many sources must be fit together to produce a 

complete picture. For example, agency personnel records should tell 

uS what the turnover rate has been and what it currently is in vari-

ous units and in various job classifications. We might use these 

data to construct trend lines, extending these trend lines so as to 

estimate future turnover levels. However, these records and trend 

lines will not tell us about people's intentions to stay or to leave 

the agency. Estimates of intentions may be possible through a survey 

of employees, perhaps done regularly, (A question in The Climate 

Survey is one example of seeking such information about intentions.) 

Hard data from agency records, coupled with opinion data gathered 

through employee surveying, can provide both accurate descriptions • 
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of the current situation as well as opinion-based estimates of the 

future turnover situation. 

~~en moving to a consideration of effects produced by certain 

work-force conditions, the objective of information gathering is the 

same: Support any assumptions about effects with hard data--don't 

assume that certain effects in fact follow from certain causes. For 

example, if we believe that current turnover levels are affecting 

employee and agency performance, the question becomes one of determin

ing whether any hard evidence can be assembled to support this asser

tion. Perhaps we find that job performance tends to be lower in 

units and job classificaticns with high turnover levels. Although 

such a finding would not establish with certainty that turnover is 

causing a decrease in performance, we have, nonetheless, collected 

information that there may be a relationship between the unit's per

formance and its turnover level. On the other hand, if we found 

performance to be high in units with high turnover, our assumptions 

about the relationship between performance and turnover would need 

to be given careful reconsideration. 

The point is this. Something cannot be a cause unless it exists. 

This may sound so simple a point as not to warrant statement. Yet, 

we often fail to test our assumptions about causes against the facts. 

If employees do not register dissatisfaction with compensation to any 

measurable degree, and if departing employees are not generally 

leaving for higher paying jobs, compensation would hardly seem to be 

a major contributing cause of turnover. Perhaps other factors 
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contribute more--for example, working conditions (which hypothesis 

needs equally to be tested against the facts). If we do not test our 

assumptions about causes, and if they are not in fact accurate, we 

may be led to diagnose problems improperly and ultimately be misled 

about the saliency of various solutions. 

INFORMATION ABOUT CAUSE AND EFFECT 

One of the principal objectives confronting any diagnostic 

effort is to establish cause-and-effect relationships conclusively. 

Unfortunately, this is at once the most important and the most diffi-

cult part of collecting and analyzing information. Often, the best 

we can do is assemble evidence rather than proof of such relationships. 

Proof in any scientific sense requires many things: that the cause ~ 
precede the effect, that the relationship being hypothesized makes 

logical or theoretical sense, that we collect data that demonstrate 

an association between the cause variable and the effect variable, 

that other potential causes have been controlled for, and that we 

repeatedly find the same or simil~r associations in our data. 

It is rare that all or even most of these conditions are met 

during the conduct of problem diagnosis, and without each condition's 

being met, we have evidence only pointing toward a cause-and-effect 

relationship. In reality, when collecting information about causes 

of work-force conditions, we are able only to collect evidence that 

the identified problem condition is the result of some one or some 

set of causal factors. Sometimes the evidence is strong, but usually 

it is only moderate or weak. For example, we may hypothesize that • 



• 469 

turnover is caused by low compensation levels. This may make logical 

sense, and we may indeed find and analyze data that indicates that 

people are leaving the agency for higher paying jobs elsewhere and that 

there is substantial dissatisfaction with existing compensation levels. 

Yet, we do not know from this whether other factors such as working 

conditions are equally important or more important in causing people 

to leave. It may be coincidence and a product of the local labor mar-

ket that departing employees secure higher paying jobs. !he question 

is still open whether employees left because of low pay. They may 

well have left because they were dissatisfied with working conditions 

or with poor supervision, or for a raft of other contributing reasons . 

• Thus, we must be careful to draw a distinction between some-

thing's potentially being a cause and its in fact being a cause. 

Declaring the existence of a potential cause is much more easily done 

than actually establishing the causal connection. Establishing cau-

sal connections is guided by research design and concern over validity 

and reliability. (All of these issues are discussed in several sec-

tions of Volume III, and we suggest that they be considered.) 

Judgment and intuition are often substitutes for proof of cause-

and-effect relationships. Indeed, when proof is lacking, we have no 

choice but to exercise judgment based on the available evidence. The 

stronger the evidence, the better grounded our judgments can be. Of 

principal importance in securing good evidence is being able objec-

tively to establish that a set of causal conditions exist in the first 

.Place. It is crucial, therefore, that we test our assumptions about 

- the effects and the causes of a work-force condition by establishing 
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their existence and nature with some certainty. Below, we consider 

some of the principal sources of information that can provide the 

data and information for such "reality" tests. 

SOURCES OF INFORMATION 

Although we discuss sources of planning and diagnostic informa-

tion at great length in Volumes I and III, we will briefly summarize 

the chief sources of planning and diagnostic data here. We strongly 

recommend that the pertinent sections of Volumes I and III be read 

along with our comments below. 

As noted in Volume I, planning-related data may be classified 

into two broad categories: environmental data and organizational 

data. Information from existing agency records, information pro- • duced through surveys, and information coming from external agency 

sources are the principal (most often used) sources of problem diag-

nos tic information. 

Important organizational data include work-load data, job-

focused data, employee-focused data, performance data, and personnel 

system data. Work-load data are normally a part of existing agency 

records. These data on work loads can be supplemented with in forma-

tion from surveys that seek to tap employee perceptions and affective 

responses about work loads. Similarly, employee-focused and perfor-

mance data are a normal part of agency records, and these data can 

also be supplemented with survey data. Some forms of personnel 

system data will exist as a normal part of agency documentation (for 

example, turnover data and personnel-procedures data). Other • 
"-. 
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personnel system data will have to be gathered and culled from surveys 

such as the personnel practices survey provided in the previous sec-

tion of this volume. Job-focused data may exist as a normal part of 

agency documentation in the form of job descriptions or reports 

emanating from previously conducted job analyses. In the absence of 

these, civil service or jurisdictional personnel units may have such 

documentation. Finally, such information may be secured through the 

conduct of job analyses. 

Environmental data includes information on missions and goals, 

crime, economic and budget conditions, population characteristics, 

public and political values, and labor-market conditions. With few 

• exceptions, data and information about these things will be found 

outside the agency, in other public and private organizations. One 

exception concerns missions and goals; normally, and although mis-

sions and goals reflect external demands put on the agency, organi-

zations will have or will put together their own views about missions 

and goals. So too, law-enforcement agencies keep their own crime 

data. These can be supplemented with aggregated UCR data and with 

victimization survey data. Obviously, UCR and victimization survey 

data come from sources outside the agency. The remaining forms of 

environmental data corne from sources outside the agency. For example, 

data on economic and budget conditions come from jurisdictional 

budget offices, from chambers of commerce, and from a host of private 

organizations such as banks. The essential point about securing 

• environmental data is that agencies need to build linkages to these 

--..-
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external sources. Regularly receiving relevant reports and informa-

tion from these sources provides the agency with useful and available 

environmental data for diagnostic purposes. 

DATA STORAGE FORMATS 

Obviously, critical to securing hard and useable information for 

diagnostic purposes is the way that data are formatted and stored. 

Particularly when attempting to cull information from existing data 

sources, aggregation and disaggregation capabilities are of prime 

concern. For example, if the agency keeps turnover data but does not 

store these data according to work unit or work classification, we 

will be unable to disaggregate overall turnover statistics to the 

level of individual work units or job classifications. • The problem-diagnostic model presented earlier proposes that 

conditions and effects be described in terms of certain key variables: 

magnitude, duration, rate of change, location, and who is involved. 

If gross statistics are kept, magnitude can be estimated. However, 

to answer the rest of our concerns, data on conditions and effects 

must also be kept according to time of occurrence (for measuring 

duration and rate of change). They need also to be kept according to 

agency unit (for location) and according to people involved (who is 

involved). For example, each instance of turnover should be recorded 

under the individual's name, job classification, agency unit, and 

date of separation. With data stored this way, gross turnover sta-

tistics for the agency as a whole can be compiled; and, also, gross 

statistics can be broken down and used to assess duration, rate of 
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change, location, and who is involved. Data not stored in a fashion 

allowing for disaggregation by time, individual, and work unit cannot 

be effectively used to describe conditions and effects as required 

by the diagnostic model. 

DIAGNOSTIC SURVEYS AS A SOURCE OF INFORMATION 

The three diagnostic surveys presented earlier (Climate, Person-

nel Practices, and Environmental) also provide a wealth of informa-

tion for diagnostic purposes. The climate survey in particular allows 

for the tapping of employees' perceptual and affective responses about 

work-force conditions. Too, many items in The Climate Survey solicit 

employee opinions about the effects of these conditions; and in some 

~ cases employees are asked to venture opinions about the causes of 

various conditions. For example, the section on turnover asks 

employees to identify both effects and presumed causes of current 

turnover levels. Although The Climate Survey taps opinions rather 

than facts, climate survey results can be examined as part of the 

process of identifying conditions that may pose potential problems as 

well as identifying possible effects and causes. 

The Personnel Practices Survey requires factual information 

about the nature and bases of personnel actions in the agency. 

Whether the rules governing personnel actions and personnel adminis-

trative procedures are informal or are formally stated, the Person-

nel Practices Survey asks respondents to consider what actually takes 

place. Analysis of responses to the Personnel Practices Survey can 

• help in establishing whether a particular personnel practice assumed ,-
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to be a cause of a particular work-force condition is actually prac-

ticed in the agency. Too, as the Personnel Practices Survey is orga-

nized roughly to follow the stages of personnel administration, 

responses to the survey can be ~nalyzed to trace through causal chains, 

identifying one or more areas of practice that may account for a par-

ticular work-force condition. 

The Environmental Survey provides summary information on the 

nature of relationships between the agency and its environment. Fac-

tors addressed in the Environmental Survey include the amount of and 

the nature of interactions between the agency and other public agen-

cies and actors. The impact of environmental variables such as crime, 

the economy, budgets, and so forth on work-force conditions are also~ 

examined. Responses in these areas can be assessed to provide addi-

tional input to the process of defining both effects and causes. 

GROUP PROBLEM DIAGNOSIS 

Group information gathering, information assessment, and deci-

sion making are not without problems. Groups are notorious for 

wasting time, for being dominated by a few vocal individuals, for 

getting side-tracked, and for reaching decisions that sometimes 

appear idiotic on reflection. The well-known cartoon of a camel that 

has been designed by a committee reflects this distrust of group pro-

cesses: The camel has three legs instead of four, its humps are on 

the bottom, and its head is at the wrong end. Presumably the group 

process for reaching consensus produced a few consensual errors. 

Yet, groups need nOlt be unproductive or error ridden in their deciSi • .... , 
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making. The key to effective group process is organization, structure, 

and focus, the objective being to balance between maximizing the range 

of information considered and keeping the process focused. Structure 

and focus are not synonymous with premature closure of debate 0 in-

appropriate screening out of information or viewpoints. 

The mo~t widely known and used group processes in management are 

the Nominal Group Technique (NGT) and Delphi. Although there are many 

variations on these basic techniques, and there are other kinds of 

group processes, these two are relatively easy to comprehend and to 

use and are well suited for use with problem diagnosis. The Nominal 

Group Technique structures the group process in face-to-face settings . 

• The Delphi Technique structures a group process in a situation where 

members do not meet face-to-face, are guaranteed anonymity, and 

exchange information through an intermediary. Each method has par-

ticular advantages and disadvantages. We will discuss these along 

with a description of each technique in a moment. 

GROUP COMPOSITION 

Both NGT and Delphi assume that group members are "experts" in 

some important respects (experts in the sense of being particularly 

informed and experienced about the issues that will be addreHsed by 

the group). The diagnosis of work-force problems requires a breadth 

of information that is best provided by a various membership. In 

one sense, therefGre, the greater the number and kinds of people 

involved in the group process, the wider the range of expertise . 

• ' .. 
Counterbalancing this, however, is the need to keep groups to a 
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manageable size. Those experienced with group dynamics suggest that 

the optimal size of a group is from six to twelve people. Below six, 

information tends to be lost, while above twelve, efficiency tends to 

falloff dramatically. 

Each agency will need to determine who is best suited for group 

membership on the basis of the issues being discussed and the identi-

fication of individuals in the organization who are particularly 

informed or expert. Below, we suggest one general composition model 

for groups diagnosing work-force problems. This model can be adapted 

to fit the needs or environment of any particular agency. Nonetheless, 

there are substantial reasons (as indicated) for adopting a group 

composition model as follows: 

1. One or two members of top management--indiviquals 
immediately below the level of agency head. This will 
permit direct access to the agency head in reporting 
group findings and recommendations. Also, this permits 
group access to information about the agency environ
ment--information often best found at top management 
levels. 

2. One or two individuals from the personnel and planning 
~p.its of the agency. These individuals are likely to 
be the ones most informed about specific personnel 
practices and to have access to hard data about the 
agency work force and its performance. 

3. One or two individuals from the middle-management or 
supervisory ranks. These individuals, occupying the 
crucial middle strata of organizations, are in particu
larly advantageous positions to bring both a downward
looking and an upward-looking perspective to the diag
nostic process. 

4. One or two individuals from the basic employment ranks. 
These individuals, performing at the basic service or 
work level, provide first hand information and perspec
tive about problems that develop as the work force 
attempts to meet the agency's basic service missions. 

• 

• """. f 
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5. Heads of major agency units or subdivisions. These 
individuals may be included generally, or as needed if 
work-force problems in a particular division or unit 
are being identified and assessed. 
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6. A re~resentative of an employees' union or association. 
This widens further the perspective and information 
brought to bear from the lower levels of the agency. 

Other individuals in the agency, not necessarily occupying these 

positions, may provide specific helpful information and perspective. 

And group membership may be deliberately changed regularly or as the 

issues being addressed warrant. The objective is to gain access to 

as much relevant information as possible about work-force conditions 

that may pose problems, and to understand as best we can what the 

effects and causes of these conditions are. Thus, it is less impor-

tant that individuals occupying specific organizational positions be 

selected than it is that those with the most relevant information, or 

access to it, are chosen. The six recommended categories above gen-

erally provide the kind of people needed, but no~ necessarily. In a 

given organization, others in different positions may be better suited. 

In any case, when putting the group together, bear in mind the idea 

of keeping group size between six and twelve. 

BASIC STEPS IN ORGANIZING GROUP PROBLEM DIAGNOSIS 

The Group Facilitator. Someone has to organize the group and to 

provide a direction and set of objectives for it. Groups operating 

without a clear ~et of objectives and agenda and without a set of 

deadlines generally fail. An agenda for work-force-problem diagnosis 

can be structured following the dictates of the basic diagnostic model 
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presented by us in Figures 1, 3, and 4. The role of groups in the 

diagnostic process is pictured in Figure 2. That is, we begin with 

the identification of conditions, then move to the identification and 

weighing of effects, and finally to the identification and assessment 

of causes. In all of these steps, the facilitator seeks to broaden 

the information brought to bear and to achieve some group consensus 

about accuracy, priorities, and weights assigned to conditions, 

effects, and causes. 

Choosing the Group Technique. The options we offer include the 

Nominal Group Technique (NGT) and the Delphi Technique. The advantage 

of NGT is that members may interact directly in a variety of ways. 

The disadvantage involves prima donna behavior--one or two individua~ 
dominating in controlling information and determining the content of 

decisions and priorities. The advantage of Delphi is that membership 

anonymity tends to encourage both individual initiative in volunteer-

ing information and openness in accepting new ideas. The disadvantage 

of Delphi is that someone must act as mediator in passing information 

among participants; the mediator may exercise bias in doing so. More 

importantly, however, the exchange of viewpoints is limited to what 

is written down and transmitted among participants. Time to complete 

the group process is also increased with Delphi. 

Although both methods have advantages and disadvantages, both 

have proven to be highly successful techniques for efficiently and 

effectively controlling group information gathering and decision 

making. The basic steps in each of these techniques are presented • below. 
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NOMINAL GROUP TECHNIQUE 

Step 1. The group is assembled, explained the purpose of the exer
cise, and given a question to answer. For example, the question 
may be: "What are the two or three most serious work-force con
ditions or problems facing this agency?" 

Step 2. Group members are given time independently and silently 
to compose an answer, and to write it down. 

Step 3. Answers are collated, redundancies eliminated, and the 
composite list of answers becomes the grist for further group 
discussion. 

SteE-i. One by one, each answer on the composite list is dis
cussed. Answers are clarified, questions asked about each. and 
individuals may indicate agreement or disagreement with each. 

Step 5. A preliminary ballot is taken on which each member is 
asked to prioritize a set number of the answers (e.g., "list the 
most important" or "list the three most important"). 
Priority setting may use criteria such as accuracy, saliency, and 
efficacy. Balloting is done silently, individually, and in 
writing. 

Step 6. The vote is tabulated and reported to group members. 
Discussion ensues about the voting pattern and what it seems to 
mean. Additional discussion may take place whereby participants 
attempt further to influence group views before a final vote. 

Step 7. A final vote on priorities is taken and tabulated. 
Voting is silent and independent. This becomes the final list of 
group-judged priorities . 
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DELPHI TECHNIQUE 

Step 1. A list of individuals is identified. Group members are 
not told who other members are. A facilitator individually in
fo~~s each member about what the purpose of the exercise is and 
provides a question or questions to be answered. 

Step 2. Group members, working individually, provide answers 
to the question(s). Answers are returned to the facilitator. 

Step 3. The facilitator collates answers, eliminating redundan
cies. A list of all answers to all questions is returned to each 
individual. Participants remain anonymous. 

Step 4. Each individual is asked to rank order or to vote on the 
composite list of answers. They may also provide rationales for 
their vote. Votes and rationales are returned to the facilitator. 

Step 5. The facilitator compiles the votes and rationales. A 
tally of the votes and accompanying rationales are returned to 
each individual. Participants remain anonymous. 

Step 6. Participants are asked to reconsider their votes and 
rationales on the basis of the composite results. A new vote is 
taken and additional rationale or comment is requested of each 
individual. Participants return votes and rationales to the 
facilitator. 

Step 7. The facilitator compiles the final vote on each question 
and adds a composite of participant comments. Final results may 
be returned to participants for their information. 

• 

• '-"; 

• 



• 481 

APPLYING GROUP PROCESSES TO FIGURE 2 
In Figure 2, there are several points at which group assessment 

and judgment are required. Specifically, they are required in each 

of the Steps 4 through 9 in the figure. The NGT and Delphi techniques 

are applicable in their entirety to each of these steps. That is, 

the seven steps in the NGT method or the seven steps in the Delphi 

method apply at each stage of the diagnostic process laid out in 

Figure 2. It is also possible to mix the NGT and Delphi methods as 

we move from Step 4 to Step 5 to Step 6 and so forth in Figure 2. 

For example, we may utilize a Delphi technique to complete Step 4 in 

Figure 2 and then utilize a NGT technique for the remainder of the 

• Steps (5 through 9). 

The decision about which group technique to use and at which 

stage is something to be determined by the agency. In choosing a 

technique, however, the advantages and disadvantages of each as 

earlier laid out by us should be considered. In particular, it 

should be recalled that NGT is particularly susceptab1e to havi.ng a 

few individuals control the information gathering and assessment. 

This may be particularly problematic when the issue being discussed 

is sensitive and some group members may feel too ill at ease to 

voice their views frankly. On the other hand, Delphi restricts the 

amount of interchange; this may be undesirable in situations where 

the issue being discussed is very complex and requires frequent and 

mUltiple interchanges among group members. The point is, however, 

• that either. method is acceptable and will help to control the group 

process. 
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MOVING BEYOND DIAGNOSIS 

Once diagnosis has been completed, several key pieces of infor-

mation should be available: (1) the nature of the condition or prob-

1em, (2) the effects the problem has on the agency and its personnel, 

and (3) the factors that have caused the problem and which of these 

factors are manipulable. Armed with this information, managers and 

planners are ready to identify alternative solutions and move toward 

the implementation of one or more of them. 

The specification of solutions is a responsibility of management 

working within the agency's capabilities and constraints. Although 

we cannot specify solutions in this Handbook, we can specify a gen-

eral set of questions, the answers to which will help guide the SOIU,. 

tion-generation process. These questions include: 

1. Which of the factors causing the identified problem 
appear manipulable, and which of these are likely, if 
altered, to have the most beneficial effect on reduc
ing the problem? 

2. For each of the factors identified above, what are the 
alternative means available for eliminating or lessen
ing the impact of these factors? 

3. For each of the alternative means (possible solutions) 
identified above, what resources and technical exper
tise are required for implementation? Are agency 
resources and technical capability such to permit 
implementation of the alternative? 

4. For each of the alternative means (possible solutions) 
identified above, are there any constraints or prohibi
tions imposed by the environment that would preclude 
implementation of the alternative? 

5. Are any of the alternative solutions technically 
infeasible? 

6. Are any of the solution options precluded by environ
mental forces? Are any unaffordab1e? Or, do any have 
only a minor or negligible effect on r~ducing the prob
lem and its consequences? 

• 
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Once these questions have been answered, one or more solution 

options can be. chosen. Before implementation, however, one task 

remains: Review the selected solution option(s) to determine whether, 

on balance, the costs involved in implementing the solution are out

weighed by the benefits achieved in problem reduction. This final 

determination is crucial because it informs us whether implementing 

the solution carries enough potential payoff. If not, perhaps there 

is nothing worth doing at the present. 

In attempting to find solutions, a combination of group process 

and staff work can be used just as it was for problem diagnosis. 

Similar advantages pertain in doing so. Especially when engaging in 

attempts to isolate the various costs and probable benefits from each 

solution option, group give-and-take can be very informative. This 

is similarly true when attempting to identify possible external or 

internal resistence that might develop over c.ertain solution options. 

The key point, however, is that proper identification of solu

tions requires accurate problem diagnosis. Without good problem 

diagnosis, solutions will very likely be misdirected and ineffective. 

Furthermore, good problem diagnosis is very often suggestive of the 

necessary directions that solutions must take • 
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VOLUME III PART 5 
THE DIAGNOSIS OF HUMAN-RESOURCE PROBLEMS: AN EXAMPLE 

This section of Volume II provides an illustration of the model 

for diagnosing human-resource problems presenL~~ and discussed in the 

previous section. The purpose of this illustration is to provide 

staff of planning units or personnel units with an example of a step-

by-step application of the procedure. The steps will trace through 

an example from a state-level adult corrections agency. 

4IIt We will first outline the basic characteristics of a fictional 

state-level corrections agency. We will describe the types of 

institutions under the agency's control and the approximate numbers 

and types of prisoners within the institutions. We will tell the 

numbers and types of personnel and characteristics of the personnel 

system. Finally, we will outline the administrative structure. 

After describing this fictional agency, we will develop a detailed 

diagnosis of its problems. The process will center on the issue of 

turnover among correctional officers--an issue traditionally of 

serious concern to correctional administrators. The process will 

follow the nine-step diagnostic model and begin by looking at turnover 

from a commonsense or intuitive perspective. Then we will further 

define what about turnover is a problem, and give examples of how 

• the staff of the personnel or planning unit interact with a "nominal 

group." We will illustrate the effects and causes of turnover and 

eding page blank 
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come to sample conclusions about the importance of turnover as a 

problem. Finally, we will summarize some conclusions about turnover 

and offer possible solution strategies. 

In order to make this illustration as realistic as possible, 

material has been drawn from actual experience in several state-level 

agencies, previous case studies, and empirical research that has 

examined the problem of turnover in state corrections agencies. The 

illustration is a composite, and is not intended to represent some 

actual agency, its personnel, or operations. 

DESCRIPTION OF THE STATE DEPARTMENT OF CORRECTION 

The State Department of Correction is a cabinet-level agency 

located in a moderate-sized industrial state. The director reports • 
to the governor of the state, and the agency is under the administra

tion of the executive branch of the government. The basic goals of 

the agency are twofold. First, the agency is responsible for housing 

and maintaining custody of all felons sentenced to the state's 

institutional system. Second, the agency is responsible for the 

rehabilitation or correction of ~hese convicted criminals such that 

when they return to society after their prison sentences they live 

as law-abiding citizens. 

The Department maintains eleven prisons or, as they are locally 

referred to, "correctional facilities." Four of these facilities 

are maximum-security institutions, four are medium-security, two are 

minimum security, and the remaining facility is for women. One of 

the four maximum-security facilities, Southern, is in a large city. • 
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The other three maximum-security facilities are located in rural areas 

fairly far from any large city. All of the maximum-security facilities 

are large fortress-like prisons built in the mid to late l800s. 

On the other hand, the medium- and minimum-security facilities are 

much smaller and located near small to medium-sized cities in the state. 

Besides where they are and how big they are, how new these facilities 

are makes a difference--they were all built since the late 1940s. 

Convicted felons who are sentenced to the State Department of Cor-

rection have been convicted of a wide variety of crimes (of course), 

but most are in for serious property crimes or crimes of violence. 

Repeat violent-offenders are generally sent to the maximum-security 

~ facilities, while most of those encountering the correctional system 

for the first time, or those convicted of minor offenses, are sent 

to the medium-security facilities. The minimum-se~urity facility is 

generally reserved for those of minimum risk who are approaching the 

end of their sentence. 

Overall, in 1981 the State Department of Correction housed about 

10,000 convicted felons (known as "clients" by the Department) on any 

given day. This average daily population is about 3,000 over normal 

bed capacity although the biggest over-crowding is at two of the 

maximum-security prisons, Northern and Western. 

The State Department of Correction is supposed to meet its goals 

of custody and rehabilitation with a legislatively appropriated budget 

of about $110 million per year (1981). Most of this appropriation 

• goes to'tvard payroll commitments, which total about $75 million. This 
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figure includes salaries, wages, and overtime. An additional $15 million 

is allocated for employee benefits. The remainder of the $110 million 

is for inmate services--maintenance, training, administration, and so 

forth. 

There are about 4,000 authorized personnel positions within the 

Department, although in 1981 only about 90 percent of these positions 

were filled. Half of the employees are guards or correctional officers; 

1,400 are treatment and prison-industry personnel; and the remainder are 

administrative personnel. 

Ninety percent of the employees of the Department are appointed 

under civil service rules and regulations. These requirements and 

appointment lists are developed by a separate State Department of • Civil Service, although the ultimate employment decision rests with the 

individual institutional wardens. The remaining ten percent of the 

employees are administrative appointments, generally at the upper level 

of the agency. 

Correctional officers and the prison-industry personnel are repre-

sented by a national union. This union has been gl:anted exclusive 

collective-bargaining rights for these employees. Treatment personnel, 

on the other han.d, are not represented by a union. 

As a result of vigorous union activity to increase wages during the 

past five years, correctional officers and prison-industry personnel 

enjoy salary and benefit levels roughly comparable with other state 

agencies such as mental health or juvenile services. The treatment 

staff, while not being formally represented, get salaries and benefit. 
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comparable to other state employees' of similar qualifications. As 

can be seen in the following organizational chart, the Director of the 

Department of Correction has eight basic organizational units subordinate 

to him. As can be seen in this chart, the major units under the director 

are broken down into main-office administration and the individual insti-

tutions. Main-office administration includes several subunits: the 

Personnel Office is primarily responsible for recruitment and for the 

handling of personnel problems such as grievances and union relations, 

all under the guidance and regulation of the State Department of Civil 

Service. Fiscal Administration prepares, audits, and monitors all agency 

money. Planning and Research prepares long-range plans, does program 

4IIt evaluations, and conducts specific research projects. Programs and 

Education supervises and gives technical assistance to local institutions 

in their educational and other types of rehabilitative programs. The 

Training Unit conducts initial pre-assignment training for all new 

employees. Prison Industries provides supervision and guidance of 

individual institutional programs in order to make the Department as 

self-sufficient as possible. Besides, by providing meaningful work and 

training, industries are also supposed to help rehabilitate inmates. 

Community-Based Corrections is only a small unit within the Department, 

but nonetheless this unit supervises and administers a number of halfway 

houses and pre-release centers. Finally, individual institutions are 

under supervision of separate wardens. 

Under the wardens are such individual units as Personnel, Industries, 

• and so on. This is particularly important since the warden of each 
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institution reports directly to the director and is not administratively 

responsible to any other unit or individual. Furthermore, each warden 

technically has individual ability to operate local personnel systems 

independentlY, at least as far as is allowed by civil service regulation 

and the policy of the director. This is important since the indhridual 

wardens can directly influence the types of personnel selected for their 

own institutions. 

In order to identify and to assess current operational and policy 

problems within the organization, the director conducts bi-weekly adminis-

trative meetings. These administrative sessions include heads of the 

various organizational units, except for the institutional wardens. 

~ They are not regularly included because of the costs and time associated 

with travel from the different facilities--most are quite distan~ from 

the main office located in the state capital. Instead, the director holds 

a separate meeting once a month with the wardens. Occasionally, other 

key administrative personnel are included in these warden meetings, 

depending on the nature of the issues to be discussed by the di1:ector 

with the wardens. 

PROBLEM IDENTIFICATION 

Over the past few years the director had voiced concern about 

growing violence during the summer months. This violence had taken the 

form of increased inmate assaults, particularly in the maximum-security 

institution. Because of these increases, he had come under pressure from 

~ the legislature and the media to improve the situation. So, early in 

1981 he decided to focus one of his monthly meetings on making preparations 
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within the various facilities to improve the situation that coming summer. 

He felt this issue was particularly important since a number of his 

administrative and supervisory staff had suggested that if something were 

not done in preparation for the summer, a major riot was not only possible 

but likely. So, to open discussion with the wardens, the director began 

his February meeting by asking, "What can we do to reduce the violence 

we've been having in the summers?" 

The initial discussion focused on a number of possible preparations 

that different wardens viewed as important. For example, one of the 

wardens suggested that increased security would be necessary, which he 

felt meant increasing custodial staff and reducing the number of correc-

tional officers on vacation. Another suggested that in-service train~ 

of officers was important, particularly in riot control and surveillance 

procedures. Others suggested reducing overcrowding, transfering 

troublesome inmates, increasing recreational opportunities, and so on. 

But the discussion turned away from such ideas when one of the 

medium-security wardens pointed out that not all of the institutions 

experienced such violence. He noted, for example. that his institution 

had few such problems. It seemed that Northern accounted for most of 

the violence. Northern's warden agreed, but commented: "What do.you 

expect? On any shift during the summer, as many as 25 percent of my 

guards don't even bother showing up for work. Not only that, but I lose 

a large proportion of new officers after they've barely begun working. 

They just up and quit on me. With these absenteeism and turnover problems, 

my supervisors can't even insure that our custody positions will be • 



filled for a shift. If we can't man the positions, it's not surprising 

that custody suffers and violence increases at Northern, is it?" 

Another warden from a medium-security facility pointed out that there 

were probably a lot of other factors that contributed to the violence. 

TI1at is, absenteeism and turnover could not by themselves explain the 

assaults. R9wever, he also felt that turnover and absenteeism were 

quite serious problems for the agency and that something should be done 

about them. 

The discussion then moved from violence itself to a more specific 

discussion of the conditions of turnover and absenteeism. Several of 

the wardens expressed concern about serious understaffing due to absen

~teeism. Furthermore, most, although not all, of the wardens were very 

much concerned with turnover in that they felt ~hat, nearly as soon as 

they broke in new guards, these employees would resign and go on to other 

positions elsewhere in the community. It was also agreed among the 

wardens that if these personnel problems could be alleviated, much of 

the violence itself would subside. That is, they felt that violence 

in and of itself was not the problem so much as maintaining experienced 

staff who would consistently show up for their assigned shifts. Indeed, 

if this were possible, adequate security could be maintained and violence 

would be reduced. Some of the wardens suggested that because of the 

turnover problem they often had very inexperienced officers manning very 

sensitive positions. Without officers with the necessary experience, 

security was often lacking and assaults and other misbehavior by prisoners 

~as all the more likely. 



The meeting concluded with the director agreeing that it was 

possible that a goodly share of the violence problem was traceable 

to the absenteeism and turnover conditions. He would have the personnel 

and planning units of the main office check into the situation more fully 

to see what, if anything, could or should be done about turnover and 

absenteeism, and to determine how serious a problem they were. 

At the next scheduled main office bi-weekly meeting the director 

summarized the discussion that he had had with the wardens and asked his 

other unit supervisors whether they thought further investigation of the 

perceptions of the wardens was really warranted. The training unit 

supervisor was the first to concur that turnover was a serious problem. 

He concluded: "That's one of our biggest problems. We go to all the. 

time and trouble to get new officers trained for the job, send them off 

to the institutions, and before we know it, they quit. We seem to be 

spinning our wheels in training. What we need is better selection of 

new officers so that we won't be wasting so much time and money trainin& 

J people who will never use what we teach them." 

The supervisor of the Personnel Unit disagreed with the training 

supervisor, insisting that he was trying to recruit the best-qualified 

people he could--but the real problem was that they weren't adequately 

prepared for what they were going to be asked to do in the institutions, 

which meant they became frustrated or disillusioned, and quit. A heated 

debate followed between these supervisors about who was really at fault 

for absenteeism and turnover. 

• 



• 495 

The debate was interrupted by the supervisor of the planning unit: 

"Before we try to fix blame here, I suggest we try to figure out whether 

turnover and absenteeism are really problems. If so, we can get to causes 

and effects afterwards--not nowl" The director concurred and suggested 

that the personnel and planning units get together and begin analyzing 

whether these two conditions really were problems, as suggested by the 

wardens, and if so, layout a strategy to find out how they could be 

solved. Their initial conclusions would be presented at the next scheduled 

main-office meeting in two weeks. 

As can be seen thus far in the illustration, the identification of 

absenteeism and turnover as agency problems was intuitive. The wardens 

I~and director looked at these conditions on the basis of experience and 

vague notions of cause and effect. Yet their understanding of these 

conditions was not documented or substantiated. From such a point, then, 

the diagnosis model may be implemented, to move from intuition to 

realistic assessment. 

STEP 1: EXAMINING EXISTING INFORMATION 

After this meeting, the supervisors of the planning and personnel 

units met to map a strategy for documenting turnover and absenteeism more 

specifically, with the objective of presenting hard information at the 

main-office meeting, in two weeks. At that point a strategy for group input 

into problem diagnosis could be devised and implemented if further 

diagnosis seemed unwarranted. It was further decided that the supervisor 

~Of the lanning nit should act as spokesman and group facilitator, if 
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that were later necessary, since the personnel unit supervisor had 

already become emotionally involved in the discussion with the supervisor 

of the training unit. 

At this point, then, the two supervisors were entering into the 

human-resources problem-diagnosis model at step one, condition identifi-

cation. In order accurately to identify absenteeism and turnover as 

conditions, three sources of information would have to be tapped: results 

of the diagnostic surveys, existing agency records, and opinions of 

administrative and supervisory staff in the various institutions. 

The two supervisors first turned to the results of the climate 

survey that had been recently administered. Overall, personnel in the 

Department had suggested under the Manning Level section of the survey~\ 

that there might be some problems with absenteeism. In particular, a ~ 

significant proportion of those surveyed had indicated that staffing 

levels were not sufficient to accommodate fluctuations due to sickness 

and other absence (Question Number 3). 

In addition, the survey results suggested that turnover might be 

a problem worth further investigation: A significant proportion of the 

employees responded to the Employee Retention portion of the climate 

survey by suggesting that turnover did cause serious problems for their 

work units. Good people were leaving, performance was being threatened 

by turnover, and many additional employees were considering leaving the 

agency. 

So, looking just at the summary results of the climate survey, 

personnel throughout the Department had voiced some concern about 10W~ 
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manning levels due to absences and about the effects of turnover on per-

formance and the retention of personnel. 

Existing agency reports about absenteeism and turnover were summary 

in nature in that they were only tabulated yearly for the annual report. 

However, more detailed data existed: each time an officer was absent 

from work, an entry was made in his computerized personnel file. This 

entry cited the day, the institution, and the reason for absence, whether 

it be for vacation, illness, or something else. Entries were also made 

whenever officers terminated their employment. This entry cited the day, 

the institution, and the reason for termination, either resignation or 

firing. Regretab1y, exit interviews were not conduc·ted, and so the 

f1lltactua1 reasons for resignations were generally not available. Summary 

breakdowns of absenteeism and turnover could be developed through computer-

programming efforts by the planning and research staff. However, since it 

had not yet been decided to enter into full-scale diagnosis of problems, 

it was decided that the yearly reports, which were readily available, should 

be relied on. About turnover, the 1980 yearly personnel report stated 

that 22 percent of the correctional off jeers left employment. The reasons 

for leaving the job, however, included retirement, resignation, and firing 

as well. Besides, this turnover varied considerably from institution to 

institution. For example, the minimum-security facility reported that 

only 6 percent of its officers had left employment during 1980, while at 

Northern 56 percent had left for one reason or another. Past yearly 

_ personnel reports showed, .in the past few years and 

too, that turnover overall had risen sharply 

appeared to be the highest during the years 
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when the institutions experienced the most violence and disturbances. 

On the other hand, absenteeism appeared to have remained relatively 

constant over the past few years, at an approximate :rate of about 10 

percent on any given shift (again according to the yearly personnel 

reports). However, there was some variability in that on the average the 

medium and minimum-security facilities reported only about 5 percent 

absenteeism per shift, while the maximum-security facilities went much 

higher--as high as 21 percent at Northern. 

The last sources of information were the administrative and super-

visory staffs at the various institutions. Since the personnel and planning 

units were only concerned at this point with identifying the conditions of 

turnover and absenteeism, it was decided that a simple telephone surveel 
, --

of a sample of administrators and staff would be sufficient to provide 

additional insight into these conditions. Thus, members of the planning 

and research staff called each of the facilities and briefly interviewed 

institutional staff about their concerns with turnover and absenteeism. 

The interviews were open-ended in the sense that the planning and research 

staff merely asked each of the institutional staff the following questions: 

"How extensive are turnover and absenteeism at your facility?" and "How 

do turnover and absenteeism affect the day-to-day operation of your 

facility?" 

After completing the interviews, the planning and research staff 

compiled the various comments into summary statements about the perceived 

volume of turnover and absenteeism, as well as the perceived impact of 

these two conditions. It was found that most of the administrators an. 



• 499 

supervisors at the institutions felt that absenteeism was unnecessarily 

high at their facility. Turnover was not seen as much of a problem at 

some medium-security facilities, but among personnel at the other 

facilities it was considered far too high, particularly at the maximum-

security facilities. Both turnover and absenteeism were thought 

seriously to affect proper custody and security levels at the institu-

tions. They also suggested that having a continuous influx of new and 

inexperienced workers made security and custody far harder than it would 

be with more experienced officers. 

Interviews were also held with the main office program director and 

the training director to gain their perceptions about turnover and 

< ~absenteeism. The program director could not specifically speak to the 

volume of turnover or absenteeism at the facilities but she was very 

much concerned that where there was much turnover or absenteeism, they 

might seriously affect the ability of educational and counseling personnel 

to run their programs. As an example, she suggested that when there 

weren't enough officers to provide security in the school programs, the 

programs had to be cancelled for the day, since the teachers were unpro-

tected. Nor could the training director specifically address the question 

of volume, but he felt that turnover had serious consequences for his unit 

too, in that they had continuously to schedule and to operate training 

sessions for new employees--at great expense. 

After compiling these various pieces of information, the planning 

director and the personnel director summarized the conditions of 

.absenteeism and turnover as follows: 
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Absenteeism levels have remained fairly constant over 
the past few years although there has been some varia
tion from institution to institution. 

Absenteeism is thought to have serious consequences in 
institutional security and custody. 

Absenteeism is thought to have serious consequences in 
the operation of rehabilitative programs. 

Turnover levels have risen dramatically in recent years 
and appear to be highest during the years when there 
have been institutional disturbances. 

Turnover is thought to have serious consequences in 
institutional security and custody. 

Turnover is thought to have serious consequences in 
the training of ne~v personnel and in the operation 
of rehabilitative programs. 

After compiling and analyzing this preliminary information about 

the conditions of absenteeism and turnover, the two supervisors came • 
to the view that a much more detailed and intensive full-scale problem 

diagnosis should be launched. The one obvious question that they faced, 

though, was that of existing agency resources: Did they and the rest 

of the main office have enough resources to explore these two conditions 

more fully? The personnel supervisor pointed out that the planning and 

research staff were available for detailed analysis; and the current 

personnel record-system could provide most of the necessary information. 

So, he felt that the main office would not have to commit major new 

resources for further problem diagnosis. The planning director also 

noted that if these conditions were linked to violence in the facilities, 

as was suggested, then the possible costs associated with a full-scale 

diagnosis were far outweighed by the possible benefits from avoiding 

such problems. So, the two supervisors decided that the main office • 
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had sufficient resources and that there was a high enough likely payoff 

for them to recommeFd full-scale diagnosis. 

The future implications of a full-scale diagnosis were somewhat 

less clear, however. Even if they did proceed with the analysis, they 

were unsure whether or not any problems could ultimately be resolved. 

For example, as the personnel supervisor pointed out, if it were found 

that turnover was a serious problem caused primarily by perceptions of 

poor salaries among officers, the department could not take it upon 

itself to raise salaries to alleviate the problem. However, the planning 

supervisor suggested that it was still worth investigating the conditions 

more fully, that causes could be more systematically identified--some 

,~pf which might be internally derived and controllable, and hence subject 

to alteration. 

In addition, both supervisors felt that the problem diagnosis could 

have important consequences not only for the individual institutions but 

also for other key administrative elements in the department. For example, 

the Training Unit and the Budget Office, as well as other external units 

such as Civil Service might well benefit from such a full-scale investi-

gation. The kinds of information that would be generated from this 

process could point out possible improvements in these other areas even 

if it was found that turnover and absenteeism were not serious problems 

at all. 

On the agency's two primary goals, it was apparent from the tele-

phone interviews at least that turnover and absenteeism might be having .a detrimental effect. A large cross-section of the personnel in the 
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agency had suggested that these conditions were seriously affecting 

security and custody in particular. Also several people had mentioned 

that the inexperience of the staff was having a negative impact on re

habilitative programming. So, full-scale analysis might lead to improved 

agency effectiveness in attaining its goals. If absenteeism and turnover 

could eventually be reduced as a result of the diagnosis process, then 

security and custody might be improved and rehabilitative programs could 

be operated more consistently. 

Given the proposition that these conditions might be linked to 

institutional violence, it was also apparent that diagnosis of these 

conditions as potential problems implied that some solution to them was 

urgent, since spring was approaching and most violence occurred durin~. 

the summer months. Again, however, it was unclear whether or not turnover 

and absenteeism were the only things contributing to the violence. This 

would be sorted out more thoroughly as a part of the diagnostic process. 

The full-scale diagnosis was not without negative implications. 

The Personnel Supervisor was particularly concerned with the union leader

ship's sensitivity to the control of absenteeism. Some union members in 

the past had suggested that because of the union contract, members had 

the right to use their allotted number of sick days, whether they were 

sick or not, without interference from the administration. Full-scale 

diagnosis might be perceived by the union as a threat to their position 

concerning the contract. For example, past attempts to reduce "malingering" 

by certain officers had been met with grievances and threatened job 

actions by the union. • 
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The planning supervisor also noted that full-scale diagnosis leading 

to problem solution might create other irreversible problems for the 

department. In particular, he was quite concerned that if turnover could 

be brought down to low levels, the department might end up with a sizable 

number of poor employees who normally would have left. That is, some of 

those who quit are employees the agency wants to leave. If the diagnosis 

and resulting solutions meant that these people stayed with the department 

longer, another problem would be created, one that could become very 

serious in itself. While the agency did not have hard data on this 

potential problem, it was possible that lazy or otherwise poor performers 

would be retained and they might create additional problems for the agency . 

• On balance, however, the two supervisors decided that they should 

recommend a full-scale diagnosis for the following major reasons: 

(1) summary information appeared to suggest that there might be significant 

costs associated with turnover and absenteeism; (2) both of the agency's 

primary goa1s--custody and rehabi1itation--might be threatened by these 

conditions; (3) the agency had the resources and the expertise available 

to enter into full-scale diagnosis; (4) there were public relations 

advantages to such a diagnosis, for if violence could be reduced, media 

and legislative pressures might let up; and finally, (5) employee per-

formance might be improved and stabilized. These advantages far out-

weighed the possible negative outcomes of the process, principally union 

sensitivity and retention of poor employees. 

At the next staff meeting, the planning supervisor recommended that 

~fu11-sca1e diagnosis should be approved and implemented as soon as possible. 
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Given the apparent importance of looking more intensely at these condi

tions, the rest of the staff of the main office readily agreed with this 

recommendation, as did the director. The direc~or gave orders to proceed 

immediately and to utilize whatever agency resources were necessary to 

bring the diagnosis to a timely conclusion. He also told the two super

visors that he would inform the institutional wardens at their next 

meeting that a full-scale diagnosis was underway and would ask them for 

their complete cooperation with the investigation efforts of the planning 

and personnel offices. Complete diagnostic reports were to be presented 

at the first main staff meeting after the diagnosis was finished. However, 

"this diagnosis should proceed as quickly as possible, given possible 

implications for the summer." • At this point, problem diagnosis has proceeded from mere intuitive 

discussion to a preliminary identification of two conditions that could 

be problems for the agency. ~he planning and personnel units had examined 

existing agency information, producing summary results from the surveys 

and from administrative data sources. As a result, the decision had been 

made to proceed with full-scale analysis. Thus, the diagnostic process 

was poised to enter into the second step of the model. 

STEP 2: ASSEMBLING THE "NOMINAL GROUP" 

After completing the first step of the diagnostic model--identifying 

conditions as potential problems--and having received approval to proceed, 

the personnel and planning supervisors next had to assemble a problem 

diagnosis group (step 2). • 
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The first question the two supervisors had to resolve before actually 

assembling such a group was what type of group technique should be used. 

At least two types of group techniques (discussed in the previous section) 

are available under the human-resource planning model: the nominal-group 

technique and the delphi technique. Since there appeared to be some 

urgency for resolution, it was decided that a nominal group was preferable 

because it would allow for a number of key personnel to be assembled 

in a short time, and for a wide range 0~ inputs to be obtained relatively 

quickly. 

The type of group technique having been decided, the next question 

was: who should be members of this diagnostic group? The personnel 

~supervisor recognized that both he and the planning supervisor had to be 

included in the group. Furthermore, he reiterated his opinion that the 

planning supervisor should be the group facilitator because of his 

previous conflict with the training supervisor. The planning supervisor 

agreed but also noted that since the training supervisor had previously 

offered important input on these conditions, particularly concern over 

the impact of turnover, he should also be included. The personnel 

supervisor agreed but noted that several claims had been made about 

fiscal outcomes a~d effects of these conditions, none C"~ which had been 

substantiated with hard data. Perhaps then, a member of the budget 

office should also be included as a member of the group. Not only that, 

but since the union leadership might be sensitive, the personnel 

supervisor suggested that a union official be included in the group. It 

.vaos hoped that union input from the beginning of the process would 

minimize resistance to the restrictions later to be adopted. 
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Furthermore, since the problem conditions were initially identified 

by the wardens, it was decided that at least two wardens should be 

included. It was apparent that absenteeism and turnover were much 

greater at Northern, and so the perceptions of Northern's warden were 

thought to be very important. However, since there also appeared to be 

some significant differences between institutions, another warden from 

a medium-security facility would be included as well. 

The personnel supervisor pointed out, however, that while the 

wardens' perceptions would certainly be worthwhile, another prime source 

of information about possible causes and effects of these conditions 

would be the first-line supervisors. The sergeants and lieutenants 

had to deal with these two conditions daily and thus might have more ~ 

insight into them. Thus, two first-line supervisors were to be chosen, 

one from Northern and another from a medium-security institution. 

These two first-line supervisors were chosen because of their previous 

input in personnel matters and their reputations for being outstanding 

supervisors in their institutions. 

A wide variety of other people were discussed as potential members 

of the problem-diagnosis group, but since the group had already grown 

to nine people, it was felt that further members would make the group 

too large. So the following personnel were to comprise the nominal 

group for the further diagnosis of the conditions of turnover and 

absenteeism: 

• 
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Personnel Supervisor 
Planning and Research Supervisor 
Training Supervisor 
Northern Correctional Facility Warden 
Medium-Security Correctional Facility ~arden 
Union President 
Budget Analyst 
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Second-Shift Lieutenant (Northern Correctional Facility) 
First-Shift Sergeant (Medium-Security Correctional Facility) 

It was felt that this group of personnel represented most uf the 

levels of the Department and could be thought of as having the best 

combination of expertise and experience with turnover and absenteeism. 

Next, the planning supervisor, acting in the role of group facili-

tator, contacted each of the members of the group personally. The 

objective was to describe the purpose of the group, the expectations 

,AlIt about what was to be accomplished, and why each of them had been chosen. 

In addition, they also were given the opportunity to ask any initial 

questions they might have about the diagnostic process and their 

individual responsibilities in that process. 

After this initial personal contact, a memorandum was prepared 

under the department director's signature telling each of the members 

the time and place of the first meeting at the main office. The 

memorandum also repeated the purpose of the group meetings and described 

what was supposed to be accomplished during the first meeting. Attached 

was a several-page summary report of the previous findings from the 

diagnostic surveys: the summary of year-to-year trends in turnover 

and absenteeism, and the summary report of the telephone survey. 

After the members of the group got the memo some problems emerged. 

~ Several responded that the day and time set aside for the meeting was 
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inconvenient to them for a variety of reasons. For example, the 

Northern warden said he could not come that day since he sat in on 

parole hearings at that time. The union president also was quite 

firm about having the day changed since that was one of his days off. 

The budget analyst said he couldn't see what he could possibly have 

to say about personnel matters. It was apparent then that there was 

some resistance among several members about participating. 

However, the director thought that this diagnosis was of signifi

cant importance to the overall agency. After he was told about these 

responses, he sent out a second memo telling the members that this 

assignment was to take precedence over all other duties. Reimbursement 

would be made for lost days off, alternates were to be appointed to 

fulfill normal duties and, in short, the members were to attend all 

regularly scheduled meetings. Absen~es were only excusable by the 

director's personal approval. Ordering the members to attend the 

meetings of course could seriously reduce voluntary contributions in 

the meetings. However, the planning supervisor felt that he could 

encourage participation through facilitation efforts on his part. 

• 

After the director's intervention, open resistance disappeared, 

although the planning supervisor was still very much concerned about 

potential resistance once the meeting took place. However, now that the 

second step of the model was complete (that is, the group was assembled), 

the process proceeded to the third step. In the third step the group 

would have to decide what precisely the characteristics of turnover and 

absenteeism were. Then, and perhaps more importantly, they would hav~ 
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to decide which of the two conditions were most important and 

required further diagnostic treatment. This then, was to be the 

purpose of the first meeting. 

Thus, the problem-diagnostic process had moved from initial 

identification of conditions to formally choosing a group technique 

and who would make up the group. According to the model, the process 

should now enter the next step: group consideration of conditions. 

STEP 3: GROUP CONSIDERATION OR CONDITIONS 

The group facilitator was the pla~ning supervisor. He began the 

first meeting by briefly summarizing why the group had been formed and 

~ what was to be accomplished. Then he reviewed the summary information 

that had already been sent to the members. Since absenteeism and 

turnover were distinct conditions, he felt that they should be treated 

separately in the initial discussion. To begin discussion he focused 

on absenteeism as a potential problem: "On the basis of the information 

thus far provided, along with your own experience, do you think absen-

teeism is an important problem facing the departreent?" A brief dis-

cussion among the members of the group followed, but it was apparent 

that most of the members had given little thought to the reasons why 

they felt absenteeism was or was not a problem. So the planning super-

visor asked the group to cast silent votes on their position and then 

to indicate in detail why each had voted in that manner. 

A silent vote was taken: four of the members thought absenteeism 

.was a problem, four that it was not. One person abstained. To lead 
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off the discussion the planning supervisor first outlined his reasons 

for voting yes. The primary reason why he had voted yes was that the 

survey information had shown absenteeism made staffing custody positions 

difficult. This appeared to further jeopardize custody and security, 

which could increase the likelihood of violence. However, he also 

noted that the summary information showed that absenteeism varied 

somewhat from institution to institution and might be a major problem 

for only some of the facilities. 

The warden of the medium-security prison responded to the planning 

supervisor's comments by agreeing that there was variability from 

facility to facility. In fact, he felt that absenteeism was really not 

much of a problem at his facility at all. His officers appeared to ~ 

to work regularly, and they were able to fill all posts on any shift. 

The sergeant from this prison affirmed this perception. He said that 

with one or two exceptions, he had had little trouble with officers' 

being unduly absent from the job. So since these two members of the 

group saw no negative outcomes due to absences at their facility, they 

both had '\Toted no--absenteeism, they thought, was not a problem. 

The Northern warden, on the other hand, was very much disturbed 

about the high levels of absenteeism in his facility. Since routinely 

he was shorthanded because of people calling in sick or devising some 

other excuse, he thought of absenteeism as a serious problem. The 

Northern lieutenant agreed: "Half the time I have to keep a number of 

officers from the previous shift on the job overtime in order to staff 

my custody positions at a minimum level." • 
r 
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The personnel supervisor noted that overtime concerns were part 

of the reason that he too had voted yes. In particular, the use of 

overtime to staff existing positions was very expensive for the 

department. With a lower level of absenteeism, a large savings could 

be made in the department budget because salaries were the biggest 

item on the budget--and besides, officers who worked overtime were 

paid at time and a half. 

The budget analyst pointed out that an audit had not been done 

recently to see what savings could be made through reducing absenteeism. 

In other words, from a strictly budgetary perspective, he didn't 

really know whether absenteeism was a problem, and so he had abstained 

~ from voting. The argument he was making was that people were basing 

their opinions on hearsay and common sense again. There was a lot more 

to assessing the costs of these conditions than most of the other members 

of the group thought. For a full understanding of the costs of these 

factors, a detailed analysis of negative and positive costs needed to be 

made. 

The training supervisor had also vote'd no, since absenteeism did not 

directly affect his unit. Furthermore, he felt that through the appro-

priate selection of personnel this condition could be eliminated anyhow. 

Finally, the union president said that little could be done about 

absenteeism. "It's part of the contract that correctional officers can 

take off as many sick days as they've earned. The administration has 

no business trying to force them into coming to work if they're sick. 

~If a large number of officers are sick at such facilities as Northern, 
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maybe the administration should look into why that's happening instead 

of trying to take away rights granted under the contract." 

The personnel supervisor responded that taking away employee benefits 

was not the purpose of the diagnostic group nor of the administration in 

general. All that the administration was trying to do was see whether 

absenteeism was a problem for the agency. 

After this discussion, the planning supervisor then turned the group's 

attention to the issue of turnover, asking for an initial discussion on 

whether turnover was a problem for the agency. After brief discussion, 

he called for a vote. This time the vote was six yes, two no, and one 

abstention. 

The planning supervisor started the discussion by pointing out t~ 
turnover had risen significantly in recent years and appeared to be 

related to disturbances in some of the institutions. Because of the 

concerns raised in the telephone survey, too, he had voted yes about 

turnover being a major problem. 

The Northern warden agreed with the planning supervisor about the 

increases in the levels of internal violence. Furthermore, he also 

pointed out that because of the high levels of turnover in his facility, 

the average tenure for cell-block officers was now only about fifteen 

months on the job. Having inexperienced officers in the blocks could 

be disastrous. "That was one of the reasons for Attica. The older, 

experienced officers got out of the cell blocks, leaving only the younger 

and newer guards in charge. That, if you remember, was one of the 

things the Commission cited as contributing to the riot there back ~ 
the early seventies. " 
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The Northern lieutenant agreed, saying that his day-to-day job 

was much harder with the high levels of turnover--he just didn't have 

as many good men to go around and often had to rely on people with 

little or no experience to man difficult positions. He told about 

something that had happened the summer before, when he had to put a 

brand new officer in charge of the food line in the dining hall. The 

new man had no experience working in the food line and really didn't 

know how to manage the large number of prisoners there. As a result, 

some of the prisoners began taking advantage by cutting into line, which 

led to several fights breaking out. This, he concluded, could all have 

been avoided if he could have put a veteran officer in such an important 

• position. 

The sergeant, on the other hand, said he had not experienced such 

problems with turnover--and that is why he was one of those who voted no. 

He said that his staff had significant experience on the job and that 

he had very little trouble assigning senior officers to the more difficult 

posts. 

The medium-security warden had also voted no to the question. His 

rationale was similar to the sergeant's. While there was some turnover, 

it did not really, in his opinion, seriously affect his day-to-day 

operation. 

The personnel supervisor suggested, though, that turnover was indeed 

a serious problem when veiwed from an agency-wide perspective rather than 

from that of just a single warden or first-line supervisor. At the main 

~office it was quite costly and time consuming for the personnel office 
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continually to recruit and to try to fill vacant positions. In fact, 

he noted that at any given time they were always about 10 percent 

below filling all of the allotted positions, despite ongoing recruit-

ment efforts. The training supervisor noted that he had to run ongoing 

basic tra:i.ning classes, which were a big expense because of the high 

levels of turnover. The union president thought that turnover was a 

problem too for some of the officers. But he suggested that these 

high levels of turnover were probably due to administrative inaction 

and inappropriate policy--that being what should really be investigated. 

Finally, the budget analyst said that he had abstained again: because 

while everyone had suggested there were large costs associated with this 

turnover level--recruitment training, and so on--ao one had presentea 

an7 facts to s"..1bstantiate these claims. "He should really look at the 

books first before we go on jumping to these conclusions." 

After disc~ssion of both votes, the planning supervisor concluded 

that most members of the diagnostic group viewed turnover as a more 

important problem than absenteeism. The group was asked to consider 

this suroroa.ry view. 

This time the budget analyst began the discussion by reiterating 

that he could not really tell whether either one was a problem without 

a more intensive investigation into the direct and indirect costs 

associated with each. The personnel supervisor, though, thought that 

turnover was more important in that recruitment was made far more 

difficult if experienced personnel could not be retained. The planning 

supervisor pointed out that turnover had continued to increase while ~ 
in fact absenteeism had remained fairly constant from year to year. 
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The Northern warden pointed out that the staffing problems resulting 

from turnover were far more important, since even if he were short-

handed, he would rather have staff that was experienced. The lieutenant 

joined with the warden and suggested that if violence was to be reduced 

the department should pay close attention to how good and experienced 

officers could be retained. The training supervisor also suggested that 

turnover was most important since absenteeism did not directly affect 

his unit anyhow. The union president reiterated the union's position 

that absenteeism was not a problem, and so turnover was the thing the 

group should more fully look into. Finally, the warden and sergeant 

from the medium-security facilities reluctantly agreed that turnover 

4IIt was more important but again pointed out that it was a problem in only 

• 

a limited number of institutions. Thus, in their opinion, further 

investigation should be focused on those institutions only. 

At this point, the group had begun to narrow the def~nition of 

turnover by insisting that the group look at this condition somewhat 

more narrowly and precisely. The planning supervisor called for 

another vote: "Should we look at the condition of turnover itself 

more intensely at this point?" The vote demonstrated group consensus 

that turnover was perceived to be the most important condition thus 

far. "What then do we need to know to define the condition of turnover 

within the department," continued the planning supervisor. He was asking 

the group to outline the types of information necessary to going on to 

the next step of the diagnostic model: btep 4--definition . 
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The personnel supervisor also called for a narrower view of what 

was being called turnover. In his opinion more needed to be know about 

the types of turnover the agency actually experienced. That is, was 

most of the turnover due to ret:.l.rement, firing, or resignation? 

The medium-security warden reiterated that more needed to be known 

about where and over what period turnover had been high throughout the 

agency. The planning supervisor added that he thought a more detailed 

month-to-month trend analysis should be made to define turnover more 

accurately. The union president added that he thought more needed to 

be known about the factors contributing to turnover and which types of 

personnel were more frequently involved. Finally, the budget analyst 

suggested that more needed to be known about the costs of the conditi~ 

in order to define it properly. However, the planning supervisor pointed 

out that the real costs were in the effects, or outcomes on performance 

produced by the condition and that such information should be reviewed as 

a part of step 4. 

In summary, then, the group suggested that in order to define turnover 

more accurately, they needed to know what types of turnover were being 

encountered by the department, where the turnover was most serious, who 

was involved, what the detailed trends had been and how long there had 

been such turnover. In other words, more needed to be known about the 

magnitude, duration, and location of turnover. The members of the 

group who had the information and expertise to evaluate the information 

for the group were the supervisors of the planning unit and the 

personnel office. The planning and personnel supervisors informed th~ 
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group that they would collect this information in time for another 

meeting to be scheduled as soon as possible. At the next meeting, then, 

the group could more specifically define turnover on the basis of this 

additional information. In the meantime, the planning supervisor 

instructed the rest of the members of the group to give some serious 

throught to what might be the specific and overall effects of turnover 

in the department and to think about the kinds of information that would 

be needed to understand effects more fully. 

The diagnostic process had moved from the initial identification 

of some conditions to a decision to look more intensely at a single 

condition--turnover. To proceed, however, the group needs more infor

~ mation on magnitude, duration, change, location, and who is involved. 

Following collection and analysis of this information by the planning 

and personnel staffs, the group would then reconvene and proceed to the 

next step of defining the condition. 

STEP 4: DEFINING THE CONDITION 

After the meeting, the planning and personnel supervisors decided 

that they should direct the planning and research staff to initiate 

computer programming to evaluate the trends in volume and proportion of 

turnover for the entire agency. They were directed to break down these 

data findings by type of institution, and by type of personnel involved 

in turnover. The personnel supervisor also noted that breakdo,vns should 

first look at the different types of turnover to see what form was 

•

.. really most prevalent. 

Yor retirements? 

That is, were there more resignations, firings, 
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The planning and research staff completed these tasks in a little 

over a week, coming to several conclusions in the process. First they 

found that retirement turnover had remained relatively constant over the 

pas"t three years, and that there was little variation from institution 

to institution. Likewise firings, in that they were rather uncommon, 

comprised only a small proportion of the turnover in any of the 

facilities. Voluntary resignation made up the biggest part of turnover. 

So it was concluded that the focus should be on them. 

In looking at the month-to-month trends for the entire agency, it 

was found that while there was some variation from month to month, the 

trend had consistently been rising for the past three years, as can be 

seen in the following figure. • 
FIGURE 2 

TURNOVER - ALL INSTITUTIONS 
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From this analysis of month-to month trends, too, it was clear 

that turnover was typically higher during late spring and early summer 

than other times. Resignations had risen from about 5 percent of 

employees three years back to over almost 25 percent of the employees 

in 1980--a jump from about fifty employees a year to several hundred. 

In breaking down these turnover trends by institution, it was 

discovered that turnover in minimum- and medium-security facilities 

had not changed much in recent years. For these institutions, as can 

be seen by the second trend graph, the turnover had increased slightly 

overall, but there was not much difference between the rate three years 

ago and the 1980 rate . 

• FIGURE 3 
TURNOVER - MEDIUM-SECURITY INSTITUTIONS 
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On the other hand, in the maximum-security institutions the change 

over recent years \Vas much more dramatic. Turnover in the maximum-

security facilities had risen from about 3 percent three years back to 

over 50 percent last year. And again the levels of turnover were much 

higher during late spring and early summer. 

FIGURE 4 

TURNOVER - MAXIMUM-SECURITY INSTUTITIONS 
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It seemed clear that turnover was much more a serious situation in the 

maximum-security prison, as had been suggested by the medium-security 

warden. Further, the trends clearly indicated that the summer months were 

most serious. 

Analysis was next focused on determining the types of individuals 

involved in turnover--who were the employees who resigned? The Pla~ 

staff analyzed data on those who left on a year-to-year basis, looking 
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at race, age, residence, and education. Using the cross-tabulation 

analysis (discussed in the climate survey narrative) they developed 

the following general breakdowns. 

RACE 

White 

Non-
White 
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FIGURE 5 

TURNOVER BACKGROUND 
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As can be seen, over the past three years a much higher proportion 

of minority employees left than did whites. Further, employees who 

left tended to be younger, generally in their mid-twenties. Those 

coming from urban areas were also consistently more likely to leave, 

and those who had two years or more of college education. 

In sum, the more detailed analysis of agency records suggested that 

.~ analysis of turnover should focus on voluntary separations. Further, it 

appeared that overall the trend had been toward increasing numbers of 
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resignations throughout the department over the past three years. The 

maximum-security institutions accounted for most of the turnover, and 

the increasing trend had been much more dramatic there than at the other 

facilities. Minority employees were more likely to leave, as were the 

more highly educated, those from urban areas, and those who were com-

paratively young. Th~s then summarized planning-staff analysis of 

existing agency records to define the condition of turnover in the 

department more specifically. 

At the next meeting of the diagnostic group, the planning supervisor 

presented these findings and asked for discussion of them. The medium-

security warden was first to respond by saying that he had previously 

noted that turnover was really a problem of the maximum-security fa~ 
ties. The Northern warden agreed but pointed out that most of the 

inmates were housed in the maximum-security facilities, and most of the 

correctional officers were employed there as well. Thus in his opinion 

turnover was still a major problem for the agency as a whole. The 

lieutenant again noted that he found the difference in the summer 

months very interesting, given the increases in violence during those 

months when turnover was highest. The personnel supervisor said he 'tITaS 

particularly concerned with the findings that minority employees left 

more often--this having serious implications for affirmative act:i.on 

efforts. The training supervisor was quite surprised with finding that 

the more educated left more often. However, the sergeant pointed out 

that many of the tasks the officers were called upon to perform were 

Ii very dull--for example, sun tower duty--so perhaps less-educated 
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employees were better able to tolerate boredom. In addition, the 

training supervisor pointed out that the more educated probably were 

better able to find alternative types of employment. The Northern 

warden also said that he was not surprised by the finding that a large 

proportion of those who left the maximum-security facilities were from 

urban areas. Since most of the maximum-security facilities are located 

in rural areas, those types might have had a hard time adjusting to 

such a new environment. 

After reaching consensus that these facts presented a relatively 

objective picture of turnover, the group agreed to move on to step 

five on the diagnostic model: identifying and assessing effects of 

~ the condition. 

• 

STEP 5: IDENTIFYING EFFECTS 

The planning supervisor opened the meeting to general discussion of 

the possible effects of the condition of turnover as had been defined 

by the group. First he suggested that the group should focus on the 

negative effects of turnover, since a number of them had already been 

mentioned by the group. He then suggested that the group also look at 

possible positive effects of turnover. 

The lieutenant from Northern spoke first, noting that a major effect 

of turnover was that the inexperienced were left in charge of sensitive 

positions, which resulted in serious threats to security and custody 

within his facility. The Northern warden agreed, going on to suggest 

that he felt the incidence of disturbances and riots ultimately could 

be directly tied to the high turnover rates. "We didn't have such 
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problems with disturbances until a few years ago when turnover began to 

rise." But the planning supervisor pointed out that again there was 

no clear evidence that turnover and violence were causally related--they 

only seemed to go hand in hand. 

The sergeant noted that if he were in charge of a shift where people 

continuallY left and he had always to deal with new officers, the morale 

of his staff would undoubtedly decline. He felt that an additional 

effect might be poorer attitudes and reduced performance among the 

remaining officers. However, this also was only an opinion based on 

conjecture rather than hard evidence. 

The training supervisor again pointed out that he felt his unit had 

unnecessarily to expend resources on the continual training of new ~ 
officers. In his opinion, if the rate could be reduced, the costs for 

the training operation could be reduced, too. The personnel supervisor 

agreed that there were significant costs associated with such a condition 

for his unit as well. In his opinion it was very expensive continually 

to recruit new employees, especially minority employees. Furthermore, 

high levels of turnover often meant significant costs--overtime payments 

to keep experienced officers in key positions. 

On the positive side, however, the budget analyst noted that there 

were some budgetary effects that had yet to be considered. For example, 

he pointed out that when turnover was high, the department had some 

flexibility with respect to its budget. Long-term retention of employees 

meant long-term fixed costs for the department, in retirement contri

butions, disability payments, and the like. When turnover was high, ~ 
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less money had to be spent on these, and this was good for the budget. 

The warden from the medium-security prison suggested that there were 

other positive effects as well. He suggested, for example, that some of 

his new employees were really poor performers on the job and created 

more problems for his facility than was acceptable. He concluded that 

some of those who left really deserved to be let go, and the department 

benefited from losing them. Another benefit, this one suggested by the 

union president, was that turnover often meant an infusion of "new blood" 

and greater promotional opportunities for those who remained. That is, 

the department benefited by losing some employees who would otherwise 

just become part of the "old guard." Turnover meant that new people 

with new ideas and ways of doing things could continually be brought 

into the agency. He agreed, nonetheless, that the major negative 

effect was the potential loss of control and security that turnover 

could mean. 

The planning supervisor noted that all of these potential effects 

were really only opinions by the group. It was obvious to him that 

more information needed to be collected and analyzed if conclusions 

were to be reached about the possible effects suggested. In summarizing 

the discussion of effects he suggested that several questions needed to 

be answered through hard data before firm conclusions about the effects 

of turnover could be dra,vn: (1) How is turnover actually related to 

security, violence, and the performance and attitudes of remaining 

employees? (2) What are the actual costs associated with training, 

overtime, and recruitment? (3) Are poor employees instead of good ones 
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being lost, and does new blood appear really to be beneficial, and 

how? (5) What are the budgetary advantages of the present situation? 

In other words, before the importance of the effects of turnover could 

be assessed, the group needed additional pieces of information. 

Before the next meeting, the planrting unit would more fully 

investigate the security and violence effects and the effects of new 

blood. The personnel unit would develop cost estireates on recruitment 

and would investigate whether it was good employees who were being 

lost. The training unit would develop estimates of costs associated 

with extra training resulting from high turnover. Finally, the budget 

unit would look more specifically into the cost savings resulting from 

turnover as defined and would also substantiate overtime costs. Thi. 
information would form the basis for discussion in the next meeting 

when the group could specify and rank the importance of these proposed 

effects on the basis of hard data rather than opinion alone. Also before 

the next meeting the group would give some thought to possible causes 

of turnover so that once effects had been ranked and defined, attention 

could turn to identifying causes of turnover and to what might be 

done about it. 

After the meeting, the planning and research staff began to investi-

gate the relationship between turnover and levels of violence. It was 

felt that since reports about inmate assaults were readily available, 

they would provide a good measure of inmate violence that could then be 

compared to the volume of turnover on a month-to-month basis. Utilizing 

the techniques of correlation presented in Volume III, the section ~ 
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data, the planning staff found that within the maximum security facilities 

there was a moderate time relationship between inmate assaults and 

turnover (r = +.5). So there was some data support for concluding that 

violence and turnover were in fact related. However, this did not 

establish a causal connection between turnover and violence, and further, 

since the correlation was relatively low, many other factors were also 

probably contributing to the violence. 

To address the other data concerns raised by the group, the planning 

staff could not rely on hard data currently available in the agency. 

Instead the climate survey, which had recently been administered, could 

provide some insight into these concerns. Looking at the question of 

4IIIt the impact of turnover on performance, the planning staff found that 60 

percent of the officers in the maximum-security facilities felt that 

turnover seriously affected their performance (Climate Survey: Employee 

Retention Question 5). Furthermore almost 75 percent of the officers 

surveyed felt that turnover caused serious problems for their work unit 

(Employee Retention Question 1). So, at least some opinion information 

collected from officers corroborated a vietv that turnover affected 

performance on the job. 

In looking at the issue of losing good employees, it was also found 

from the climate sUr\Tey that a majority of the officers surveyed from 

maximum-security institutions did in fact feel that the best people were 

leaving the organization, with 66 percent of those surveyed agreeing 

(Climate Survey; Employee Retention Question 3). Furthermore, controlling 

~. for rank it was found that among first-line supervisors 81 percent felt 
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that the best people were leaving. So again s?me support was for the 

idea that it was good people who were being lost, particularly in the 

view of first-line supervisors. 

The unit had somewhat more difficulty uncovering and analyzing 

data on the attraction of new blood to the agency. However, in looking 

at the results of the climate survey, they did find that a majority 

(65 percent) of the officers felt that the agency currently was not 

doing a good job recruiting the right kinds of people for the job. Not 

only that, but 60 percent of those surveyed felt that the job of correc-

tiona1 officer was not attractive enough for the agency to recruit qua1i-

fied new people. So the survey did give some indication that perhaps 

the agency was not able to recruit qualified new blood. 

The personnel unit, in investigating the costs associated with 

recruiting and hiring new employees, found that it cost the ageney 

about the equal of one year's starting salary to recruit and to hire 

a new emp10yee--about $13,000. The training unit found that about a 

similar amount was entailed for training each new employee, when actual 

training costs as well as salaries during training were computed" Thus} 

for each employee lost to turnover, the agency had to spend about twice 

the annual starting salary to hire and to train a replacement. This, 

it was learned, was fairly typical of a variety of organizations, 

according to other research. Given that the recent volume of turnover 

was about 100 officers per maximum-security institution per year, the 

department was faced with annual personnel replacement costs alone of 

$4,000,000. 
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Overtime costs could be traced to short staffing because of turnover 

meant that the Department had to spend an additional $1,000,000 per 

year just to keep crucial positions staffed. However, it was discovered 

that these overtime costs were partially offset by the savings in 

regular salaries and fringes, which would have had to be paid if it 

were not for the current levels of turnover. 

The budget office on the other hand found that turnover was somewhat 

advantageous for purposes of financial flexibility. In particular, 

since the Department continuously had about a ten percent vacancy rate, 

they had some flexibility with several hundred thousand dollars a year. 

The advantage of this flexibility was that it gave some leeway for 

~staYing within budget limitations each year. Besides, a small portion 

of this saving could be used in other areas--for example, training. 

Furthermore, if turnover were significantly reduced, the Department 

could expect to pay significantly more into retirement funds and dis-

ability insurance which would increase fixed costs. 

Overall, however, the planning supervisor found that the negative 

costs associated with turnover significantly outweighed the savings 

that might result from continued high levels of turnover iI., the maximum-

Becurity institutions. In addition, there was some evidence that 

turnover was related to violence, that good employees were being lost, 

and that good new blood was not necessarily being brought into the agency. 

At this point, then, the planning and other staff had co~piled hard 

data about the perceived effects of the condition of turnover. Some of 

~the perceptions had been substantiated, while others had not--which is 
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the major advantage of incorporating data analysis along with personnel 

opinions. The supervisor was then ready to report back to the diag-

nostic group so that the group could assess the effects found and be 

able to decide whether or not to continue with the diagnostic process. 

STEP 6: ASSESSING EFFECTS 

At the next meeting of the diagnostic group the planning supervisor 

summarized these findings to the group and opened the meeting for dis-

cussion. He pointed out that the group should think about whether or 

not continued diagnosis was warranted on the basis of the findings to 

that point. 

The Northern warden felt that goal disruption--that is, not bein~ 

able to maintain custody and control--was probably the most serious 

effect--one having wide impact. Most of the other members agreed with 

the warden. The training supervisor thought that decline in employee 

performance was probably a related effect. That is, it appeared that 

overall employee job performance, as measured in a variety of ways, 

was hindered by not having experienced workers on the job. A number 

of others in the group suggested that costs were probably also an 

important negative effect. The group was unsure about turnover's effect 

in producing violence--there being only some evidence to suggest a 

direct connection. After lengthy discussion, consensus was reached 

that there was at least enough evidence to suggest that the two were 

related in some measure. 

It had been thought that new blood would be found to be an impor4IIJ 

r, 
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positive outcome, but the input from the planning unit did not support 

such a conclusion. This then left the only possible positive outcome 

as budgetary flexibility. However, discussion pointed out that this 

flexibility, although probably helpful, was hardly of major proportions. 

FIGURE 6 
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After reviewing the entire list of effects and their rated impacts 

on the agency, group consensus developed that, on balance, effects were 

serious enough in a negative sense to warrant investigation into the 

causes of turnover and into the means for reducing it. In other words, 

the group had come to the conclusion that turnover was not merely a 

neutral condition in the a.gency but in fact a major problem. 

STEP 7: IDENTIFYING CAUSES 
The union president was the first and most vociferous discussant 

of the causes of turnover. He suggested that turnover was really the 

fault of the administration, suggesting that the officers were not paid 

enough, that their working conditions were poor, and that administra-

tive policies were such that inmates were treated better than the ~ 
officers. 

The sergeant added that he too thought that some inmates were 

treated better than the officers but that he felt it was not so much 

the fault of the higher administration as it was of some first-line 

supervisors. He saw gre~t inconsistency in supervision and how 

officers were treated. For example, he pointed out, some other ser-

geants he knew gave orders to officers that were directly opposite 

to the orders he gave, and, in some instances, these orders were 

contrary to departmental policy. Also, some sergeants treated officers 

under them "like dirt". It was his view that many officers quit 

because they couldn't tolerate such inconsistency and such poor 

treatment. • 
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The lieutenant suggested that the general lack of promotional 

opportunities might be an important factor contributing to turnover. 

The union president believed that the availability of promotions was 

not all that important a factor compared to the general lack of 

recognition from superiors. Besides, the union president viewed promo-

tions as based on favoritism anyhow. The training supervisor stated 

his position that poor employee selection was the primary cause of 

turnover. 

The budget analyst, however, suggested that perhaps turnover was 

really not caused by any of these things at all. Instead, when the 

economy was good and other jobs readily available, turnover could be 

~ expected to be high since people naturally wanted to move on to better 

jobs. So the larger environment was a potential cause of turnover, 

and one beyond the control of the agency. For example, in some rural 

areas the environment contained no significant alternatives to prison 

work (except farming and tourism in the summer) while in the larger 

cities, private business could often attract people away from correc-

tions work. 

Again the planning supervisor closed the discussion of the causes 

of turnover by pointing out that they were relying on opinion and 

experience again, and that before formally they outlined the possible 

causes and their importance, more hard data were required. He volun-

teered the planning unit staff to investigate the relationship between 

turnover and factors such as the economy, salary levels, working 
-~ AIIf conditions, supervision, recognition, administrative policies, and 
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worker selection. After gathering hard data, questions about causes 

could be taken up by the group again. 

In order more intensely to investigate the relationship between 

turnover and the various causes suggested, the planning unit had to 

rely primarily on the climate and personnel surveys. The only other 

variable that required additional data collection was the state of, 
I 

the economy. The planning unit first looked at the economy as a cause. 

Correlating various economic indicators such as unemployment and state 

business indicators with the monthly levels of turnove~ over the past 

three years, they found that there was only a weak relationship (r = +.3). 

So while the economic conditions might contribute to some turnover, 

they certainly did not explain much of the recent rapid growth in 

turnover in the maximum-security facilities. 

In order to look at the relationship between turnover and the 

various other factors, the unit then utilized Question 8 in the 

retention portion of the Climate Survey as an indicator. That question 

asked whether employees were considering leaving the organization. 

They then looked at the relationship between intentions to leave and 

responses on other Climate Survey questions: salary (Questions 9 

and 12), working conditions (Motivation Question 5 and 9), supervision 

(Supervision Questions 5, 10, 15 and 23), recognition (Supervision 

Question 13, Employee Relations Questions 16 and 7, and Employee 

Performance Question 8), policies on promotion (Employee Performance 

Questions 1, 11, and 14, Promotion Questions 1, 5, and 11) and 

recruitment (Recruitment Question 8 and Selection Question 10). 
~--• 
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After the cross-tabulating of the responses on these various 

questions with the question about whether employees were considering 

leaving the organization, the following basic facts were uncovered: 

The majority of those who were considering leaving the 
agency said they were dissatisfied with their salary, with 
their job and working conditions, and with the recognition 
received from supervisors. Those considering leaving also 
found supervision to be inadequate in a variety of ways. 

On the other hand, the majority of those who indicated 
that they were not planning to leave the agency said they 
were satisfied with their salary, with their job and working 
conditions, and with supervision and recognition. 

No relationships were found between intentions to leave 
and views about the recruitment and selection processes. 
None also was found with respect to attitudes about promo
tional opportunities or promotional procedures (there was 
no consensus, for example, that promotions were based on 
favoritism) . 

The planning supervisor began the next diagnostic group meeting 

by summarizing his unit's findings on the factors that had been pre-

viously identified by the group as potential causes of turnover. He 

then opened the meeting to discussion in light of the newly collected 

infor.mation. The additional question raised at this point had to do 

with whether any of the causes appeared manipulable in such a way 

as to reduce turnover levels. 

The medium-security warden pointed out that while it was inter-

esting that the state of the economy might be related to turnover, the 

Department could do nothing about the economy. The personnel director 

also pointed out that findings relating turnover to dissatisfaction 

with salaries presented a similar difficulty: The salary scales were 

determined by the legislature on the basis of guidelines drawn up by .the Department of Civil Service. The Department could do little now 
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to change current salary levels, particularly since they were intended 

to be comparable to salary levels in other state agencies such as mental 

health and juvenile services. The department might undertake a long-

term campaign to improve salary levels, but certainly nothing could be 

changed in the immediate future. Besides, the warden also really 

wasn't convinced that salaries were a major problem, given recent 

successes in winning wage increases and achieving parity with other 

state workers. 

The Northern warden also felt that the relationship between turnover 

and working conditions was not very helpful either. His institution 

had been built over a hundred years ago, and the working conditions 

obviously reflected the age of the institution. The union president~ 

agreed adding that what was really needed was a policy of building new 

and smaller facilities to replace the maximum-security units. However, 

the budget analyst pointed out that the Department had proposed this 

repeatedly but had been unsuccessful in the past in securing funding 

approval. So for the short term at least, the Department was saddled 

with its present facilities. 

However, the training supervisor suggested that much could be done 

about supervisory behaviors and personal recognition. He pointed out 

that training seminars could be developed by his unit to improve and 

to make more consistent the supervisory activities of sergeants and 

lieutenants. Both the sergeant and lieutenant in the group agreed 

and stated that such training would be welcomed by most first-line 
~ 

supervisors throughout the Department. This they thought was proba~ 
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a very easily mRnipulated cause of turnover even though it may not 

be as important for some officers as the other reasons identified. 

The union president felt that the findings about promotional 

opportunities and policies were interesting. Other policies, though, 

should also be carefully evaluated to eliminate inconsistency and 

overlap. The union president pointed out, for example, inconsistent 

policies for the use of firearms by tower guards. The Northern warden 

agreed, saying that an overall review of the policy manual had not 

been done for years. 

Following additional discussion and review of the data from the 

Climate Survey and additional data from the Personnel Practices Survey 

.dill on supervisory training, compensation practices, and promotional practices, 

consensus was reached that probably the most important caus'es of tUlCn-

• 

over were administrative policies, supervision, working conditions, 

and recognition; of medium importance were salary and the economy; of 

low importance were selection and promotional opportunities . 



FIGURE 7 

WORKSHEET FOR ASSESSING CAUSES 

Causes IDegree of Contribution Degree of Opportunity for 
to the Condition Permanence Manipulation 

Long-range Temporary 
continuation and self-

High Medium Low and not self- righting High Medium Low 
correcting in in the 
foreseeable near 
future future 

Policies (x) ( ) ( ) (x) ( ) (x) ( ) ( ) 

Recognition (x) ( ) ( ) (x) ( ) (x) ( ) ( ) 

Supervision (x) ( ) ( ) (x) ( ) (x) ( ) ( ) 

Salary ( ) (x) ( ) (x) ( ) ( ) ( ). 
Working 
Conditions 

(x) ( ) ( ) (x) ( ) ( ) ( ) (x) 

Selection ( ) ( ) (x) (x) ( ) ( ) ( ) (x) 

Economy ( ) (x) ( ) ( ) (x) ( ) ( ) (x) 

Promotional ( ) ( ) (x) ( ) ( ) ( ) ( ) ( ) 
Opportunities 

The personnel supervisor felt that little could or should be done 

about selection. First of all little or no relationship had been found 

between selection attitudes and attitudes about leaving the job. 

Secondly, selection was primarily controlled through the Department of 

Civil Service and although the Department of Correction could influence 

them to change selection procedures, the real problem, if any, was 

probably in the available pool of candidates wishing to work as ~ 

correctional officers. 
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The consensus reached then was that supervision and policies were 

not only among the most important causes of turnover but that they were 

among those that probably were the easiest to manipulate. Administra-

tive policies were also important, and although they needed more study, 

they too, it was felt, could be easily manipulated by the agency. The 

other reasons for turnover, though, were less likely to be affected 

by the agency and thus probably could not contribute significantly to 

future solution strategies. 

Having then rated the various causes and investigated their possible 

manipulation, the personnel director moved to the next step of the model 

by trying to summarize the group's diagnostic conclusions up to this 

i~ point in the process. In other words, the process was now moving into 

Step 8--summary view. 

STEP 8: SUMMARY VIEW 

The planning supervisor then concluded the meeting by summarizing 

the actions of the diagnostic group to date. This summary formed the 

basis of a final report to the director at the next bi-weekly staff 

meeting. 

The diagnostic group had identified turnover as a significant 

problem facing the Department of Correction. Turnover as a problem 

had been defined as voluntary resignations by correctional officers. 

Turnover was most serious at the maximum-security institutions and 

had significantly risen over the last three years. Those who left 

• tended to be the more educated, those of minority races, younger 

officers, and those formerly residing in urban areas. 
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Turnover appeared to have serious consequences for the maximum-

security institutions. Security and custody were jeopardized by turn-

over, and some officers' performance appeared to suffer. Turnover 

resulted in significant overtime, training, and recruitment costs. These 

costs, however, were somewhat offset by budget flexibility advantages 

and savings in salaries, retirement, and disability-fund contributions. 

Overall, though, the most important effect that turnover had on the agency 

was that of goal disruption, in that custody and security appeared to be 

under serious threat as a result. 

Turnover appeared to be caused by a number of factors. Economic 

conditions in the community, such as competition from outside employers 

and dissatisfaction with salary and working conditions, all appeared t. 'j 

contribute to turnover. But the Department could do little to manipulate 

these causes. On the other hand, supervision, recognition, and adminis-

trative and work policies were also linked to turnover. The Department 

did have the ability and resources to effect changes in these areas. 

Supervisory behavior could be improved tr~ough training, and policy 

review might lead to eliminating overlapping or confusing policies. 

Overall, the group felt that supervision and recognition were among the 

most important causes of turnover and the ones most easily manipulated 

by the agency. 

The group felt that the problem of turnover could be at least 

partially dealt with. Because of the serious effects that turnover had 

on the agency, it was felt that solution was not only necessary 

but urgently needed before the summer. Significant resources would ~ 
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have to be applied in order to minj.mize the turnover problem, in that 

new training for supervisors would have to be developed and a detailed 

review of administrative policies 'would be necessary. While solution 

might be costly, in comparison to no action the solution could be well 

worth the investment--more secure custody and reduced personnel costs, 

in particular. 

It should be recognized, however, that the cause-and-effect evidence 

related to turnover was merely correlational in nature. That is, the 

various effects and causes of turnover as identified had not been 

experimentally identified. Thus, any number of confounding variables 

could affect turnover and its outcomes. Nonetheless, the evidence 

~ did logically point toward a strategy for beginning to deal with the 

turnover problem. The key point being that it would be a beginning 

in what was likely to be a long-term effort to reduce the occurrence 

of a problem with serious effects. 

At this point the personnel director prepared a final summary 

report for review by the director completing the model diagnostic process 

(Step 9--final report). 

CONCLUSIONS 

The purpose of this illustration has been to provide an example of 

the application of the human-resources problem--diagnostic procedure. 

The illustration began with a COImnonsense or "gut-feeling" approach 

to identification of agency problems. The initial conc~rns of violence, 

.absenteeism, and turnover were turned over to an agency"s personnel 

, and planning units for more intensive examination. Using the diagnostic 
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model previously outlined, a nominal group went through the entire 

diagnostic procedure in a step-by-step manner. Through group dis-

cussion and data input from various agency units, particularly the 

planning and res~arch unit, the group went from condition identifi-

cation through recognition of turnover as the most pressing problem 

for the agen~y and onto detailed definition of the problem, listing 

and weighing of effects and finally listing and weighing of causes. 

This step-by-step procedure then led logically to possible solution 

strategies. 

The advantages of this procedure are basically fourfold, as can 

be seen in the illustration. First, this procedure allows and indeed 

even encourages, a wide range of inputs from various key personnel irA 
the agency. Union perspectives, staff perspectives, and supervisory 

perspect.ives can be included, along with the viewpoints of the higher 

levels of the agency's administration. The large number of views can 

serve more accurately to identify and to diagnosis conditions as 

problems, and as a check to the dominance of one person's ideas. 

Secondly, this process encourages basing problem diagnosis on 

detailed hard data, as well as on opinions and judgments. Indeed, 

opinions are regularly challenged through the collection of hard data. 

That is, the planning and personnel units continually had to substan-

tiate or to negate opinions by members of the group through more 

detailed data analysis py utilizing agency records and survey information. 

By proceeding step by step and utilizing empiri1cal information in 
.-' . 

addition to opinions, the group is better able accurately and fully ~ 
develop a sense about problems: a full description of the problem, 
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its effects and its causes, that goes far beyond what often happens in 

agencies when describing problems. For example, problems are often 

described as they 'tv-ere earlier in the example in which the wardens 

described agency problems only on the basis of their own individual 

experience. 

Finally, because of the logical step-by-step process, the diag-

nosis of problems logically leads to ideas about possible solutions 

to problems. Furthermore, it also leads to ruling out certain 

potential solution strategies inappropriate either because they probably 

could not be implemented or would not work. 

It sho'.!ld also be apparent that while the diagnostic process is 

~ to be preferred over gut-feeling diagnosis of problems, there are also 

some drawbacks to be considered prior to implementation. First of all, 

such a process can take quite a lot of time. In the illustration, the 

nominal group met four different times. Such a number of group members 

means that a number of other tasks normally done by group members are 

not being done. Also, as was illustrated, other problems can arise 

in the group--interpersonal conflicts, or dominance by certain members. 

For example, early in the process, the planning and training supervisors 

had troublesome personal conflicts. Also throughout the process the 

union president attempted simply to uphold the union positions regarding 

the issues. Thus, careful facilitation may be necessary in order to 

overcome these differences and to forge consensus within the group. 

It should also be recognized that this diagnostic process must 

~often rely on correlational rather than causal types of information 
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in coming to conclusions about causes and effects of problems. That 

is, while it was suggested that turnover in this case was related to 

supervisory behavior, that does not necessarily mean that it is an 

actual cause or one of a number of causes. However, given the reality 

of organizational conditions and information, correlational information 

may be the best that can be hoped for. 

Lastly, this type of analysis can lead to questions that simply 

may not be answered by tl.e group or by the planning and personnel 

units. That is, some information may not be maintained by the agency, 

and gathering such information may be beyond the capability of the 

group members. For example, in the illustration it was earlier recog-

nized that information from exit interviews would be of significant ~ 

help in defining and diagnosing the problem of turnover. However, e.xit 

interviews were not conducted in this fictional agency and thus 

obviously such information was not available. At the same time, 

discovering such important information to be missing might lead to a 

decision to collect that information in the future (e.g., to the decision 

that henceforth we will conduct exit :i.nterviews). 

In conclusion, the human-resource diagnosis model does provide 

a logical method to define and to diagnose organizational problems. 

While not a perfect pro~ess, it nonetheless moves away from traditional 

approaches by gaining wide varieties of inputs and by utilizing hard 

data to support or to reject group conclusions. As a result, problems 

can be more accurately and completely identified and solutions to 

organizational problems can be made more apparent to the Organizatio~ 
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EXECUTIVE SUMMARY 

Criminal justice agencies usually allocate 80 percent or more of 

their resources to meeting personnel costs. Criminal justice is thus 

a labor-intensive field, with productivity vitally dependent on the 

efficient and effective employment of personnel. Human-resource 

planning can be an effective managerial tool for helping administrators 

reach decisions about how most efficiently and effectively to acquire 

and to employ personnel. Additionally, some aspects of human-resource 

planning are particularly useful in helping management to identify, 

to diagnose, and eventually to solve personnel problems. 

This executive summary provides a brief overview of the contents 

and objectives of the Human-Resource Planning Handbook prepared by 

the School of Criminal Justice at Michigan State University. The 

Handbook describes numerous human-resource planning and analytical 

techniques useful in criminal justice agencies, gives directions for 

their use, and provides examples of their application in criminal 

justice agencies. Also, special techniques are provided to assist 

management in identifying, diagnosing, and eventually resolving 

personnel problems. The Handbook is designed to offer the criminal 

justice manager, personnel administrator, and planner a self-instruction 

guide on how to implement more effective means of planning for the 

~ agency's personnel component. 
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One way of visualizing the purposes and objectives behind the 

Human-Resource Planning Handbook is to consider the principal kinds 

of managerial questions that it attempts to provide answers for. A 

few of these questions are: 

1. How can an agency examine what its personnel needs are? 

How can these needs be substantiated or documented? 

2. How can an agency validly determine and define the jobs 

required to achieve missions, goals, and objectives? 

How can it determin2 whether job descriptions validly 

reflect the nature of work currently done in the agency? 

3. How can an agency assess its current employees? How 

can it determine what kinds of employees should be 

hired (prior experience, education, training, skills, 

etc.)? How can emplo;rment qualifications be identi

fied and substantiated or validated? 

4. How can an agency assess its key personnel practices 

(for example, recruiting, selecting, training, and 

assigning personnel? What are the effects of these 

personnel practices on the agency's ability to main

tain a stable supply of qualified personnel to fill 

the agency's jobs? wnat effects do current personnel 

practices have on employees' morale, employees' 

performance, and employees' attitudes? 

5. How can an agency go about identifying and diagnosing 

personnel-related problems? What kinds of personnel 
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problems confront the agency? What are the causes of 

these problems? What kinds of effects do these problems 

have on agency productivity (efficiency and effective

ness)? 

6. What kinds of analytical techniques are available to 

agency managers and planners who wish to diagnose not 

only existing personnel problems but also want to 

anti.cipate future personnel problems? 

7. How can an agency go about identifying the major con

straints posed by budget and outside decision makers 

that circumscribe the agency's ability to acquire needed 

personnel? How can an agency go about determining 

whether any of these constraints are manipulable-

removing them as constraints in acquiring and assigning 

needed personnel? 

The Handbook variously deals with these and other prime questions 

facing administrators charged with managing personnel. However> 

the Handbook is not prescriptive in the sense that specific solutions 

are prescribed for specific kinds of human--resource problems facing 

the agency. For important reasons that arIa pointed out in Volume I 

and in the first part of Volume II, the choice of a solution to any 

given personnel problem is properly the responsibility of agency manage

ment. Identifying viable solutions for problems such as turnover, 

or insufficient staffing, or poor employee performance must be done 

by management working within the constraints faced by the agency. 
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Nonetheless, the Handbook, its techniques for problem diagnosis, and 

its axplanations of other human-resource planning techniques, can 

help point personnel administrators and planners toward discovering 

a range of viable solutions for agency personnel problems. 

Development of the plann~ng handbook was supported with funds 

from the U.S. Department of Justice (LEAA) and was conducted in two 

• 

phases. Phase I assessed criminal justice agencies' current capability 

and need of human-resource planning. Phase II, building on this 

assessment, focused on the development of an extensive handbook that 

would assist criminal justice agencies more fully to implement and to 

utilize human-resource planning techniques. 

THE HANDBOOK • 
The Handbook is presented in three volumes (bound in eight parts 

for convenience in handling and use). A comprehensive index to the 

contents of these three volumes follows the executive summary. Used 

in conjunction with the index, the Handbook has been designed to allow 

managers and planners to choose those portions that are of most 

interest or are most needed. 

VOLUME I of the Handbook provides an introduction to human-

resource planning in agencies--what it is, how it is carried out, 

and how it can help the agency manager. The material in this volume 

is written to be of interest alike to agency top management, to 

agency personnel administrators, and to agency planners. One principal 

objective of Volume I is for managers and planners to acquire a comm~ 

overview about the definition, purposes, and uses of human-resource 
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p.lanning in agencies. When managers and planners do not share such a 

basic understanding, planning tends not to be fully or appropriately 

utilized. 

VOLUME I I is bound in four parts and presents a means for com-

prehensively identifying and diagnosing personnel problems. It is 

designed to be of primary interest to agency personnel administrators 

and planners. Problem diagnosis is a very crucial and very practical 

part of human-resource planning. It is crucial because without good 

diagnosis, solutions to personnel problems cannot be adequately planned. 

It is practical because it focuses on what every manager spends most 

of his or her time doing--identifying and dealing with conditions that 

~ negatively affect the agency's ability to meet its goals and objectives. 

Practical tocls are presented to help personnel administrators and 

planners conduct two types of diagnoses. The first type is an overall 

assessment of agency human resources--a general stocktaking whereby 

the agency takes an overall look at its organizational climate, its 

personnel practices, and its ability to acquire, to develop, and to 

employ personnel. Three ready-for-use diagnostic surveys are provided 

with directions: 1. an Organizational Climate Survey, 2. a Personnel 

Practices Survey, and 3. ~ Environmental Factors Questionnaire. 

Analysis of results from administering these surveys will provide 

administrators with an overview of the agency's str'engths and weaknesses 

regarding its personnel processes and its ability to identify and to 

• deal with internal and external factors that affect its acquisition ar.d 

use of personnel. This becomes es~ential background information for 
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• later attempts to identify and to solve specific personnel-related 

problems. 

The second type of diagnostic tool presented is a step-by-step 

procedure that can be followed to diagnose specific personnel problems 

more pointedly. For example, the agency may have identified turnover, 

or an inability to attract qualified personnel, or poor performance by 

employees as problems needing special attention. Comprehensive 

diagnoses of the causes and effects of problems such as these is 

crucial if effective solutions to them are to be fouud. The diagnostic 

model provided offers a way of marshalling key agency thinkers and key 

information for diagnosing problems and for eventually finding solutions. 

VOLUM':: I I I is bound in two parts and is a resource guide intend. 

primarily for use by agency personnel administrators and planners engaged 

in the more technical aspects of personnel administration and human-

resource planning. Techniques such as job analysis, forecasting, 

selection validation, performance measurement (to name a few) are 

discussed. A common format is used throughout in presenting these 

techniques. First, the nature of the techniques and its prime uses 

are presented. This is followed by a consideration of the major 

technical and other supports required if the technique is to be used. 

Special attention is paid to factors that will limit an agency's ability 

to use a given technique, and alternatives are presented for these 

situations. 
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BASIC DESIGN-FEATURES OF THE HANDBOOK 

A COMPREHENSIVE INDEX:. Few users will have the time or the 

need to use all the material in these volumes and do everything that 

is recommended. A comprehensive index or catalogue of materials to be 

found in all of the volumes is provided. Agency administrators and 

planners may use this index or menu-system as a means of quickly finding 

the portions of the Handbook that will be of most help. 

SELF-ADMINISTRATION: The materials have been written to 

optimiz~ self-administration and self-learning, and to minimize the 

need for outside help. For example, the diagnostic surveys found in 

Volume II have been designed for administration and analysis in house. 

~ Of course, some concepts or techniques will remain difficult to grasp 

• 

and will require additional reading or the use of consultants. For 

example, job analysis techniques discussed in Volume III are very complex 

and are generally out of the reach of most agencies to apply themselves 

without the help of outside experts. Nonetheless, the objective has 

been to maximize as much as possible an agency's ability to do human-

resource planning using in-house resources. 

PROBLEM-FOCUSED APPROACH TO PLANN I NG : With the exc.eption 

of some of the sections of Volume I where many of the general concepts 

and ideas about human-resource planning are discussed, the Handbook 

is designed to help managers and planners identify and diagnose concrete 

personnel problems (e.g., turnover, poor employee performance, inability 

to attract qualified personnel, EEO and Affirmative Action suits, and 

so forth)., The emphasis, therefore, is on dealing with specific problems 
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as opposed to discussing human-resource planning from a conceptual 

point of view alone. 

VARYING LEVELS OF "BUY-IN"'~ Agencies differ in their need 

for and their ability to undertake human-resource planning. Agency 

size, environmental constraints, money, technical expertise, and the 

nature of human-resource problems confronted by an agency all affect 

the level of planning needed and possible. Where possible, Handbook 

ma,terials have been written to provide alternative levels and options 

• 

in the use of planning-related analytical techniques. Thus, there are 

options presented--different levels and kinds of analytical activities 

possible. Managers and planners are free to buy in at the level deemed 

most feasible and valuable.. 

OUTSIDE CON3ULTA.NTS: The handbook material, besides helping 

agencies become more informed about what can be done in-house, helps 

identify conditions under which outside help is needed, what should be 

expected of this outside help, and whom or what to look for. One 

central purpose has been to provide agencies with the information 

necessary to become more intelligent and critical consumers of work 

done by outside consultants. Sometimes, agencies have not bee~ able to 

sufficiently direct consultants about what is needed or wanted. This 

has frequently been the case, for example, when agencies sought outside 

help in validating selection and promotional practices, or when conducting 

job analyses. 

• 
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WHAT IS HUMAN-RESOURCE PLANNING? 

In the most general terms possible, human-resource planning is 

the process of determining what an agency needs to do to ensure that 

it has the right number and kinds of people doing the right jobs, and 

doing those jobs well. To accomplish this, human-resource planning is 

composed of two distinct yet related activities. The first activity 

is called WORK FORCE PlANNINGJ while the second is labeled 

STAFFING-NEEDS PLANNING. 

Workforce planning analyzes the agency's need for personnel--how 

many and what types of people. It also analyzes the required missions 

of the agency, determining the kinds of jobs that need to be done, 

~ and what qualifications people who hold chese jobs need. Workforce 

planning is crucial, for without it agency management has little firm 

• 

basis on which to justify the number and kinds of personnel hired 

or how they are hired, assigned, and employed. 

Staffing-needs planning focuses on the various personnel adminis-

trative actions involved in acquiring, developing, and assigning agency 

personnel. The processes and policies associated with personnel adminis-

tration (e.g., recruitment, selection, training, assignment, job design, 

compensation, and so forth) are closely tied to human-resource planning 

because personnel administrative actions put human-resource plans into 

operation. Just as there is a need to determine what kinds and how 

many people are needed (workforce planning), th'are is a need to determine 

and to plan the personnel actions required to acquire, to develop, and 

to employ personnel (staffing-needs planning). 
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• Human-resource planning encourages and helps direct agency 

managers to take a. "comprehensive" approach to personnel management 

and to the diagnosis of personnel problems. Factors affecting the 

need for and the availability of agency personnel ara highly inter-

related. So, too, the numerous steps in the personnel administrative 

process are interrelated and interdependent. Human-resource planning 

techniques help managers and personnel administrators to consider 

these factors in a more interrelated and systematic way. 

WHY ENGAGE IN HUMAN-RESOURCE PLANNING? 

Anticipating future requirements for manpower in the agency and 

forecasting future supplies of manpower are cruci~l to effective 

personnel management. Likewise, crime trends, budget forecasts, tre~ 
in the economy, population trends and the like greatly affect the need 

for personnel, and they also influence the availability of personnel. 

Thus, knowledge of current environmental conditions and impending 

changes in these conditions is vital to planning agency personnel 

policy. Current agency personnel policies in the areas of recruitment, 

selection, training, and so forth, produce certain kinds of results 

today that mayor may not be appropriate or satisfactory in the future. 

Knowledge of both current results and likely future results produced 

by agency personnel administrative practice is, thus, also important. 

Planning-related analytical techniques provide the agency manager with 

powerful tools not only to analyze present conditions and effects, 

but also to anticipate future conditions and effects. • 
xiv 



• Besides making forecasts, human-resource planning also focuses 

on diagnosing personnel problems. A probleo of poor agency performance 

or inadequate performance occasioned by insufficient, unqualified, or 

poorly utilized personnel requires agency managers first to diagnose 

the nature of and causes of the problem, and then to plan solutions. 

Several planning-related analytical techniques can help the manager 

in both of these endeavors. Additionally, human-resource planning 

not only helps to diagnose current personnel problems, but also to 

anticipate the emergence of personnel problems. 

The kinds of personnel problems that will arise in an agency are 

numerous, and the combination of problems nearly infinite. So too, 

• the causes of personnel problems will vary greatly from organization 

to organization. When we speak of personnel problems, we include 

conditions such as high turnover, poor employee performance, insufficient 

personnel, unqualified personnel, poorly trained employees, charges 

of discrimination in hiring and promotion, inability to attract 

qualified job applicants, constraints in assigning, reassigning, and 

promoting employees, and so forth. The numerous analytical techniques 

and tools described in the Handbook provide a basis for diagnosing the 

nature and causes of such problems and help identify and weigh 

potential solutions to them. 

• 
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VOLUME II) PART 2) SECTION A 

o R G A N I Z A T ION A L C LIM ATE SUR V E Y 

In this section, we provide an Organizational Climate Survey. 

The survey gathers information from agency employees. Organizational 

climate surveys provide important indicators of problems and strengths 

in the agency. In Part 1 of this volume, Figure 1 indicated the 

important role that problem triggering or problem sensing has in 

diagnostic efforts. Based on initial problem sensing, decisions can 

be made about whether there is a potential problem and whether it 

requires further analysis and resolution. 

Problem triggering or sensing can be done either systematically 

or unsystematically. Systematic triggering mechanisms are best 

thought of as regularized attempts broadly to survey the organiza

tional climate for potential problem areas as they develop and to 

identify them before they come to have major consequences. A broad1y

based organizational climate survey (such as the one we provide in 

this section), regularly administered, offers one means of systemati

cally monitoring the organization for the purpose of identifying 

emerging or existing human resource problems. 

We have divided this section and our presentation of the climate 

survey into four parts. (1) We layout the rationale for collecting 

information from employees. (2) We then provide directions for 

administering the organizational climate survey. (3) We then present 
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the climate survey. (4) And finally, we provide a guide for inter-

preting responses to the survey. 

RATIONALE AND DESCRIPTION 

Organizational climate surveys gather information about employee 

perceptions and viewpoints and provide a means for securing informa-

tion from them for use in the human resource planning and management 

process. Too often, organizations ignore or miss the opportunity to 

tap employee sources of information because there is no systematic, 

easily administered, or convenient means of doing so. 

Yet, employees are one prime source of information about work 

and personnel problems that develop. All employees, whether at the 

bottom, top, or in the middle of the organizational ladder, have ~ 

important perc,eptions and insights (albeit from differing perspec-

tives) about the effects of personnel practices--effects of these 

practices on the work environment and jobs, on employee morale, and 

on the quality of organizational life. Some effects employees may 

view as positive and job enhancing while others they may view as nega-

tive and job or work detracting. 

Employees may also be a source of information about needed 

changes in or alternative approaches to personnel management--new or 

changed practices that may measurably affect agency service and 

productivity. Thus, organizational climate surveys help us to id6n-

tify possible problems and, very importantly, they can help point us 

toward the kinds of additional information that we need for further 

problem diagnosis. l This last point will become clearer later on ~ 
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when we give some guides for interpreting information from organiza

tional climate surveys. 

THE INFORMATION GOAL OF A CLIMATE SURVEY 

The goal of a general organizational climate survey is to moni

tor the condition and environment of agency human resources. Such 

broad monitoring corresponds to the general stock-taking we discussed 

in Part 1 of this volume. The goal or objective becomes one of 

scouting or reconnaissance, generally probing all relevant organiza

tional features as closely as is possible. The objective, therefore, 

is one of determining the lay of the land, and the questions we ask 

are directed toward discovering potential problem areas or soft spots 

that require further and more detailed examination and analysis. The 

organizational climate survey presented later in these materj.als has 

been designed broadly to surveyor to scout the agency human resource 

situation. 

KINDS OF EMPLOYEES AND KINDS OF INFORMATION 

It would be a mistake to assume that all employees can provide 

all types of information necessary for identifying and diagnosing 

human-resource problems. There are line employees, first-line super

visors, middle-level managers, top management, personnel administra

tion staff within the agency, and perhaps outside consultants or 

experts. Each of these brings a different perspective to bear on 

managing agency human resources. And some of the kinds of informa

tion brought by each into the decision-making process are unique. 
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For example, it is likely that only the agency's personne1-

administration staff will know exactly how a particular area of per-

sonnel administration is handled (e.g., the details of the selection 

process--test administration, test scoring, and the like). Line 

employees themselves, however, are a prime source from which to 

secure affective responses to various personnel practices. 

The point is this: Although employee perceptions, viewpoints, 

and preferences are a. critical information ingredient in the manage-

ment of agency human resources, they are but one of many important 

ingredients, and it is useful to look not just at perceptions or 

attitudes, but also at employee behavior. Nonetheless, the manager 

who ignores emp10ye.e viewpoints and preferences runs the risk of • 

being ignorant about existing or emerging problems a~l well as igno-

rant or misinformed about the organizational climate as perceived 

by employees. And, as organizational climate tends to be subject to 

dramatic change in the short term, managers need regularly to and 

frequently to monitor it. 

LEVELS OF QUESTIONS 

There are three possible levels at which employees can be asked 

to provide information. The first is the personal 1eve1--for example, 

what the employee thinks of his or her job, whether he or she has 

been given adequate training and instruction to do the job, what the 

employee's level of job satisfaction is, and so forth. At this level, 

employees are being asked to respond only about themselves and their • 

own particular job and their work environment. 
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The second level of question is focused on the work group or 

work unit. At this level, individual respondents are asked to report 

about conditions within their immediate work uni~, the assumption 

being that frequent contact and interchange with co-workers in the 

basic work group provides the respondent with so'me basis for general

izing about the work climate beyond the personal level. 

'The work unit is sometimes hard to define with precision, but 

generally it refers to a group of people who have frequent (perhaps 

daily) contact, who also share and cooperate in certain kinds of 

duties (e.g., patrol officers on the day shift in the third precinct, 

or reC!eption and diagnostic personnel in a particular prison) • 

The third level of question is about the agency. At this level 

employees are asked questions about the organization as a whole (e.g., 

how good supervision in the agency is, how high job satisfaction is, 

how clearly jobs have been defined~ and so forth). The assumption 

mELde about questions at this level (often a bad assumption) is that 

the employee is informed about conditions outside his or her immedi

ate work group and can make generalizations about the agency as a 

whole. 

Third level information is the most problematic. In large orga

nizations especially, employees are often not clear about what is 

happening in other 'work units. But even if they are, there is a 

natural tendency to weight more heavily personal and work-unit ex

periences, allowing these to color perceptions about the agency as 

a whole. There is also the problem of variation within agencies, 
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from person to person and from work unit to work unit. This varia

tion makes it exceedingly difficult, if not impossible, fur an indi-

vidual to make generalizations about the organization as a whole. 

The organizational climate survey we developed minimizes the 

number of questions framed at the third level. Our questions concen-

trate at the first two levels--asking employees about themselves and 

about the climate in their work unit. This taps personal and direct 

experience and knowledge bases on which employees can provide infor-

mation. Yet, we can still draw a general picture of the agency's 

work climate. By aggregating individual employee responses and by 

analyzing the amount of variation and the "average" response of 

employees to first- and second-level questions, we can derive third- • level questions and answers of a sort. Then, through aggregation, we ~ 

can piece together a general picture of the organizational climate. 

We will say more about this when providing directions for interpret-

ing responses to the organizational climate survey. 

COMMITMENT TO USING CLIMATE-SURVEY INFORMATION 

Gathering climate information from employees and doing nothing 

with it can haVe negative consequences, sometimes more negative than 

not collecting the information in the first place. When employees 

ar~ asked their viewpoints, expectations are usually aroused that the 

agency will do something with this information--that it will at least 

give employees' views consideration. If there is no evidence that 

the agency has analyzed and considered findings from such surveys, 

the situation may be exasperated by the following kind of employee • 
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view: "We the employees have informed management of a problem area 

and they (agency managers) do not appear to have even given our views 

consideration. II This can have a negative effect on employees' views 

about the organization and about management as well as have subse

quent negative effects on employee morale. 2 

This is not to say that management must agree with employees 

that there is a problem requiring immediate attention; rather, the 

important thing is that management must commit itself to and publi

cize its willingness to consider employee responses, along with other 

sources of information. Management need not and should not guarantee 

agreement with employee viewpoints or promise to act solely on the 

basis of these viewpoints. Making these things clear to employees 

will encourage them to give their survey responses more serious con

sideration. And it will help to prevent any inappropriate expecta

tions about the eventual effects or action that mayor may not be 

taken on the basis of their survey responses. 

CLIMATE SURVEYS YIELD PERCEPTUAL INFORMATION 

The information gathered through the administration of employee 

opinion surveys is usually "softH information, meaning that the 

surveys tap perceptions and viewpoints rather than necessarily hard 

or empirically verifiable and objective information. Organizational 

climate surveys also deliberately tap employees' subjective ~espo!lses 

and attitudes, including opinion data about what employees consider 

to be good or bad, preferred or unpreferred • 
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The interpretation of results from such surveys is somewhat 

problematic and subject to several caveats. For example, although 

employees may indicate displeasure with a particular personnel 

policy or procedure and want to see it changed, this alone is not an 

overriding indication that management should change the policy or 

the procedure. Also, employee perceptions and opinions may not be 

supportable by the facts: employee perceptions may be inaccurate. 

Nonetheless, and whether accurate or not, employees have perceptions 

and these influence their work behavior and, consequently, agency 

productivity. Furthermore, employee perceptions may accurately 

reflect and identify a situation or condition previously unknown to 

management. 

The interpretation of employee survey data is difficult when 

there is no standard, normative or otherwise, to weigh the survey 

findings against. This is particularly a problem when the organiza

tion administers an attitude or opinion survey on a one-shot basis. 

In such cases, it is very hard to decipher the policy implications, 

if any, of the findings. What, for example, does it mean if 65 per

cent of the employees indicate that they are generally dissatisfied 

with their jobs? 

WAYS OF INTERPRETING CLIMATE-SURVEY FINDINGS 

In reality, there are only two ways of providing a standard 

against which to interpret findings from an organizational climate 

survey. One option is to compare survey findings to results obtained 

from administering the same survey in other similar organizations 

• 

• 
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(external comparisons). Some existing climate surveys have a substan-

tia1 data base associated with them, based on administrations of the 

survey in a wide variety of organizational settings. Another option 

is to compare findings to results obtained in previous administra-

tions of the survey within the same agency (internal comparisons). 

The problem with external comparisons is one of finding a mean-

3 ingfu1 set of "other" agencies for comparison purposes. As no two 

organizations are ever alike in all important respects, comparisons 

among agencies require very careful and sometimes prohibitively com-

p1ex analysis to determine the validity of comparing the agencies in 

the first place. The second option, internal comparison using 

results from previous administrations within the same agency, is an 

. 1 . 4 appropr1ate a ternat1ve. When doing this, we compare findings from 

the same agency, albeit in differing time frames, and we may be able 

to avoid some of the problems encountered in trying to fino a similar 

enough outside agency for comparison purposes. That is, when compar-

ing an agency to it~cii in another not too distant time, we assume 

that some of the more serious problems of noncomparabi1ity are avoided 

(e.g., radical differences in agency size). Of course, and as we 

will see, there can Femain significant problems of noncomparabi1ity 

even when comparing the agency to itself. We take note of these in 

a later section on interpreting climate survey responses. 

The organizational climate survey that we provide in the mater-

ia1s that follow has not yet been administered in a wide variety of 

criminal justice agencies and, therefore, results from repeated 
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administrations are not available for purposes of external compari-

SOl1. As we will explain in the section dealing with interpreting the 

findings of such surveys, only the "internal organizational" compari-

son method can be used to interpret findings from our survey. We will 

propose repeated administration within the organization as one means 

of establishing a standard. We will also provide some guidance on 

criteria that can be used to interpret findings from only a single 

administration of the climate survey. 

KINDS OF INFORMATION PROVIDED BY A CLIMATE SURVEY 

Problems of interpretation notwithstanding, several kinds of 

useful information can be provided by a carefully constructed and 

interpreted employee survey. Among the major kinds of information • 

are the following: 

1. Effects of personnel practices and policies. Here. 
we may ask employees directly to indicate the kinds 
of effects various personnel policies have (e.g., 
whether training provides employees with sufficient 
job-related skills), Or we can take a more indirect 
approach. For example, employees through contact 
with co-workers and new employees in particular are 
often in a position to note qualitative changes over 
time in the job-oriented capabilities of newly 
recruited and hired employees. With care, we may 
be able to use such information to reach judgments 
about the qualitative effects of recruitment, selec
tion, and training practices. 

2. Job-enhancing and job-detracting features of the work 
environment. Here we are concerned with uncovering 
practices, conditions, or situations that affect the 
employee's ability to do the job. For example, 
employee views may single out assignment and reassign
ment practices or certain aspects of supervision as 
negatively or positively affecting job performance. 

• 
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3. Identification of major problem areas_and priorities 
for change. Although employees may note several 
areas or issues that present difficulties for them~ 
some areas they may consistently single out as par
ticularly problematic. 

4. General attitudes toward the organization's work 
environment and about organizational goals. Here 
we are concerned with employee morale and motivation-
things that may measurably affect performance. 
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Although these are the primary categories of information obtained 

through a survey of employee opinions, the specific information gen-

erated is largely dependent on the focus of the questions in the 

survey. Opinion surveys may be broadly focused, covering a wide 

range of personnel administrative and organizational climate issues, 

or they may be narrowly focused, limited to a specific area of per-

sonnel practice (e.g., recruitment, selection, promotion, or compen-

sation). When considering the use of an opinion survey, agencies 

need first and carefully to consider several issues: (1) What is the 

information of interest and why?, (2) Who is suited to provide the 

information?, and (3) What needs to be considered in interpreting 

the survey results? Failure adequately to treat these three ques-

tions threatens the validity and utility of employee opinion surveys. 

THREATS TO GETTING THE RIGHT INFORMATION 

Knowing what information we want to collect and why is an essen-

tial first step in properly focusing an opinion survey. Without a 

firm grasp on the kinds of issues to be explored, there is no basis 

on which to decide what questions to ask employees. The subsequent 

survey may well produce mounds of information not related to our 

interests. 
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Another threat to getting any useful information is improper 

construction of the survey's questions. Confusingly worded ques

tions, double-barreled questions, and leading questions will confuse 

employees about what we are trying to find out. A raft of poorly 

worded and misleading questions may lead respondents to give up on 

trying to provide considered responses and they may decide then not 

to take the survey-:set:iously. 

Ultimately, confusingly worded questions threaten the validity 

and reliability with which the responses can be interpreted. This 

is because some employees may interpret a confusing question one 

way and thus answer one particular way, while other employees may 

interpret the question another way and answer another particular way • 

When it comes time to interpret all employee responses, there is no 

way for us to know who interpreted the question which way, or if all 

respondents interpreted it differently from how we intended. 

Proper item construction can be a complicated business. Volume 

III discusses some of the problems with and approaches to the con

struction of survey questions in greater detail. 

Another threat to getting the right information, sometimes any 

information, is the inability to identify the employees who have the 

information or who have access to the base data. If an employee is 

requested to answer a question about which little or nothing is 

known, no answer or a made-up answer will be forthcoming. There must 

thus be a correspondence between the type of questions chosen for the 

survey and the type of employees chosen to provide the answers. Good 

• 

• 

• 



• 

• 

• 

8.1 

questions asked of the wrong people nonetheless provide bad informa

tion or no information. This is one reason why we have striven to 

minimize the number of third-level questions in our climate survey. 

Another threat is an employee's fear in responding. Although 

we may have good questions and although we may have picked employees 

who are able to provide answers, they may either ignore certain ques

tions or deliberately give misleading or inaccurate answers because 

they fear the consequences of answering frankly. This problem can be 

a particularly serious one in employee opinion surveys because the 

survey items regularly request employees to venture personal opinions, 

to make evaluations of agency practices, supervisors and co-workers, 

and to indicate things that are wrong. 

Most people have learned from experience that not everyone 

accepts criticism and negative evaluation well. When criticism is 

focused on supervisors or management, or on the agency controlled by 

management, there is a natural inclination to fear retribution. One 

means of countering this in survey research is to guarantee respon

dent anonymity. The guarantee of anonymity may not eliminate fear 

in answering honestly, but it may somewhat lessen the fear of repri

sal. 

Unfortunately, having employees anonymously fill out surveys 

has a serious drawback: there is no way to contact these employees 

directly for further informat~on and elaboration and to match that 

information to their survey responses. With some kinds of opinion 

surveys this may not be all that damaging because we are only after 
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general indicators of opinions, viewpoints, or perceptions. In other 

instances, however, especially when we may want to or need to pursue 

some issues in greater depth, a follow-up questionnaire or more inten

sive interview process with employees who have answered certain ways 

is impossible. Some organizations attempt to bridge the dual needs 

of eliminating fear of reprisals and follow-up questioning by hiring 

outsiders to collect the information. Although these outsiders know 

who individual respondents are and can thus conduct follow-up sessions 

with them, respondent identities are kept secret from the agency and 

its management. 

Perhal,ps what is most important for organizations, however, is to 

• 

establish a mode of operation that does not penalize employees who 

speak out and offer constructive opinions. Creating a climate of 

open exchange without fear of retribution is probably the single most 

important means available of countering fear of retribution as a 

threat to getting useful and valid survey information. 

• 
Responses by employees to an opinion survey sometimes reflect 

deliberate attempts to deceive. Deliberate deception is hard to 

compensate for, and the detection of deception, although not always 

impossible, is not easy. Survey research is generally conducted 

under the assumption that respondents are not attempting deliberate 

deception. Such an assumption is more practical than it is sound. 

Survey questionnaires generally only allow for marginal checks 

of deception, and there is usually no way of proying_or disproving 

the existence of deception. About the only way to determine Possible. 
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deception is to measure the consistency with which a person answers 

multiple questions about a given topic or issue. The use of multiple, 

or "double-checking" questions is based, however, on the rather weak 

assumption that people who tell the "truth" will be more consistent 

in their responses than will people who attempt to deceive. Aside 

from the questionable nature of this assumption, multiple "double 

checking" items are really measuring only consistency, because a 

skilled deceiver can be expected to deceive consistently. 

Nonetheless, consistency-checking items can be very important 

to subsequent efforts to interpret the nature of and the strength of 

employee viewpoints and opinions. The pattern of response to a 

given topic or issue across several questions may help measure not 

only the consistency of opinions and their direction, but may provide 

us with a means for determing how "mixed" the viewpoints of a par

ticular employee are. For example, an employee's viewpoint about 

agency affirmative action policies may be honestly mixed. On the 

one hand, the employee may support agency affirmative action policies 

in general but feel very negatively inclined if those affirmative 

action policies impede his or her promotional opportunity. A series 

of quest.ions that attempt to assess the agency's attempts at affir

mative action may thus produce conflicting results that are not the 

product of any deliberate effort to deceive but reflect an hon

estly mixed viewpoint--a mixed viewpoint that the agency should note. 
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ORGANIZATION OF AND ISSUES RAISED IN THE CLIMATE SURVEY 

Our organizational climate survey differs in focus from other 

climate surveys--the difference being that we have designed this one 

to focus on humatl-resource issues in the organization. There are, 

of course, many other kinds of issues and problem areas--~quipment 

maintenance, facilities management, and so forth. We focus instead 

on personnel issues and the work climate, considering other issues and 

problem areas only as they directly affect agency human resources and 

their performance. 

The climate survey contains 264 questions in a closed-ended for-

mat to permit relative ease in completing the survey and convenience 

in tabulating and summarizing survey responses. The first 11 ques-

tions gather respondent background information. The remaining 253 

questions are divided among seventeen categories of personnel issues. 

These categories comprise the principal areas of concern for a climate 

survey focused on manpower or human resource issues. These seventeen 

categories are: 

MISSIONS AND GOALS 
JOBS J TASKS J ROLES 
JOB KNOWLEDGE AND SKILLS 
MANNING LEVELS 
RECRUITMENT 
SELECTION 
TRAINING AND DEVELOPMENT 
ASSIGNMENT AND REASSIGNMENT 
PROMOTION AND DEMOTION 

EMPLOYEE PERFORMANCE 
APPRAISAL 

EMPLOYEE DISCIPLINE 
COMPENSATION 
EMPLOYEE RETENTION 
EMPLOYEE RELATIONS 
SUPERVISION 
EEOC AND AFFIRMATIVE ACTION 
MOTIVATION AND JOB 

SATISFACTION 

• 

• 
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DIRECTIONS FOR ADMINISTRATION OF 

THE ORGANIZATIONAL CLIMATE SURVEY 

These directions apply to the administration of the organiza-

tional climate survey presented in the next part. The survey has 

253 substantive items arranged across seventeen categories of 
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personnel--related issues. Preceding these questions are a number of 

questions geared toward gathering basic background information about 

the employee-respondent. This background information becomes impor-

tant when, after administration, we begin to analyze and to interpret 

the survey responses. 

The survey may be administered to all agency employees at all 

• levels and in all units or divisions. However, the survey need not 

necessarily be administered to everyone. The agency may elect to 

draw an appropriate sample of employees, broadly representative of 

various employment classifications and agency units. A sampling 

technique as discussed in Volume III may be used to select the sample. 

Or, the agency may decide that it prefers to administer the survey to 

certain employees only (those in a particular employment classifica-

tion or' a particular organizational unit). 

BASIC STEPS IN SURVEY ADMINISTRATION 

There are several sequential steps involved in the administra-

tion of a climate survey. Each of these steps is laid out below with 

some accompanying narrative. 

• I SteE 1 I A decision is made to administer the organizational 

climate survey. This decision should include determination of the 
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purpose behind administering the survey, the amount of time allowed 

for the administration and interpretation of responses, and the 

preparation of a report about findings and implications. Such deter-· 

minations should finally be made by the agency head, perhaps in con-

sultation with subordinates. Commitment of the agency head to the 

administration of an organizational climate survey is important to 

eventual successful administration. 

I Step 2 I Somebody should be assigned responsibility to oversee 

the administration process and given sufficient authority, time, and 

other organizational supports to complete the project. The indivi-

dual or individuals assigned this responsibility may be either agency 

staff or outside consultants hired to perform the tasks. • 

I Step 3 I A timetable should be set specifying deadlines for the 

completion of various phases in the administration of the survey. 

Work schedules and deadlines should be set for completion of each of 

the remaining steps. 

I Step 4 A list of names and addresses or work locations of 

individuals who will be given the survey should be compiled. If 

sampling is to be used instead of giving the survey to everyone in 

the agency, the sampling method should first be decidecl upon (see 

Volume III for directions on sampling). The sample should then be 

drawn and the list of names and addresses assembled. 

I Step 5 The style of survey administration should be determined. 

Three basic options are available. Employees may be given a copy of 

the survey at their place of work and asked to fill the survey out • 
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when they have time, rl~turning the survey to designated individuals 

or designated places by a certain date. Or surveys may be sent by 

mail to employees' homes with a request to return them by a specified 

time. Or employees may be scheduled to appear at a "testing" center 

in manageably sized groups to fill the survey out while there. The 

third option offers the greatest control over making sure that all 

respondents complete the survey in a timely manner. It has the 

additional advantage that if the questionnaire and answer sheet are 

printed separately, the questionnaire can be retained for repeated 

use. This reduces the number of questionnaire copies required. The 

• primary disadvantage associated with the third option is that respon-

dents may not feel "comfortable" in a test center environment when 

answering. However, this is not usually a serious problem. 

I Step 6 Enough copies of the survey should be reproduced to 

permit timely and efficient administration. Care should be taken 

that the copies .are readable and of high enough quality so as not to 

distract respondents from filling out the survey. The number of sur-

vey copies required is dependent not only on the number of respon-

dents to be administered the survey, but also on the style of admin-

istration, as discussed above. 

I Step 7 I The survey is administered. Logistics involved in 

distributing the survey, securing returns in a timely fashion, and 

related matters such as planning follow-up contacts are provided for. 

• If the survey is to be administered in a "testing" center, space is 

secured, respondents scheduled, and an individual(s) assigned to see 

the administration through. 
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can be considerably eased if machine-scored answer sheets are used 

for the survey. Subsequent analysis of the survey results is eased 

if the answers are machine scored and machine stored (on a computer). 

More is said about coding in the section on interpretation following 

the climate survey. 

I Step 9 I Preliminary descriptive analysis is undertaken. This 

is usually focused on what is called "one-variable analysis." 

Frequency distributions are produced for each question (how many 

people answered each way on each question). We might also calculate 

some basic statistics for each question, such as the mean (X) or 

average response for each question. On the basis of this simple 

analysis, certain questions might be picked out for further analysis. • 
We will discass some of the criteria for picking such questions in 

the part of t~is material that deals with interpreting climate survey 

responses. 

I Step 10 More complex analysis is undertaken. Usually, this 

involves tv1O-variab1e and multi-variable analysis. For example, 

cross-tabulations (see Volume III) might be run to compare responses 

on two or more questions. We might compare, for example, how peop1~ 

in the various organizational units answered particular questions. 

Such comparisons allow us to decipher whether there are patterns of 

responses across apparently related questions, and patterns of 

responses according to various employee background characteristics 

(e.g., age, work unit assignment. educational level, etc). • 
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I Step 11 Conclusions and interpretations are drawn about these 

findings. Areas requiring further diagnostic analysis are noted, 

potential problem areas are identified, and recommendations are made 

about the additional kinds of information that ought to be secured 

in undertaking further diagnostic efforts. 

ADAPTING THE CLIMATE SURVEY TO A PARTICULAR AGENCY 

Our survey should not be administered without a careful con

sideration of each question and its applicability to the particular 

agency it will be administered in. We strongly recommend that a few 

peopl,e in the agency review each question and comment on those ques

tions that may be irrelevant or have no meaning for the agency. 

Irrelevant items can be reworded or eliminated. Also, the agency may 

wish to add certain questions of its ovm to reflect particular inter

ests or issues. Care should be taken in constructing such additional 

questions (see Volume IlIon rules for question construction). Too, 

when adding items, care should be taken not to make the survey too 

long. This would increase the likelihood of a poor return rate and 

ill-considered responses. 

GENERAL POINTS ABOUT SURVEY ADMINISTRATION 

One of the keys to successful survey administration is that 

neither too much nor too little time be given respondents to fill 

the survey out and to return it. Too little time may well result in 

poor return rates and ill-considered responses by those who do com

plete the survey. Too much time may lead respondents to put the 
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survey aside to do at a later time, then forgetting about it. For 

most situations, we would recommend about a week as a deadline. If 

the survey is to be administered in a "test center," the elapsed 

time from first to last administration session should be as short 

as possib1e--optimal1y about one week. 

The climate survey as we have structured it assumes that 

respondents are exercising individual judgment. Respondents should 

be requested not to arrive at decisions jointly, conferring with 

employees about how to answer a particular question. They should be 

instructed to reach their own judgments. 

Before the actual administration of the climate survey, a 

letter or memo from the agency head should be sent to all respondents •• 

This letter should advise that the survey is on its way. Besides, 

however, the letter should make it clear that the survey results will 

be given careful consideration by agency management and that the 

employees should give the survey questions their best serious effort. 

When using the mail or take-home version of survey administra-

tion, some respondents will need a reminder to return their survey. 

After the deadline has passed, a reminder letter can be sent to 

those who have not yet responded as this is often successful in 

increasing the return rate. 

Finally, if respondent identities are to be kept anonymous, make 

this very clear in both the introduction to the survey and in the 

letter from the agency head preceding administration of the survey. 

There are three options with regard to identifying or not identifYing. 
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respondents: (1) Respondents are requested to supply their name (no 

anonymity). (2) A respondent's name is matched with an identifying 

number and only the number appears on the survey. One person in the 

agency, or someone outside the agency, can be charged with recording 

the return of surveys; and he or she can be directed to keep respon

dent names confidential. (3) The survey may neither request the 

respondent's name nor use an identification number. In this third 

option, however, there is no opportunity of keeplllg track of who has 

returne3 their survey, nor can there be a follow-up surveyor inter

view of employees that matches the follow-up responses to their 

responses on the initial survey . 
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C LIM ATE 
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SUR V E Y 

This survey contains 264 questions. The first eleven questions ask you to provide 
background information. The remaining 253 questions ask for your opinions about 
a variety of matters in your agency. PLEASE ANSWER EACH QUESTION. FOR EACH 
QUESTION, PICK THE ANSWER THAT COMES CLOSEST TO YOUR VIEWS, EVEN IF NO ANSWER 
EXACTLY FITS YOUR VIEWS. 

CHECK OR FILL IN THE APPROPRIATE BOX FOR EACH QUESTION. DO NOT WRITE IN THE 
BLANKS AT THE FAR RIGHT-HAND SIDE. 

Example 

The price of gasoline is too high . 

KEY TERMS 

There are certain terms used throughout this survey that are intended to have a 
particular meaning. Below, is a list of the most important of these terms and 
their associated meanings. 

SUPERVISOR 

MANAGEMENT 

WORK UNIT 

Your supervisor is the person you report to or are 
responsible to in the chain of command. Y~ur super
visor is your most immediate superior. 

Management is a general term meant to identify all 
those who occupy positions above your supervisor. 
This includes the agency's top management. 

Your work unit is a general term meant to identify 
the part of the agency to which you are assigned. 
You may think of your work unit as composed of those 
people who report to and are responsible to the same 
supervisor as you. Examples of work units in criminal 
justice agencies include the day shift in the 3rd 
precinct patrol unit or those assigned to night shift 
j ail security • 

gceding page blank 
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RESPONDENT BACKGROUND INFORMATION 

1- Name (optional) 

2. Age (check appropriate category). 

a. 18-23 

b. 24-29 

c. 30-35 

d. 36-41 

e. 42-47 

f. 48-53 

g. 54-59 

h. 60-65 

3. Please indicate the approximate number of years you have be~n 
employed in this agency. (Check the appropriate category.) 

a. __ Less than one year 

b. __ One to three years 

c. __ Four to five years 

d. Six to ten years 

e. Eleven to fifteen years 

f. __ Sixteen to twenty years 

g. More than twenty years 

4. Please check the category below that comes closest to your 
current job title. 

NOTE: Each agency should construct a list of its current job 
titles. Care should be taken to have the list be 
inclusive of all major categories of job titles, 
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(2)_ 

(3) 

(4) 

• 

• 
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5. Check the category below that comes closest to indicating 
the amount of time that you have had in your current job 
title. 

a. ____ Less than one year 

b. One to three years 

c. Four to five years 

d. Six to ten years 

e. Eleven to fifteen years 

f. ____ Sixteen to twenty years 

g. More than t;wenty years 

6. Check the category below that comes closest to indicating the 
amount of formal education yO!) have completed. 

a. ____ High school 

b. One year of college 

c. Two years of college 

d. ____ Three years of college 

e. Four years of college 

f. More than four years of college 

7. Check the category below that indicates the highest educational 
degree you have obtained to date. 

a. ____ High school 

b. Associate arts or equivalen~ 

c. ___ B.A., B.S., or equivalent 

d. ___ M.A., M.S., or equivalent 

e. Doctorate 

95 

(5)_ 

(6)_ 



I 
s. Check the category below that comes the closest to indicating 

the number of training programs related to your job that you 
have attended in the last three years. Count both agency 
programs and those put on outside the agency. 

a. None 

b. One 

c. Two or three 

d. Four or five 

e. More than five 

9. Sex. 

a. Male 

b. Female 

10. Please indicate your current work unit assignment. 

Note: Agency should develop a list of current work units or 
divisions in the agency. This list may specify major 
agency divisions only, or that plus shift breakdowns. 
A third option is to identify wOl!'k units in greater 
detail, going beyond major organizational divisions. 

11. Check the category below that comes closest to indicating 
the amount of time you have been assigned to your current 
work unit. 

a. Less than one year 

b. __ One to two years 

c. __ Three to five years 

d. __ Six to ten years 

a. More than ten years 
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1. 

2. 

3. 

4. 

5. 

6. 

MISSIONS, GOALS, OBJECTIVES 

This agency has clearly defined missions 
and goals. 

I have found that this agency's missions 
and goals often conflict as I attempt to 
do my job. 

This agency's goals and objectives are 
reasonable. 

This agency does a good job of achi.1\'ing 
its missions and goals. 

1 have been encouraged by my supervisor 
to offer suggestions about what the 
agency's missions and goals should be. 

Agency goals and objectives have been 
clearly communicated to me. 

7. 1 have a clear understanding of this 
agency's missions and goals • 
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S. I think that my job is important to 
achieving agency goals and objectives. 

9. I personally agree with the agency's goals 
and objectives. 

10. Thfs agency's goals and objectives are 
consistent with the needs of the general 
public that we serve. 

11. Agency employees have had input into 
setting agency goals and objectives. 

I 

I I 

a a 

I I 

a a 

I I 

a 0 
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1. 

2. 

3. • 
4. 

5. 

6. 

7. 

• 

JOBS, TASKS, ROLES 

My job assignment and duties seem irrelevant 
to the agency's missions, goals, and objec-
tives. 

The work effort required in my job is so 
demanding that I hardly ever accomplish 
what is expected of me. 

People in my work unit think that their 
jobs are routine and unchallenging. 

All of the jobs in my work unit have written 
job descriptions. 

There is a written description of my job and 
it is generally accurate about the kinds of 
duties and tasks that I actually perform. 

I have detailed written procedures available 
to me that help cla'rify how my job should be 
done. 

It isn't clea:: to me what I am supposed to do 
in my job. 

I 
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8. I suspect that supervisors in my work 
unit don't know what people under them 
really do in their jobs. 

9. My job is to'o comp1icated--it almost seems 
as if I am expected to do everything. 

10. I have been given sufficient authority to 
complete my job duties. 

11. This agency does not regularly collect infor-
mation about the actual activities I perform 
in my job. 

12. It appears that those in the organization who 
make decisions about how jobs are defined and 
grouped understand what the jobs are really 
like. 

13. I have not been given an opportunity by the 
agency to say which tasks and activities 
should be a part of my job. 

14. My job gives me a sense of accomplishing 
something important. 
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15. In my work unit, the assignment of tasks 
and activities is done logicatly and sensibly. 

16. In the past, when something about my job 
seemed to be changing, I have been able to 
talk to my supervisor, or someone higher up, 
about it . 
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1. 

JOB KNOWLEDGE AND SKIllS 

The jobs in my work unit have written 
descriptions of the kinds of knowledge and 
skills needed by the people who fill them. 

2. The knowledge and skill requirements set by 
this agency for jobs accurately reflect what 
people need in order to do their jobs well. 

3. When filling job vacancies, this agency seems 
to be very careful to fill its positions with 
people who are qualified in job-related 
knowledge and skills. 

4. Supe):'1risors in this agency have a good idea 
of the kinds of knowledge and skills needed 
by people working for them. 

5. My supervisor is aware of the deficiencies 
in knowledge or skill of the people who 
work under him/her. 

6. I have confidence in my co-workers' know-
ledge of the job. 

7. My co-workers are c6mpetent in doing their 
jobs. 
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8. When I have a problem trying to figure out ,,~o 0 0 0 (46)_ 

how to do a certain thing, my co-workers 
can provide good advice. 

I 

I I' 

I I I I I 
9. This agency doesn't seem to care very much 0 0 0 0 0 (47)_ 

whether people hired for jobs have necessary 
knowledge and skills. 

I I 

I I I I I 

• 10. The people in my work unit who perform 0 0 0 0 0 (48)_ 
poorly or inadequately in their jobs do so 
because they do not have enough knowledge 
or skills to do the job. 

I 

I I I I I 

11. ThE agency has consulted me to get my views 0 0 0 0 0 (49)_ 
about the kinds of knowledge and skills 
required to do my job. 

I I 

I I I I I 

12. When I was assigned to my present job, I 0 0 0 0 a (50)_ 
was given a fairly good idea of the kinds 
of knowledge and skills I would need to 
do the job well. 

I. 

I I 

I I I I I 
13. I have the knowledge and skills necessary a a 0 a a (51)_ 

to do my job well • 

• 



MANNING LEVELS 

1. This agency has enough personnel to 
accomplish its goals and missions. 

2. The management of this agency has a realistic 
idea of what the agency's manpower needs are. 

3. Staffing levels in my work unit are suffi·-
cient to accommodate moderate fluctuations 
due to sickness, vacations, holidays, 
turnover, etc. 

4. I have been consulted by management for my 
views about needed manpower levels in my 
work unit. 

5. The management of this agency adjusts staff-
ing levels among work units or shifts to 
accommodate changes in work loads. 

6. Staffing levels by shift in my work unit 
adequately reflect actual manpower needs. 

7. My work ~~it needs more people assigned to it, 
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8. This agency could meet its goals and 
missions just about as well with fewer 
employees overall. 

9. My work unit is over-staffed. 

10. The management of this agency seems to be 
aware of the amount of work assigned to my 
work unit. 
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1. 

RECRUITMENT 

In this agency's recruitment advertisements 
the jobs are accurately described (for example, 
experience requirements, educational require
ments, location, nature of the job, and salary 
are given). 

2. This agency has a good program for recruiting 
women. 

3. This agency has a good program for recruiting 
minority-group job candidates (e.g., blacks 
or Hispanics). 

4. There aren't enough people in the area who 
are qualifi~d for work in this agency. 

5. People who apply for jobs in this agency 
do so without much idea what the work is 
like. 

6. Jobs in this agency do not appear attractive 
to those who might be qualified to apply. 

7. This agency has a fairly good idea about the 
kinds of people needed for its jobs. 

I I 

I I I , , 
000 o a 

I , , 
0 0 

I I 

0 0 

, , , 
a a 

I , , 
a a 

I , 

a a 

I , 
0 0 

I 

I , 
a 0 

I I 

a a 

I 

I , 
a 0 

I 
I , 

a a 

, 
a 

, , 
0 

, 
a 

, . 
I , 
0 

, 
a 

106 • 

(62)_ 

(63)_ 

(64)_ 

• (65)_ 

(66)_ 

(67)_ 

(68)_ 

• 



• 107 

8. This agenc a attemptin y ppears to do a people f g to recruit the righgOOd job of or jobs. t kinds of 

(69) 

• 

• 



1. 

2. 

3. 
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SELECTION ~~':' .. ~~'" 
Only people with adequate levels of know- ,,~o 0 0 0 
ledge and skills required to do a job are 
hired by this agency. 

This agency does a good job of hiring people 
who are well qualified for the jobs they are 
expected to do. 

Selection tests and procedures are secondary 
to personal friendships and politics in 
determining who gets hired. 

This agency carefully tests the job-related 
knowledge an:d 
jobs. 

skills of people who apply for 

This agency has a clear policy and set of 
procedures for determining how candidates fo:o: 
jobs are to be screened. 

This agency's hiring practices discriminate 
against white men. 
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7. This agency's hiring practices discrim~nate 

against women. 
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8. This agency's hiring practices discriminate ,,~o 0 0 0 (77)_ 
against minority groups (e.g. blacks or 
Hispanics). 

I I I 

I I I I I 

9. People in my work unit have been asked their 0 0 0 0 0 (78)_ 
opinions by management about the kinds of 
people who ought to be selected for jobs in 
their area. 

I 

I I 

• I I I I I 
10. The people who do the hiring for this agency 0 0 0 0 0 (79)_ 

don't seem to select the right people. 

I I 

I I I I I 
n. The hiring procedures used by this organiza- 0 0 0 0 0 (80) --tion are fair. 

I I 

I I I I I 

12. This agency's selection procedures fail to 0 0 0 0 0 (81) --keep pace with important changes in jobs that 
require a different kind of e~ployee than the 
kind we have traditionally hired. 

I I. 

I I 

I I I I I 
13. Most of the time it seems that this agency 0 0 0 0 0 (82) --doesn't really care about the kinds of people 

it hires. 

• 



1. 

TRAINING k'ID DEVELOPMENT 

The amount of formal preemployment train
ing given to new employees assigned to my 
work unit is sufficient. 

2. The quality of formal preemployment tr&in
ing given to new employees assigned to my 
work unit is sufficient. 

3. This agency's formal preemployment train-
ing is relevant to what new employees do 
in their subsequent jobs. 

4. New employees assigned to my work unit have 
too little training to even begin doing the 
job. 

5. On-the-job training is provided to new 
employees in my work unit. 

6. On-the-job training is sufficient to guide 
new employees in doing their jobs. 

7. This agency provides employees with oppor
tunities for speciality or advanced train
ing. 
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8. There are opportunities available for 
in-service training that would be helpful 
to me in doing my job. 

9. This agency encourages employees to undergo 
training above and beyond that which is 
required. 

10. This agency provides incenti~es such as 
financial compensation to its employees 
for outside training or education. 

11. My supervisor is committed to the concept 
of employee professional development. 

12. My supervisor actively assists employees 
developing their skills and abilities. 

in 

13. Specific training needs have been identified 
by the agency for my job classification. 

14. This agency provides employees with opportu
nities for the training they need to do their 
jobs • 
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15. I have been asked by my supervisor or .<~< 0 ~O (97)_ 

someone higher up to identify training I 
needs in my work unit. 

I I 

I I I I I 
16. The various agency training programs are 0 0 0 0 0 (98)_ 

updated to keep pace with changes in job 
duties. 

I I 

I I I I I 
17. I have received adequate training to do my 0 0 0 0 0 (99)_ 

present job. • 
I I I I I 

18. Additional training would help me do a 0 0 0 0 0 (100)_ 
better job •. 
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ASSIGNMENT/REASSIGNMENT 

1. Job reassignment procedures followed in 
this agency are generally fair. 

7. Employees often don't know from one day to 
the next what their job assignment will be 
because job reassignments are often made on 
short notice • 
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8. When making job reassignments, this agency 
carefully considers the suitability of 
individual employee skills for particular 
jobs. 

9. People are moved in and out of my work unit 
so often that the job we do is seriously 
affected. 

10. Employee job reassignments are handled so 
well in this agency that available staff are 
properly balanced throughout the agency. 

11. In making assignments and ~eassignments, the 
agency does a good job of putting the best
qualified people in various jobs. 

12. This organization generally has effective 
ways to reassign employees where they can 
do the most good. 

13. I am given ample opportunity to express my 
preferences for job assignments. 

14. This agency has done a good job of matching 
my qualifications to th~ job assignments I 
have received. 
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PROMOTION/DEMOTION 

1. There are few career advancement oppor
tunities in this agency. 

5. The promotional procedures used by this 
organization are fair. 

6. In making promotional decisions, this orga-
nization doesn't pay enough attention to 
assessing whether thE employee has the 
qualifications for the ~ job. 

7. I am pleased with the promotional oppor-
tunities that are likely to be available 
to me in this agency. 
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8. Our pr0ruotional process discriminates 
against white men. 

9. Our promotional process discriminates 
against women. 

10. Our promotional process discriminates 
against minorities (e.g., blacks or 
Hispanics) . 

11. In this organization, demotions are handled 
by clearly understood procedures. 

12. In this organization, when there are demo-
tions, they are for legitimate reasons. 

13. In this organization, people are often 
demoted for political reasons • 
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L When employees in my work unit are evaluated, 
(>(>"0 0 0 a "'0 

(131)_ 
it is done fairly and equitably. I 

I I 

I I I I I 

2. When employees in my work unit are evaluated, a 0 0 0 0 (132)_ 
the evaluations are based on the types of 
tasks an individual is supposed to perform 
in his/her job. 

I I 

I I I I I 

3. A general problem in my work unit is that 0 0 0 0 a (133)_ 
supervisors do not know which employees 
are doing a good job. • I I 

I I I I I 
4. I have never been told by management or my 0 0 0 0 0 (134)_ 

supervisor ~hether or not I am doing a good 
job. 

I 

I I I I I 

5. The only time I get any kind of performance- 0 0 a 0 0 (135)_ 
evaluation feedback is when I have done 
something wrong. 

I. 

I 

I I I I I 

6. My job performance is regularly evaluated 0 0 0 0 0 (136)_ 
by my supervisor. 

'1 

I 
I I I I I 

7. I have a fairly clear understanding of what 0 0 a 0 0 (137)_ 
is expected of me in my job. 
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8. My supervisor regularly communicates to 
me how I am doing my job. 

9. The performance evaluations done about 
me in my job have been fair. 

10. Employees in this agency have little or 
no input in setting performance-evaluation 
criteria. 

II. In this organization, whether you get a 
poor performance evaluation is of little 
consequence. 

12. Evaluations of employees in this organization 
accurately reflect their actual job per-
formance. 

13. Many employees in this organization get poor 
performance evaluations because the measures 
used to gauge employee performance are 
inappropriate ones. 

14. The "real" performance standards for positions 
in the agency are different from those 
"officially"developed by the agency's top 
management • 
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15. In this agency, the job evaluations are 
used as a basis for salary increases and/or 
promotions. 

16. The performance evaluations used by this 
agency provide good information for 
pointing out job-related strengths and 
weaknesses of individual employees. 

17. This agency attempts to use performance 
evaluation as a means for improving 
employee job performance. 

18. In my work unit, standards of employee 
performance are unreasonably low. 

19. Around here it is often hard for me to 
know whether I am in fact doing a good 
job. 

20. My superior or supervisor demands standards 
of performance that are unreasonably high. 

21. My superviso£ compliments me when I do a 
good job. 
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22. The ma nagers and 
agency demand supervisors 
employee realistic of this performance. standards of 
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EMPLOYEE DISCIPLINE 

1- Disciplinary actions against employees in 
my work unit follow fair and impartial 
procedures. 

2. Disciplinary action is often taken against 
employees in my work unit for trivial or 
unimportant infractions of the rules. 

3. If the agency initiates disciplinary action 
against an employee, it is justified. 

4. Rules of conduct are made clear to all 
employees. 

5. When employees have disciplinary charges 
proposed against them, they have ample 
and fair opportunity to present their viewa. 

6. When employees have disciplinary charges 
taken against them, it is made clear what 
they are supposed to have done wrong. 

7. The disciplinary penalties given to 
employees fit the infraction. 
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8. 

9. 

10 . 

11. 

My supervisor is willing to discuss with 
me job and conduct rules I feel are 
unfair or inappropriate. 

The management of this agency has shown 
itself willing to get rid of or to change 
job and conduct rules that are not really 
important to doing the job well. 

This agency has a large number of rules and 
regulations that have nothing to do with 
doing the job well. 

This agency spends too much time disci-
plining people for unimportant infractions. 

14. I never know from one day to the next 
whether my supervisor is going to discipline 
me for some trivial matter • 
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15. 

16. 

17. 

My supervisor is too lenient with people 
who violate rules. 

When my supervisor hands out penalties, 
people get off lightly while others are 
treated harshly, even for the same kind 
infraction. 

some 

of 

If I violate a rule of the job or of conduct, 
whatever disciplinary action my supervisor 
takes or recommends will probably be fair. 
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COMPENSATION 

1. This agency attempts to provide its 
employees with adequate compensation. 

2. My wages and benefits are fair compensation 
for the job I am expected to do. 

3. This agency's wage scales and benefit plans 
are competitive with surrounding agencies. 

4. Wage scales in this agency are directly 
related to job responsibilities (e.g., the 
greater the responsibility, the higher the 
wage) . 

5. Employees in this agency have been given 
the opportunity for input into setting 
wage and benefit plans. 

6. Employees in my work unit are basically 
satisfied with their wages. 

7. Employees .tn my work unit are basically 
satisfied with their fringe benefits • 
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8. Employees who voluntarily leave the 
organization do so primarily because they 
are dissatisfied with their pay. 

9. My wage fairly compensates me for the job 
that I actually do. 

10. Salary raises in this agency fail to 
adequately distinguish between those doing 
a good job and those doing a poor job. 

11. I am satisfied with the 'retirement 
benefits of~ered by this agency. 

12. I am satisfied wj.th the wage I receive. 

13. I am satisfied with the fringe benefits 
I receive. 
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1. 

EMPLOYEE RETENTION 

The number of people voluntarily leaving the 
organization is causing serious problems for 
my work unit. 

2. This agency does the best it can to keep 
good people from leaving. 

3. The best people are leaving this agency. 

4. This agency does not seem to care whether 
good people leave. 

5. Turnover is seriously threatening per-
formance in my work unit. 

6. There are many employees in my work unit 
who want to leave the agency the first 
opportunity they get. 

7. The number of people who voluntarily leave 
this agency will increase in the future. 
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8. I am giving serious consideration to 
leaving this agency. 

9. The reasons that people leave this 
agency are, for the most part, outside the 
agency's control. 

10. Inadequate compensation accounts for why 
people voluntarily leave this agency. 

II. Poor work.ing cond:Ltions aCCQunt for why 
people voluntarily leave this agency. 

12. Incompetent supervisors account for why 
people voluntarily leave this agency. 

13. The unattractive nat:ure of the job itself 
accounts for why people voluntarily leave 
this agency. 
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EMPLOYEE AND UNION RELATIONS 

1. My supervisor is willing to listen to 
employee complaints or grievances. 

2. Agency management is generally willing to 
discuss and resolve employee grievances 
in good faith . 

3. This agency seems to be genuinely interested 
in treating its employees fairly. 

4. I am treated f~!rly by my supervisor. 

5. In this agency employees and management 
tend to work cooperatively toward achiev-
ing agency goals and objectives. 

6. A union is or would be helpful in this 
agency in protecting employees from 
unfair management practices. 

7. My supervisor encourages two-way communi-
cation be~ween employees and him/her. 
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8. To the extent that we have labor pro~lems 
in this agency, they are caused by the 
superviso-rs. 

9. To the extent that we have labor problems in 
this agency. they are caused by bad working 
conditions. 

10. To the extent that we have labor problems 
in this agency, they are caused by exces-
sive work loads. 

11. To the extent that we have labor problems 
in this agency, they are caused by insuffi-
cient wages. 

12. To the extent that we have labor problems 
in this agency, they are caused by the lack 
of job security. 

13. To the extent that we have labor problems 
in this agency, they are caused by the 
unavailability of promotional opportunities. 

14. To the extent that we have labor problems 
in this agency, they are caused by inappro
priate activities of a union. 

~, .. ~ .. 
··,,~O 0 00 

I I I 

I I I I I 

0 0 0 a 0 

I 

I I 

I I I I I 

a 0 a 0 0 

I I I 

I I I I I 

a 0 a 0 0 

I I 

I I I I I 

0 0 0 a 0 

I. 

I I I I I 

a a a 0 0 

I I I I I o a a a a 

130 • 

(203)_ 

(204)_ 

(205)_ 

• 
(206) 

(207)_ 

(208)_ 

(209)_ 

• 



• 

• 

• 

<l'c:" 
.... 0 

a ~ 
U' v. ?to 

c:",.., <t-. <I'~ a 
01,1 1l'G-~... V. 
~-? ..." c:".... Il' <I'~ 

" '" " .~ ~ '. ~" 
15. To the extent that we have Jabor problems ~"''';;o 0 ~o 

in this agency, they are caused by agency 
management having a negative attitude toward 
unions. 

I I 

I I I I I 

16. My supervisor discussed new ideas, programs 0 0 0 0 0 
or rules with employees before putting 
them into effect. 

I I 

I I I I I 

17. Employees in my work unit feel that they 0 0 0 0 0 
can discuss complaints with their super-
visor without fear of reprisal or retribu-
tion. 

I 

I I I I I 
18. Important communications in this agency are 0 0 0 0 0 

made available to employees through such 
means as memos, bulletin-board postings, and 
policy and procedures manuals. 

I I I I I 

19. I trust the management of this agency. 0 0 0 0 0 

I 

I. 

I , I I I I 
20. Agency management seems genuinely concerned 0 0 0 0 0 

about the welfare of ite employees. 

I I 

I I I , I 

21. Agency management attempts to respond to 
employee complaints or grievances • 

o 0 000 
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22. Management responses to employee com
plaints and grievances are usually 
appropriate. 

23. I fear the possibility of reprisal or 
retribution from management if I complain 
about things in the agency. 

24. Wage scales and benefit plans should be 
negotiable through collective bargaining 
and union contract. 
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SUPERVISION ,,~ ~ "" "~ ~,,'. ~ .. 
l. Supervisors in this agency generally do "";;0 0 ~o 

a good job of managing employees. 

I I 

I I I 

I I I I I 

2. Supervisory personnel in this agency are 0 0 0 0 0 
skilled in properly scheduling and assigning 
personnel who work under them. 

I 

I I I 

I I I I I 
3. This agency's supervisors have difficulty in 0 0 0 0 0 

coordinating employees' use of regular 
working hours. 

I I 

I I I I I 
4. Employees in this agency often do not know 0 0 0 0 0 

which supervisor they are supposed to report 
to. 

. I I 

I I I I I 
5. If supervisors did a better job, more work 0 0 0 0 0 

would get done in this agency. 

I. 

I I I I I 
6. In this agency, the work of employees is 0 0 0 0 0 

too tightly controlled by supervisors. 

I 

I I I I I 
7. In this agency, most employees clearly know 

which supervisor they are responsible to • 
o 0 0 0 0 
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8. I am clear about which supervisor I am 
responsible to. 

9. My supervisor attempts to establish a coopera
tive relationship with employees under him/her. 

14. My supervisor is the kind of person in whom 
you can put trust and confidence. 
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15. My supervisor is often a source of help in 
solving job-related problems. 

16. My supervisor attempts to keep too tight 
a control on employees under him/her. 

17. My supervisor doesn't push people hard 
enough to do a good job. 

18. My supervisor is actually a hindrance to 
my doing a gpod job. 

19. My supervisor does a good job of scheduling 
york for the employees assigned to him/her. 

20. My supervisor keeps us up to date about 
neY information related to the job. 

21. My supervisor encourages me to provide 
information about problems that develop 
yith the job • 
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22. My supervisor attempts to provide me with 
a rationale for the orders and instructions 
he/she g,ives. 

23. My supervisor does not know what my job 
really entails. 

24. My supervisor is not afraid to speak to 
upper management about the needs of 
employees or to support employees under 
him/her. 
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1. 

EEOC/AFFIRMATIVE ACTION 

Management in this agency supports equal 
employment opportunity. 

2. This agency has effectively pursued affir
mative action. 

3. This agency could do better with regard to 
equal opportunity employment goals. 

4. There is genuine equal opportunity in this 
agency. 

5. Minorities hired by this agency are less 
qualified than the non-minorities hired. 

6. This agency's affirmative action policies 
have resulted in discrimination against 
white men. 

7. This agency should try harder to achieve 
affirmal;ive action. 

137 

(244)_ 

I 

I I I I I 

a a a a a (245)_ 

I 

I I I I I 

a 0 0 0 0 (246)_ 

I 

I I I I I 

0 0 0 0 0 (247)_ 

I 

I I I I I 

0 0 0 0 0 (248)_ 

I. 

I 

I I I I I 

0 0 0 0 0 (249)_ 

I 

I I I I I 

0 0 0 a 0 (250)_ 



8. Women hired in this agency are less 
qualified than the men hired. 

9. Affirmative action policies have not 
resulted in less qualified individuals 
being promoted. 
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MOTIVATION A~D JOB SATISFACTION 

1- This agency attempts to control employee 
behavior through positive rewards as 
opposed to discipline and coercion. 

2. The management of this agency trusts and 
respects its employees . 

3. Ny job is compatible with personal growth 
and self-improvement. 

4. l!anagement in this agency seems conc'2rned 
that employees have high morale and job 
satisfaction. 

5. My job is personally rewarding. 

6. I am generally satisfied with working in 
this agency. 

7. I feel that there is low morale in this 
agency • 
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8. People in this agency do their job because 
they get a lot of personal satisfaction 
from it. 

9. I enjoy my present job. 

10. I feel personally moti'l.rated to perform 
well in my job. 

II. I believe that most employees in this 
agency are generally satisfied with their 
jobs. 

12. Most employees in this agency are moti-
vated to do their jobs as best they can. 
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INTERPRETING RESPONSES 

In the material below, we provide some suggestions for analysis 

and interpretation of climate survey responses. We have organized 

comments about interpretation into several parts. First, we present 

a general overview of the analysis and interpretation process. Then 

we briefly consider each of the seventeen major categories the cli

mate survey is organized around, looking at special issues of analy

sis and interpretation within ea~h. Finally, we consider the drawing 

of overall conclusions by comparing responses to questions found 

throughout the survey. One of the principal concerns in drawing 

general conclusions is to isolate potential or suspect problem areas 

~ requiring further attention and diagnosis. 

• 

OVERVIEW OF ANALYSIS AND INTERPRETATION 

In the introductory material about the climate survey, we spoke 

of the need to have a standard, or something to evaluate and inter

pret climate survey findings against. We noted that the two prime 

possibilities for standards or criteria were: (1) comparison of 

findings from administrations of the survey in several agencies, and 

(2) comparison of findings from the repeated administration of the 

climate survey in the same agency. Obviously, the first option 

requires that at least one agency besides your own administer this 

climate survey, allowing you to compare and to evaluate responses 

obtained in that agency to those obtained in your agency. But even 

if other agencies use this survey and you are able to gain access to 

their results, you will confront some difficult questions about 
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whether and on what basis you can legitimately compare your agency 

to others. Thus, the first option, even if available, presents 

analytical difficulties. 

The second option, repeated administration within your own 

agency, is more within your control to fashion and we recommend it. 

By deciding to administer the climate survey periodically, you are 

provided the opportunity of forming an internal comparative data base. 

This will allow you to compare findings from the most recent adminis

trations of the survey--taking particular note of changes and whether 

these changes seem for the better or the worse. 

Ultimately, the interpretation of survey responses, with or with-

out a comparative data base available, will require that someone or 

some group of people (e.g., agency management) interpret the respon

ses and draw conclusions. In the directions for administering the 

survey, we described a ten-step process that included analysis of 

survey responses and the drawing of conclusions about those responses. 

Steps 8 through 11 (beginning with the coding of survey responses and 

ending with the drawing of conclusions) are inclusive of this analy-

sis interpretation and conclusion-drawing process. 

Step 8 - Coding 

Careful coding of the survey responses will save much time and 

trouble, and will permit a number of analyses to be conducted later 

with re1atj.ve ease. Each survey is .coded as an individual case, with 

an answer to each question provided from each case. All responses 

• 

from all returned surveys should be coded. Do not code only some of • 
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the responses, because in doing so you will often find that a ques

tion initially thought to be relatively unimportant takes on addi

tional importance after further consideration. Doing all of the 

coding at one time will save time and trouble in later going back to 

code these other questions. 

It is most useful for purposes of later statistical analysis if 

the responses are coded numerically. In the climate survey, the 

assigning of numerical codes is very simple as all of the questions 

have only five answer possibilities. An often used coding option is 

to assign "strongly agree" a code of 1, "agree" a code of 2, and so 

forth. In following this procedure, each question has a possible 

coded answer of 1 to 5. Each question can be treated as a variable 

and each response to each question can be recorded by a number. 

These numbers can be later analyzed to produce frequency counts and 

to calculate various kinds of statistical summaries as explained 

below. 

Step 9 - Preliminary Descriptive Analysis 

Once the surveys have been coded, preliminary analysis can begin, 

usually with the calculation and presentation of a frequency distri

bution of responses for each question. When calculating a frequency 

distribution, each survey question is analyzed to determine the way 

people responded on each question (e.g., SA 42; A 51; N 125; D 60; 

SD 35). In this example, 42 respondents answered "strongly agree," 

51 answered "agree," and so forth on a particular question. After 

calculating frequency distributions, we are able to inspect how 
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responses to each question are distributed across answer options. 

In the example above, we can note a fair amount of variation in how 

people answered. 

We may ~lect to stop the preliminary data analysis with the 

tabulation of frequencies; however, it is usually helpful if two 

further, relatively simple statistics are calculated: (1) a measure 

of central tendency, and (2) a measure of variance. These statistics 

provide us with a relatively quick way to gauge and to compare how 

the average or typical response differs from question to question and 

how much dispersion or variation in responses there is in each ques

tion. Measures of central tendency and measures of variance are dis

cussed in Volume III. You should refer to these sections for a list 

of the principal options available in measuring each. For example, 

in measuring central tendency, the options include calculating a mean, 

a median, or a mode. In computing variance, options include calcu

lating a standard deviation or quartiles. Each of these is relatively 

easily calculated, but each has its own special conditions to be met. 

Before selecting the option to be used in each case, we suggest a 

quick reading of Volume III. 

Frequency distributions, central tendency, and var.iance provide 

us with key pieces of information for analyzing survey responses. 

The importance of these statistics will become clear later when we 

discuss analysis and interpretation of responses to questions in each 

of the seventeen major survey sections. 

• 

• 
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Steps 10 and 11 - Complex Analysis and Conclusions 

The last two steps are the most important and also are more dif

ficult to perform than the previous ones. In these steps, art and 

science blend because the analyst must begin thinking what the 

responses mean in the context of :he particular agency and the par

ticular time the survey was administered. For example, suppose that 

90 percent of the respondents indicate that they believe departmen

tal assignment and reassignment practices are detrimental to doing 

a good job. The meaning of this statistic, aside from the obvious 

fact of the statistic itself, needs a context for interpretation. 

Perhaps the agency has just undergone a massive reorganization and 

things are abnormally unsettled. In this kind of situation we might 

feel comfortable concluding that negative responses from employees 

are a temporary manifestation of the current upheaval and are ex

plained by it. But what if nothing "abnormal" seems to be going on 

in tbe agency--that normal operating procedures and polices for 

assignment and reassignment are being followed. In this latter 

situation, the analyst might want to give further and detailed con

sideration to why a long-standing policy apparently produces such 

negative responses. 

Agency and time contexts provide the basis for interpreting 

statistics. Statistics by themselves tell us very little, as we can 

see from the example above about the effects of assignment and 

reassignment practices. Survey analysts who are not familiar with 

the agency and its environment may well come to erroneous conclusions 



146 

about what the responses mean, or about the conclusions that can be 

drawn from these meanings. We consider this problem below. 

ANALYSTS AND INTERPRETERS 

It is difficult and sometimes impossible for outside consultants 

to a~quire a good feel for the agency context; and, hence, it is 

usually difficult for them to interpret and to draw conclusions about 

survey responses on their own. Normally, people from within the 

agency must be involved in the interpretation process. The insider's 

knowledge of agency environment and climate and of its recent history 

is the grist for conducting sound analysis and drawing reasonable 

conclusions. An outside consultant can provide useful services in 

assisting the agency to code survey responses, calculating various 

statistics, and drawing preliminary conclusions about what the 

responses appear to mean. Many of the consultant's preliminary con

clusions will remain those of an outsider until considered and per

haps modified, if necessary, by those who are inside the organization 

and most familiar with its current condition. 

More than one insider generally ought to be involved in the 

analysis process. Relying on one inside person makes the analysis 

subject to one person's knowledge and biases about the agency. Thus, 

providing a reasonably complete picture of the agency context will 

usually be more thoroughly done if several agency personnel are 

involved in the analysis. 

One option is to form a task force or working group of agency 

employees to conduct interpretation and to draw conclusions. There 

• 

• 
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are numerous ways of putting such a group together. One is to assign 

somebody from the personnel unit, somebody else from the planning 

unit, one or more people from the upper management ranks, and one or 

more from the lower ranks within the agency. An outside consultant or 

expert could be added if this seemed desirable. The function or pur-

pose of a working group is to take the raw data on survey responses 

and to interpret them in light of an understanding of the agency and 

its recent history. Generally, it is not advisable for the agency 

head or chief executive to be involved in such a working group. Any 

report from the working group would normally be delivered to the 

agency head for his or her consideration, and those producing the 

report should normally be different from those reviewing and passing 

judgment on the report's interpretations and conclusions. 

The foregoing comments should serve as an introduction to the 

general processes involved in survey response interpretation. As can 

be appreciated, we have only summarized these important points. They 

will be raised again and again as we continue below with our discus-

sion of survey interpretation. 

ISSUES OF IMPORTANCE IN SURVEY ANALYSES 

Before discussing special analysis issues for each of the seven-

teen survey categories, there are several points about the way that 

the survey is formatted that require some attention. Awareness of 

these and their implications for analysis will provide perspective 

• during the survey interpretation process. These issues include (1) 

determining a questiGn's valence, (2) finding variation and looking 
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for associations, and (3) grouping questions within survey sections. 

Each of these issues is separately and briefly considered below. 

QUESTION VALENCE 

Some of the questions in the survey are stated positively and 

some are stated negatively. For example, "My supervisor manages 

people well" is a positively-stated question. Alternatively, "My 

supervisor does not manage people well" is a negatively-stated ques

tion. Positive and negative questions have been mixed throughout the 

survey in an attempt to provide some balance in the survey's tone. 

Furthermore, a mixture of negative and positive questions tends to 

alert respondents to read each question relatively carefully. If 

respondents hurry through the survey, checking all one column or 

another, without paying much attention to the questions and their 

valence (+ or -), it will be obvious to the analyst. 

We point out this issue about question valence or direction not 

just for the reasons above but also because it is important to con

sider when interpreting the response pattern statistics. Frequency 

distributions, measure of central tendency, and variance need to be 

considered in light of question direction. For example, if a ques

tion is stated positively, we would normally associate the most posi

tive answer with "strongly agree" (e.g., the respondent indicates 

that he or she strongly agrees that "the supervisor manages people 

we11." Alternatively, with a negatively phrased question, the 

"strongly agree" has the most negative implication (~.g., the respon

dent indicates that he or she strongly agrees that "the supervisor 

• 
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does not manage people well.") The point is that analysts must not 

assume that all "strongly agree il answer options anchor the end of the 

scale that describes a positive agency climate. For some questions 

this will be true, but for other questions (the negatively phrased 

questions) we would hope to find answers clustering toward "strongly 

disagree." 

All of this assumes that there is some acceptable basis for 

determining question direction with respect to positive and negative 

aspects of organizational climate. For some questions, direction is 

obvious. For example, respondent indications that they do not per

sonally support or agree with agency missions and goals would nor

mally not be considered a positive or preferred climate condition. 

Likewise, respondent views that the agency does not compete well 

with other criminal justice agencies in the area in attracting quali

fied job applicants also does not seem to speak well about the agency. 

For most questions in the survey, and under normal situations in most 

agencies, the issue raised in the question can be judged for effect 

on agency climate in a relatively straightforward and commonsense 

way. Unfortunately, not all questions and their answers can be 

interpreted quite so easily. Some questions will have a direction 

only if the analyst assigns it one within the context of his or her 

particular agency (e.g., agency salary and wages should be set 

through union contract). There are very few such questions in this 

climate survey, and we have identified them as "neutrally" phrased 

questions. 
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In the section of this narrative that describes the questions 

found in each of the seventeen survey categories, each of the ques-

tions is labeled according to its assumed valence. This labeling 

we did on the basis of what common sense and organizational theory 

suggest should be associate~ with a positive organizational climate 

and on what usually is not. Agency analysts, working within the 

context of their particular agency may wish to reconsider our 

assigned valences in some instances. 

FINDING VARIATION AND LOOKING FOR ASSOCIATIONS 

As previously noted, an important activity in analyzing survey 

responses is to consider variation in frequency responses in each 

question. Sometimes we will find general agreement among repondents. • 

In such a situation, responses will tend to pile up in one or two 

adjacent answer options and variation among employees in how they 

view the particulr issue being raised is considered to be compara-

tively slight. However, it is far more usual to find substantial 

difference of opinion (or variation) among respondents as they 

record their answers. For example, when looking at responses to a 

particular question, say a question about goal and mission clarity, 

we may find a distribution something like this: 42 strongly agree; 

65 agree; 70 neutral; 60 disagree; and 35 strongly disagree. In 

this situation, we might well be curious why 107 respondents 

(42 + 65) are on the "agree" side while 95 (60 + 35) are on the 

"disagree" side. 

• 
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When variation is found in how respondents answer questions, 

and we start thinking about the possible reasons for these response 

variations, one question that may quite logically come up is: "Do 

people who answer a question one way have certain characteristics, 

while peop12 who answer another way have other characteristics?" 

And we might ask a second question that goes something like this: 

"Do people who answer question X one way, answer other questions a 

certain way?" When attempting to find answers to these kinds of 

questions, analysis is focused on uncovering associations. More 

often than not, the process of finding associations is the crucial 

first step in eventually being able to identify the reasons why 

people differ in their responses to questions on climate surveys. 

In the example above where 107 respondents are on the agree 

side of the goal-clarity question and 95 on the disagree side, 

associations can be looked for as a first step in uncovering reasons 

for the variation. One possibility is that the agreeing and dis

agreeing respondents tend to be from different organizational units 

or shifts, or are in different age groupings, or have differing 

levels of education. For example, in sheriff departments, it is not 

uncommon to find that personnel assigned to the jail have substan

tially different opinions from those assigned to road patrol or law 

enforcement divisions. Thus~ one thing to do when considering rea

sons for variation in survey responses is to develop composite 

responses across the employee demographic variables such as unit 

assignment, age, educational attainment, rank, etc. This will help 
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to tell us initially whether the differences in responses can be 

associated with a particular unit, rank, age bracket, and so forth. 

If so, we have secured important information about where potential 

problems reside and who most frequently report their existence. 

A second thing we might want to consider involves comparing how 

people answered on two or more questions. For example, concerning 

variation in responses about how clear agency missions and goals are, 

we might want to consider how people answer this question compared 

to how they answer another question--perhaps a question about whether 

he or she is clear about his or her job duties. When making these 

kinds of comparisons, we are looking for associations. The more of 

these associations that can be put together, thereby grouping ques

tions a,nd t~SPQIlSe patterns, the more we are able to generate a list 

of the factors associated with and potentially contributing to agency 

human resource problems and to a negative agency climate. 

To summarize these comments about analyzing variation in 

responses and looking for associations, we may say that two general 

steps are involved. First, inspect the frequency distribution for 

each question and note how much responses vary, either tending to 

spread out across the answer options or tending to pile up in one 

place or another. Second, consider the nature of variations and 

whether they may be associated with variations in other questions. 

When attempting to find associations among variables, it will be use

ful to give some consideration to the last part of our directions on 

climate survey interpretation--the section titled, "Analyzing 

• 
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Climate Survey Responses for Purposes of Problem Identification." 

This section continues and expands upon the comments made here about 

finding associations. 

GROUPED QUESTIONS WITHIN SECTIONS 

Each section of the survey contains a series of questions con

sidered germane to a specific topic or issue of agency human resource 

management (e.g., selection, training and development, compensation, 

etc.). Within each of these sections some questions can be considered 

to be more closely associated with one another than with others. For 

example, in the section on employee discipline, one question asks the 

respondent whether "disciplinary penalties given to employees fit the 

infraction." In another question from the same section the respondent 

is asked whether his or her supervisor is fair when handing out dis

cipline. Obviously, these two questions are different in some impor

tant respects--one relates to the respondent's supervisor and the 

other more nearly concerns the agency generally. However, both of 

these questions can also be seen to be very closely concerned with 

the "fairness" of discipline in the agency. To the extent that we are 

interested in drawing as complete a picture as possible about fair

ness, we would want to consider both of these questions as part of 

a package composed of questions that each highlight or treat a 

slightly different aspect of disciplinary procedure fairness. 

Every section of the survey has questions that can be grouped 

in this manner. How these qustions can be grouped and what dimension 

r 
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or aspect is assumed to unite them may not be immediately apparent in 

all cases. In the discussion that follows in the next section of 

these materials, we discuss some of the possible groupings of ques-

tions within each section, and we also identify the concept that each 

of these groupings is assumed to be related to. For example, further 

on you will see that one of the groupings in the survey section con-

cerning employee discipline is about "fairness" and that Questions 1, 

3, 7, 11 through 14, and 17 can be seen variously to treat that con-

cept. 

We will not of course identify all possible groupings and their 

associated concepts. And we have not tested the validity of our 

groupings, except by way of applying a face-value or commonsense test •• 

Nonetheless, the groupings that we layout will help you to get 

started in the process of using several questions to get a clearer 

picture about some issue (e.g., fairness of employee discipline). But 

our groupings will only give you a start. You may well want to think 

up other question groupings to deal with other concepts of interest. 

Common sense and a reading of the rest of the material in Volume II 

will give you a good start in thinking through some of these other 

possible groupings (both the grouping of questions within a section 

and the grouping of questions from several sections). 

ANALYZING RESPONSES IN THE SEVENTEEN SURVEY CATEGORIES 

We now turn our attention to the analysis of responses within 

each of the seventeen survey categories. Each of the brief sections 

• 
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below considers a separate survey category. We consider them in order 

of their appearance in the climate survey. 

I Missions and G~ 
With the questions in this section of the survey, employees are 

asked about the perceived clarity of agency goals and missions, about 

the perceived relevance of jobs to achieving goals, and about the 

amount of input emploY'ces see themselves as having in setting agency 

missions and goals. Also, employees are asketd to lIevaluatell several 

aspects of agency missions and goals. 

All of the questions except Question 2 are stated in the 

• IIpositivell--meaning that one would normally associate a "good" organi-

zational climate with responses in the categories IIstrongly agree" 

and "agree. 1I If responses cluster toward the opposite end of the 

continuum (1. e., IIstrongly disagree ll ) employees may be seen to be 

negatively evaluating goal and mission clarity, reasonableness, 

achievement, job-relatedness, etc. 

Question 1 assesses whether agency missions and goals have been 

clearly defined, while Questions 6 and 7 assess whether they have 

been clearly communicated and are understood by the employee. Ques-

tions 2, 3, 4, 9, and 10 are a series of evaluative questions about 

goal conflict, reasonableness of goals, agency goal-achievement, 

employee support for goals, and the relationship of goals to commu-

nity needs. Questions 5 and 11 are about-employee input in the pro-

• cess of determining agency missions and goals. Question 8 addresses 

what may be for many employees a contributing factor to morale--
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whether the employee sees his or her job as important to fulfilling 

agency purposes. 

Employee knowledge of and acceptance of agency missions and goals 

can be important to job performance and to the health of the agency 

work climate. Agency and work unit missions and goals provide a sense 

of purpose and justification. The absence of clearly defined goals 

or the absence of employee knowledge and acceptance of them can leave 

employees directionless regarding the purpose of their work, thereby 

potentially affecting their morale, motivation, or performance. Goal 

conflict may yield confusion as employees attempt to do their jobs. 

When analyzing responses to questions about missions and goals, 

particular attention should be devoted to the issues noted above • 

Responses that indicate a lack of goal clarity and a lack of employee • 
knowledge and acceptance of goals are not evidence that employee job 

performance and morale are low, or that there is even a problem 

requiring attention. But "negative" responses are indicative of 

potential soft spots that may come to be associated with or be a con-

tributing factor to other problems such as performance. Certainly it 

would seem sound to recommend a general review of agency missions and 

goals if responses in this section are consistently negative. 

I Jobs, Tasks and Roles 

This section of the survey asks the respondent about his or her 

job and also about other jobs in the agency. Respondents are asked 

about the existence and clarity of job descriptions, the reasonable-

ness of job duties, their input into defining their job duties, and • 
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the apparent degree of agency awareness about what they actually do on 

the job. In exploring these issues, we move the level of questioning 

from rather general notions about missions and goals to more specific 

concerns about the respondent's job. 

The work done in an agency can be seen as tasks and roles grouped 

under various job headings or titles. Employee perceptions about the 

nature of their jobs are a central aspect of the assessment of organi

zational climate. We need to know whether employees see their jobs as 

relevant and important to achieving goals and missions. There are 

also questions about official agency job descriptions and whether or 

not employees see these as compatible with actual jobs and work done • 

We also need to know whether employees view their jobs as too demand

ing or unchallenging, or whether the jobs of employees are viewed as 

including the right combinations of specific roles and tasks. Finally, 

we need to know whether employees feel sufficiently informed by mana

gers and supervisors about expected or preferred performance in jobs. 

QUf:S tions 1 through 3, 7 through 9, 11, and 13 are phrased 

negatively while the remaining questions are phrased positively. Ques

tions 1 through 3, 9, 10, 14, and 15 ask the respondent to evaluate 

several aspects of his or her job. Questions 4 through 6 ask about 

the existence and accuracy of job descriptions. Question 7 probes 

the degree to which respondents feel that they are informed of and are 

clear about their job duties. Questions 8, 11, and 12 ask respondents 

to evaluate the degree to which the agency and supervisors appear 

informed about the actual nature of work performed on the job. 
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Questions 13 and 16 ask about how much the agency has sought employee 

input in defining the roles and tasks of specific jobs. 

When analyzing responses to questions in this part of the survey, 

we can begin to get a sense of how compatible the employee perceives 

his or her job to be. Consistently negative evaluations of agency 

job-expectations, agency job-descriptions, and agency knowledge of the 

actual amount and kind of work done by employees in doing their jobs 

are indicators of potential problems. These problems may ultimately 

manifest themselves in low morale, low job performance, confusion in 

performing work tasks, and job tension. Survey responses negatively 

evaluating such job-related issues suggest the advi8abi1ity of giving 

further attention to any or all of the following issues: (1) the • --accuracy of current written job descriptions, (2) the reasonableness 

of current job and work expectations, (3) the amount and kind of 

employee input sought in the job design and description process, and 

(4) the means by which and the sufficiency with which employees have 

been informed of job duties and expectations. 

Issues about the accuracy and clarity of job descriptions are 

fundamental. Without accurate and clear job descriptions, especially 

descriptions that reflect actual job duties, numerous negative conse-

quences can result for the agency. In particular, employee perfor-

mance expectations and employee performance appraisal systems may 

very well not be grounded in the realities of work. Furthermore, 

there may very well be confusion about what kind of people to recruit 

and to select. Employees themsE'1.ves may be under some tension, either. 
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not knowing what their job is, or being caught in the middle between 

the "official" job description and what they actually are told to do 

by supervisors. Accurate and clear job descriptions form the basis 

of nearly all other aspects of personnel administration. 

If roles and tasks are inappropriately grouped into,) jobs, employ-

ees may come to feel that their jobs are impossible to do, leading to 

frustration and possible negative effects on performance. Employee 

perceptions that their job has an inappropriate combination of roles 

and tasks, or that descriptions of their job are inaccurate, or that 

they have not been clearly informed of their job duties are important 

indicators of fundamental problems having potential effects, such as 

those noted above. 

When analyzing responses to questions in this section of the 

survey, special attention should be paid to those questions about the 

employee's own job (Questions 1, 2, 5 through 7, 9 through 11, and 13 

through 16). Responses to these questions will more directly reflect 

a wealth of personal experience and knowledge. So too, most of these 

questions more nearly address concrete behavior (e.g., this agency 

does not regularly collec~ information about the actual activities 

that I perform in my job). 

f Job Knowledge and Skills 

In this group of questions, we look at another aspect of the 

employee's job--the knowledge and skills the employee should have 

when doing the job. To do a job well enough an employee must have the 

requisite job-related knowledge and skills. A central issue is the 
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compatibility between knowledge and/or skill requirements and the 

nature of work done in a job. One aspect of assessing this compati

bility is to determine employee perceptions about how clearly the 

requisite knowledge and skills have been identified by the agency. 

Another dimension of such an assessment is how much employees feel 

that they and co-workers possess requisite knowledge and skills. 

Finally, two other issues are important: Does the agency appear to be 

concerned that employees have requisite knowledge and skills? Is the 

agency aware of knowledge and skill deficiencies among employees? 

Questions 9 and 10 have been negatively phrased, and the remain

der of the questions positively. Questions 1, 2, and 12 assess the 

existence and adequacy of agency documents enunciating the knowledge 

and skills required in doing jobs. Questions 4 and 5 probe respondent 

views about supervisors' awareness of knowledge and skills needed by 

employees under them, and of the supervisor's knowledge of deficien

cies in these among job incumbents. In Questions 3 and 6 through 10 

respondents are asked to evaluate how successful the agency has been 

in attracting sufficiently informed and skilled people to fill jobs. 

Question 11 asks whether respondents have been given the opportunity 

for input when the agency gives consideration to or sets knowledge and 

skill requirements. Question 13 asks the respondent to assess his or 

her own job-related knowledge and skills. 

When analyzing responses to this section of the survey, it should 

be borne in mind that we are not questioning the nature of the job 

itself, but rather the basic tools that are thought important for the 

jobholders to have. If from the previous survey section about jobs, 

• 
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we find a generally positive pattern of answering, we may still 

encounter a generally negative pattern of response in this section on 

job knowledge and skills. In such a situation, employees would seem 

to be calling attention more to the qualifications of jobholders than 

to the nature of jobs and job expectations. Specifically, attention 

would seem to be drawn to the adequacy of agency knowledge and skill 

requirements, and to the ability of the agency to staff its job posi

tions with sufficiently qualified employees. If respondent views are 

consistently negative across the questions, the apparent degree of 

interest in and ability of the agency to address employee job-related 

qualifications is called into question . 

Care should be taken to separate perceptions of accuracy and 

adequacy in defining knowledge and skill requirements from those about 

the agency's IIsuccess" in acquiring qualified employees. For example, 

Question 2 is about the former while Question 3 is about the latter. 

Employee respon.ses that indicate agency success in accurately defining 

and communicating knowledge and skill requirements may be consistent 

with responses that indicate low levels of knowledge and skill among 

job incumbents (e.g., negative responses on Questions 6, 7,8, and 9). 

In such a situation, the negative responses· are more indicative of 

potential problems in recruitment, selection, training, and job assign

ment practices. 

This last point is a good example demonstrating the interrelated

ness of the sections of this survey. Negative responses to questions 

about, for example, the job knowledge and skills of co-workers tips 
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us off to a set of potential prob1ems--such as with performance. But 

we may not have sufficient information yet to begin deciphering what 

the reasons for such problems are. Responses in other portions of the 

survey (e.g., selection and training) will need to be analyzed in 

conjunction with responses in this section to get a clearer picture of 

why the knowledge and skills of co-workers are apparently rated nega-

tively. 

Regardless of the more complicated issues of analysis as noted 

in the example above, negative employee responses to items in this 

section of the survey call our attention to a set of possible problems 

centering on employee job qualifications. The broad category of prob-

lems hinted have to do with the agency's ability adequately to define • 

and to communicate job qualifications and to apply these in filling 

its jobs with qualified people. The absence of formally stated and 

understood knowledge and skill requirements has negative consequences 

for the agency in adequately defining recruitment and selection cri-

teria. People unsuited to work in the agency may nonetheless be hired 

because clear and accurate thought has not been given to knowledge and 

skill requirements. So too, the absence of standards of knowledge and 

skill makes it difficult, if not impossible, to assess employee defi-

ciencies in these areas and to assess job-related training needs. 

(Manning Levels I 
This section of the survey gets at perceptions about agency 

staffing levels. Questions 1 through 6 and 10 may be viewed as 

"positively" phrased while Questions 7 through 9 can be viewed as • 

"negatively" phrased. 
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These questions are about the adequacy of current agency staff

ing levels, both overall and within various units and shifts. Employee 

views about manning levels are important with regard to three central 

issues: (1) whether or not agency management keeps itself informed 

of and up-to-date on staffing requirements; (2) whether or not there 

are staff shortages that markedly affect productivity (or whether 

there is over-staffing); and (3) whether or not manning levels relate 

to and are flexible enough to accommodate short-term shifts in man

power needs. 

In Questions 1 through 3 and 7 through 9 respondents are asked to 

evaluate the adequacy of the agency's work force size (views about 

there being too few or too many employees are both examined). Some of 

these questions are also about the adequacy of the distribution of the 

existing work force. Questions 5 and 6 are about distribution of the 

work force across shifts and divisions of the agency. Question 4 is 

about employee input into the process by which the agency determines 

how big a work force it needs. In Question 10 respondents are asked 

to evaluate how much the agency appears informed of work loads--a 

prime determinant of work-force requirements. 

In this group of questions, analysts are securing information 

from employees about the adequacy of manning levels compared to work

load demands put on the agency and on its divisions or units. During 

analysis, care should be taken to separate indications of insufficient 

manpower in the agency overall from indications of inefficient use of 

existing resources due to poor assignment and allocation practices. 
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For example, in Question 1 respondents may indicate a general belief 

that overall the agency has enough personnel, but answers to Questions 

5 through 7 and 9 may indicate a perceived misallocation of these 

resources among work units. These latter questions provide us some 

preliminary comment on agency assignment practices, which we will 

consider more fully in a later section of the survey. 

Negative responses to questions in this section of the survey 

not only identify possible staffing problems but also point to sources 

of job stress and low morale. Indications of understaffing and over-

work, especially when strongly reflected in responses, hint at fur-

ther problems of job stress, low morale, and causes of poor perfor-

mance. The problem may not simply be one of too small a staff in the~ 

agency overall but may also be related to assignment practices and 

to the way in which roles and tasks have been combined into jobs. 

Thus, when analyzing questions in this section of the survey, atten-

tion should also be focused on the sections "Jobs, Tasks, and Roles" 

and "Assignment and Reassignment." 

Recruitment I 
This section of the survey asks respondents to comment on the 

agency's recruitment process. A great deal of care should be exer-

cised in interpreting responses to questions in this section because 

most employees are not in a position to view the recruitment process 

directly (except of course through their own experience at being 

recruited). Thus, responses to questions in this section are likely 

to be based on comparatively loose impressions and perceptions. • 
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Nonetheless, to the extent that the agency has informed its 

employees of its general recruitment policies and procedures, and to 

the extent that employees have seen some visible manifestations of 

these policies (e.g., agency job advertisements), employees may be in 

a position to venture opinions about agency recruitment processes. 

Besides, although employees often are not in a position to assess 

recruitment practices directly, they may well develop perceptions 

based on contacts with new employees, the community, agency recruit

ment drives, or their own experience in being recruited. Gathering 

employee perceptions about recruitment practices and their effects 

extends to several issues. One issue is the agency's ability to 

attract qualified job ~pplicants and the nature of competition from 

other employers for applicants. Another issue is the factors that 

influence the availability of job applicants. So too, employee 

assessments of the procedures used by the agency to attract qualified 

applicants can provide valuable feedback. Related issues include 

perceptions about the ability of the agency to attract qualified 

members of minorities and women, and the availability of qualified 

applicants in the labor market. 

The recruitment process bridges one of the most important 

boundaries between the agency and its environment: the agency's 

need for personnel and the environmental supply of human resources. 

Thus, some of the questions in the recruitment section delve into 

varying aspects of mediating between the agency's need for people 

and the environmental supply of people. Agency employees are 
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simultaneously members of the agency and the environment. In their 

private lives, as well as in their official agency roles, they come 

into contact with other people in the environment who are not 

agency employees. From these kinds of contacts, employees may well 

be able to form judgments about the views outsiders have of the 

attractiveness of jobs and working conditions in the agency and the 

agency's ability to compete with other employers in recruiting quali

fied job applicants. 

Questions 1 through 3 and 7 and 8 are positively phrased, Ques

tions 4 through 6 negatively. Questions 1 and 5 are about the 

agency's ability adequately to inform potential job applicants about 

the nature of work in various job openings. Questions 2 and 3 are 

about the agency's recruitment programs for minorities and women. 

When analyzing responses to these latter two questions, it should be 

remembered that the questions ask about the quality of recruitment 

programs currently used to recruit women and members of minorities, 

and not about the success of the agency in attracting minority and 

female job recruits. Yet respondents may not differentiate between 

the program and the effects of the program. Thus, responses may be 

predicated on program outcomes to a very large degree. 

In Question 4 respondents are asked to give a general appraisal 

of the local labor market while Question 6 extends this further by 

requesting respondents to appraise the attractiveness of jobs in the 

agency. Questions 7 and 8 probe the respondent's views about agency 

recruitment efforts generally, first asking whether the agency 

• 

• 
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appears to have a good idea about the kinds of people it needs to 

recruit and finally whether the agency seems successful in its recruit

ment efforts. 

Because respondents generally have only indirect knowledge of 

agency recruitment efforts, negative responses to questions in this 

section mayor may not be based on factual knowledge. The amount of 

difficulty this poses varies from question to question. For example, 

employees normally can be expected to have seen and to have read job 

advertisements placed by the agency and thus are in a fairly good 

position to evaluate the accuracy and relative completeness of these 

descriptions. But Question 6 asks respondents to relate how potential 

job applicants view jobs in the agency; one would expect direct know

ledge about this to be limited. Besides, the respondent's own views 

about the attractiveness of jobs in the agency may well color his or 

her responses. 

Problems of interpretatiotl notwithstanding, respondent views 

about the agency recruitment process can provide insight into an 

important area of personnel administration and practice. If responses 

cluster toward the negative, analysts are encouraged to give further 

consideration to the agency's practices and policies related to 

recruitment. In particular, responses may provide an indication of 

problems with job advertisements that may affect the quality and 

number of job applicants. So too, to the extent that the agency has 

difficulty in recruiting qualified job candidates, responses to these 

questions begin to provide some clues about the possible reasons for 

these difficulties. 
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Selection 

The questions in this section of the survey are about the agency's 

selection processes--the processes themselves and their effects in 

securing qualified employees. As with recruitment, employees gen

erally have only indirect knowledge of the actual practices and pro

cesses associated with selection. However, employpes do have much 

more direct contact with the effects of selection practices because 

those selected show up later as co-workers. 

Employee perceptions about the effects of the selection process 

(e.g., the quality of those selected) can provide important indirect 

assessment of the agency's selectj.on practices. Among the issues 

useful to explore: whether employees think tha~ the agency adequately 

tests the knowledge and skills of applicants, and whether the overall 

set of selection procedures seems to result in qualified applicants' 

being offered positions. We also need to know whether the agency's 

hiring procedures are viewed as discriminatory. Another issue has to 

do with perceptions about the apparent job-relatedness of selection 

procedures and criteria: Do extraneous (non-job-related) factors 

appear to enter into the selection process? 

When responses to questions in this section are being inter

preted, the difference between knowledge of the practice and experience 

with its effects should be borne in mind: When respondents are com

menting on selection practices, it is wise to consider that their 

responses may well be based on effects and not based on any direct 

• 

knowledge about the practice. For example, Question 7 asks respondent~ 
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whether the agency's hiring (selection) practices discriminate against 

minority groups. The respondent may not be directly informed about 

selection procedures and the procedures may not be discriminatory on 

any objective basis; yet, the respondent may note a general absence 

of minority recruits and may assume that this represents some con

scious or unconscious policy. Nonetheless, responses indicating dis

criminatory practice exists point toward a potential problem requir

ing attention: the problem may be actual discrimination or it may be 

misperceptions among employees. In either case, additional diagnosis 

and possible remedial action would seem to be called for. 

This kind of interpretative process (as above) should be consid

ered when analyzing all questio.ns in this section of the survey. 

Especially when consistently negative responses are recorded through

out the section, analysts should be encouraged to take a close and 

complete look at the selection process, the kinds of new employees 

it produces, and the perceptions generated by these processes among 

employees. 

Questions 3, 6, 7, 8, lO~ 12, and 13 are phrased negatively, the 

remaining questions positively. The classification of questions in 

this section is somewhat difficult because of the difficulty in 

separating selection practices from effects of the practices. None

theless, we have divided these questions into three groupings, 

although for some questions their assignment to one group or the 

other is somewhat arbitrary. 
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Questions 1, 2, and 13 most directly require respondents to 

assess the effects of selection processes (i.e., what kind of people 

get hired). Question 9 asks respondents to evaluate how much employee 

input has been sought in developing selecton criteria. The remainder 

of the questions ask process and procedural questions, although 

analysts should be reminded of our previous comments about the diffi

culty of separating the two prime bases for responses: actual know

ledge of selection procedures from knowledge of their effects. 

Views that the agency's selection procedures are discriminatory 

or that they do not have sufficient job-related criteria associated 

with them or that they do not result in obtaining "high" quality new 

employees can have several consequences if true. Among other things, 

perceptions about new employees may be negatively influenced, making 

their transition into the work environment difficult. Employee per

formance may be affected by the view that since the agency doesn't 

seem to pay much attention to the quality of new hires, the agency 

must have concommitantly low expectations about the job performance 

of its employees. All of this may have potentially negative effects 

on morale and additional effects on performance. 

Consistently negative responses to questions in this section 

minimally indicate potentially negative consequences, as noted above. 

Problems with specific practices may be tipped off (e.g., that selec

tion procedures are discriminatory). However, to be able to reach 

accurate judgments about the selection practices themselves will 

mean further information collection and analysis--a process we dis

cuss in the last section of this narrative. 

• 

• 

• 
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[iiaining and Development 

In this section, we are concerned with respondent views about 

agency efforts to train and to develop personnel. Together with 

recruitment and selection, training and development comprise the 

triad of activities engaged in by the agency to secure appropriately 

qualified employees. For this reason, and in addition to separately 

analyzing responses in each of these three categories, analysts need 

to consider how responses across the recruitment, selection, and 

training categories provide an overall picture of the agency's 

efforts to secure qualified employees. Generally negative responses 

across the recruitment, selection, and training and development cate

gories indicate a need to review the entjre employe·e acquisition and 

development process. 

Training and development includes orientation programs, pre-

employment training, on-the-job training, specialty or advanced train

ing, and career-advancement preparation. With each of these kinds of 

training, employee perceptions about the quality, quantity, timeli·

ness, and utility (job-relatedness) of the training and development 

need to be assessed. Other issues requiring attention include 

employee views on the level of organizational commitment to training, 

development, career advancement, and the devotion of sufficient 

resources to these end·eavors. 

The questions on training and development assume that employees 

have been recruited and hired; thus, the intent of questions in this 

section is that respondents consider only the development of employees. 
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Some questions are only about the amount of training, while others 

are about the quality and content of training. Further distinctions 

are drawn among preemployment, on-the-job, and in-service forms of 

training. Respondent views about the apparent commitment of the 

agency to training and development are solicited, as are views about 

agency efforts to permit employee input into the process of determin~ 

ing training program options and configuration. 

Questions 1 through 6 appraise training options for new employ-

ees. Questions 7 through 12 are about training opportunities and 

agency attitudes toward training beyond the recruit or new employee 

level. In Questions 13, 14, and 16 respondents are most directly 

asked to assess the agency's awareness of training needs and the pro

vision for these needs. In Questions 15 and 17 through 19 the respon-~ 
dent is asked to assess the adequacy of his or her own training. 

Question 20 is about agency policies or decisions regarding the 

selection of employees who are to receive advanced or specialty 

training. 

When analyzing responses to questions in this section of the 

survey, care should be taken to remember that training a~d develop-

ment is a multifaceted thing. Therefore, in addition to developing 

overall perceptions about employee views of the agency's training 

and development program, specific areas and kinds of training (e.g., 

new employees, advanced, on-the-job, etc.) need to be individually 

examined. Negative responses (if there are any) may cluster in only 

certain training areas. Or negative responses may abound throughout, 

~ 
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Training and development can have a fundamental effect on 

employee morale, job satisfaction, and job performance. Insufficient 

training may affect morale and job performance by leaving the em

ployee with not enough knowledge to perform his or her job duties 

with confidence. The absence of training opportunities stifles pro

fessional development and career advancement--at least it may 

engender perceptions of its so doing. So too, newly hired employees, 

no matter how bright, motivated, and appropriately skilled, need 

specialized training that fits their job assignment. The absence of 

such training will almost certainly affect job perforamnce and per

sonal confidence. Negative responses to those questions that address 

the employee's personal experience with agency training opportunities 

begin to tip us off that there are problems such as those cited above 

and that they negatively affect the work environment and job perfor-

mance. 

Also, negative evaluations on training may relate to similarly 

negative evaluations of the agency's success in identifying Job 

knowledge and skills, in setting performance standards, iIi making 

promotional .and assignment decisions and the like. For example, we 

might well e~~ect that evaluations about the relevance of agency 

training opportunities will be closely associated with evaluations 

about the degree to which the agency has identified and communicated 

required knowledge and skills for jobs. So too, without performance 
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standards, the measurement of deficiencies is difficult and determin-

ing training requirements is also problematic. 

I Assignment and Reassignment I 
This section of the survey moves us beyond concerns of acquiring 

and developing human resources toward the issue of what is done with 

employees once acquired and developed. Assignment and reassignment 

are the principal means by which the agency exercises internal control 

over the allocation of often scarce human resources. Employee per-

ceptions about assignment and reassignment practices in the agency 

concern both the nature of these practices and their effects. One 

important issue is whether or not agency assignment and reassignment 

practices seem to match job requirements with individual employee • qualifications. Also important are perceptions about whether or not 

employee input is sought and used in making assignments and reassign-

ments. One particularly important aspect of assignment and reassign-

ment practices is their effect on the stability or instability of job 

assignments in the agency. Employee perceptions about how often and 

with how much lead time reassignments are made, and how this affects 

work performance in turn are key issues. 

The questions in this section are about these fundamental issues. 

First, we assess perceptions about the effects that assignment and 

reassignment practices have on the ability to do jobs. Second, the 

employees personal experience with and assessment of these practices 

is queried. Third, we examine respondent views about how far em-

p10yee qualifications and desires are matched to job assignments. • 
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Questions 1 through 3, 8, and 10 through 15 are phrased posi

tively, the remainder negatively. Questions 9 and 13 through l~ 

solicit views about the empl~~ees personal experiences with assignment 

and reassignment practices; in the rest of the questions the employee 

is asked to draw some general conclusions about these practices in 

the agency overall. Questions 2, 13, and 15 are about the input of 

employee preferences into the job assignment process. Questions 4, 

8, 11, and 14 are about the match achieved between employee qualifi

cations and job requirements. Questions 9, 10, and 12 broadly survey 

the perceived effects of agency assignment and reassignment policies 

on job perforamnce. The remainder of the questions probe views about 

assignment policies in general: their fairness, consistency, pre

dictability, and so forth. 

When analyzing responses to questions in this section, our pri

mary concern is to uncover employee perceptions about the internal 

allocation of human resources. Frequently, agencies have more in

ternal control over this policy area than they do in acquiring and 

developing human resources. The more effective use (assignment and 

reassignment) of existing human resources is a principal area of 

flexibility often allowed the agency. Uncovering potential problems 

with assignment practices is crucial to activating this important 

area of policy latitude. Negative responses to certain kinds of 

questions, or to questions across the board in this section of the 

survey alerts the agency to potential problems, the resolution of 

which might significantly improve both the agency climate and its 

performance. 
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Some of the problems that may develop from poor assignment and 

reassignment practices include (1) work and job disruption owing to 

frequent and short-notice reassignments; (2) poor performance because 

reassignments are made so often that employees do not have a chance 

to settle into a job and become efficient in doing it; (3) poor per

formance because assignment does not adequately consider employee 

qualifications; (4) low morale and job satisfaction owing to the 

frequent need among employees to change work environments, to learn 

a new set of job expectations, and to do a new set of job duties; (5) 

low employee morale and job satisfaction owing to insufficient atten

tion to employee job preferences. This last problem may also be 

related to issues of recruitment and se1ection--that is, people with 

inappropriate or inaccurate perceptions of the jobs in the agency may 

have been hired and there may be no job in the agency that will meet 

their expectations. 

Promotion and Demotion 

The questions in this section of the survey have to do with major 

ways in which human resources can be moved within the agency: up or 

down reassignment within the agency hierarchy. Effective promotion 

and demotion policies are not only crucial to improving agency per

formance~ but they naturally have substantial effect on morale. 

Questions 3, 4, 5, 7, and 11 are phrased positively, the remainder of 

the questions negatively. 

Promotion is a mechanism by which agencies reassign employees in 

the orgenizaciona1 structure to jobs with more responsibility, 

~ 
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authority, or pay. Demotion is a similar mechanism used to reassign 

employees to jobs with less responsibility, authority, or perhaps 

pay. First, there are issues of the availability of promotional 

(career advancement) opportunities and whether these parallel indivi

dual employee preferences or desires. Second, there are issues of 

the perceived objectivity and fairness of promotional practices and 

decisions. Related to this issue are matters of effects: (1) Do 

promotional procedures and criteria seem to result in the "best" or 

at least in suitable individuals being promoted? (2) Are promotional 

practices viewed as discriminatory? With regard to demotions, we 

need to know whether the procedures and criteria followed in making 

demotions are perceived to be fair and legitimate. 

Questions 1 and 7 request an assessment of promotional opportu

nities available in the agency. Questions 2, 3, and 6 ask respon

dents to assess the current promotional system in terms of whether 

the best people are promoted and by what criteria promotion decisions 

appear to be made. Questions 4 and 5 assess aspects of the promo

tional system overall. Questions 8 through 10 assess discrimination 

in the promotional process. And Questions 11 through 13 assess 

demotion practices. 

When analyzing responses to questions in this section of the 

survey, it is not surprising to find usually that a large percentage 

of respondents assess promotional opportunities negatively. Organi

zations generally find it impossible to meet employee aspirations in 

this regard. The more crucial questions in this category are the 
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appraisal of promotion and demotion policies and how much these 

policies are perceived to produce qualitatively sound results. Con

sistently negative responses signal the need to review promotion and 

demotion procedures. One further thing to do when analyzing these 

responses is to compare responses on Question 7 to how the other 

questions were answered. If there is variation in responses in 

Question 7 (how satisfied people are with their own promotional 

opportunities), we can check for any apparent patterns of response in 

the other questions, using personal satisfaction with promotional 

opportunities as a control variable. 

Obviously, not all people in an agency seek or want promotion. 

Some are perfectly happy with their present jobs. However, if em

ployees seek promotional opportunities and if opportunities are not 

available, difficulties in morale and retention may ar.ise: employees 

may be led to look elsewhere for such opportunities in new jobs. 

Performance may also be affected through a relative lack of promo

tional opportunities because, for some people, the lack of advance

ment opportunities will take away an important incentive for exem

plary work. 

Regardless of the relative availability of promotional opportu

nities, the system and criteria by which any promDtions are made can 

likewise greatly affect morale and agency performance. If the pro

motional system discriminates, does not recognize those most quali

fied for additional responsibilities, or does not seem to be based on 

job-related criteria, there may be several consequences: (I) the 

• 
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• 
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promotion of individuals incapable of performing new job duties, (2) 

negative effects on the supervisory and managerial capability of the 

agency, and (3) declines in agency performance. Obviously, these 

consequences build on one another. 

Demotiona1 procedures that are viewed as unfair, not affording 

due process, and seeming to be capricious or made for unwarranted 

reasons will create uneasiness among employees, thereoy dffecting 

morale. Such uneasiness may lead to problems of employee retention. 

Also, such a climate may lead employees to seek anonymity in doing 

their jobs and to avoid controversial or difficult job duty assign-

ments for fear of drawing attention to themselves. 

• I Employee Performance Appraisal 

This section of the survey has to do with the means by which 

employees and their job performance are evaluated by the agency. 

Performance appraisal is a key input to many other areas of personnel 

practice: making job assignments and promotions, setting compensa-

tion, determining training needs, etc. Additionally, performance 

appraisal can negatively or positively affect employee morale. 

Performance appraisal information can be used as a basis for 

reinforcing employee behavior or changing it. Perceptions about the 

performance appraisal system, its perceived regularity, fairness, 

job relatedness, and consistency are particularly important issues. 

Aside from gathering assessments of the procedures of performance 

appraisal, assessments of the use of appraisal information within the 

• organization also need to be examined. We need to know whether 
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appraisal is viewed by employees as a punitive or as a positive force. 

Another key issue is whether or not appraisal results are made known 

to employees. 

Questions 1, 2, 6 through 9, 15 through 17, and 21 through 22 

are phrased positively, the remaining questions,negatively. Questions 

1, 3, 9, 13, an.d 14 assess the perceived fairness of the agency's 

performance appraisal system. Questions 2, 12, and 16 ask about the 

perceived job relatedness of the performance appraisal system. Ques

tions 4 through 8, 19, and 20 probe the amount and kind of feedback 

on performance given to employees. Question 10 is about employee 

input into the appraisal system. Questions 11, 15, and 17 probe 

employee perceptions about the uses the agency makes of appraisal 

information. Questions 18, 20, and 22 query respondent assessment 

about the reasonableness of job performance standards underlying the 

appraisal system. 

When analyzing responses to this section of the survey, analysts 

need to pay particular attention to respondent views about appraisal 

system fairness, the kl:n-d and regularity of feedback given bo emp.J:oy

ees, and the perceived job relatedness of the apprpisal system. Con

sistently negative responses on any or all of these dimensions of the 

appraisal system signal potentially serious problems, because perfor

mance appraisal affects not only employee morale but agency assign

ment, promotion, compensation, and other types of personnel actions 

as well. 

• 

• 



• 

• 

181 

In particular, the absence of any appraisal system, or the 

absence of a job-related and valid one, makes it difficult if not 

impossible for the agency to do any of the following: (1) identify 

deficiencies for purposes of determining training needs, (2) evaluate 

employee potential for advancement, (3) base a compensation system on 

how well a job is done, and (4) evaluate the effectiveness of current 

selection, training, and assignment practices. Furthermore, the 

whole issue of perceived fairness in employee evaluation has been 

shown to have crucial impact on employee morale. So too, a punitively 

oriented appraisal system similarly affects morale in a negative way. 

Ultimately, the absence of a valid appraisal system affects perfor-

mance because it is likely that employees will not be adequately 

informed about the job-related things they are doing right and those 

they are doing wrong. The absence of valid performance feedback, or 

at least the impression that there is none;, casts the employee adrift. 

~lOyee Discipline 

This section of the survey turns respondent attention to a 

usually sensitive area of personnel management: discipline. Several 

general issues are explored including fairness and even-handedness in 

dispensing discipline, the reasonableness of job and conduct rules that 

discipline is based on, and assessment of due process. Questions 2, 

10, 11, and 13 through 16 are phrased negatively, the remainder of 

the questions positively. 

The rules of jobs and conduct set by an agency, its enforcement 

of these rules, and sanctions for their violation have a great impact 
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on the environment of organizational life. Employee perceptions about 

disciplinary procedures and criteria involve assessments of objec-

tivity, fairness, job relatedness and consistency. Two principal 

topics are important to address: (1) criteria for discipline and (2) 

procedures followed in taking disciplinary action. 

Questions 1 through 3, 7, 11 through 14, and 17 assess the fair-

ness of agency disciplinary procedures. Questions 4 through 6 probe 

issues of due process. In Questions 9 and 10 respondents are asked 

to assess job and conduct rules on which discipline is presumably 

based. Question 16 probes equity in the handing out of discipline, 

and Question 15 seeks respondent views about the need for more strin· .. 

gent discipline. 

• • When analyzing responses to this category of questions, perceived 

fairness, equity, and due process are the centrally important issues. 

Disciplinary action can be a positive force helping to shape employee 

performance in intended directions. When employees have cause to 

view the disciplinary action process as unfair, inequitable, and 

devoid of due process, however, discipline can instead be destructive 

of morale and performance. When responses to questions in this sec-

tion of the survey are negative, further analysis of the employee 

disciplianry process is strongly indicated. 

When discipline is seen to be capricious, unfair, not ~ffording 

due process, and not job-related, consequences similar to those dis-

cussed in the previous two sections may result. In particular, 

responses about employee performance appraisal and employee disciPline. 
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ought to be considered together as well as separately. Many of the 

potential problems resulting from poor appraisal systems are similar 

to the problems arising out of poor disciplinary procedures. 

Compensation 

This section of the survey concerns the principal mechanism by 

which agencies reward employees for work, and we distinguish between 

wages and benefits as forms of compensation. 

The level and means by which organizations reward employees for 

work is the subject of compensation. Compensation involves two 

separate but highly related issues: wages or salary and fringe bene

fits. We principally need to know whether wage and benefit scales 

seem adequately to reflect varying responsibilities and skill require

ments across the numerous agency jobs. An allied issue concerns 

general 'levels of satisfaction with wages and benefits .. Anot.her im

portant issue centers on whether or not raises seem to be determined 

on fair and adequate bases. 

Most of the questions are phrased positively, with the conse

quence that responses on the left side of the scale may be taken as 

negative. 

Several aspects of compensation are examined. Questions 1, 2, 

6 through 9, 12, and 13 probe views about the adequacy and fainless 

of compensation and about satisfaction with compensation levels. 

Question 3 asks about the agency's competitive position with regard 

to compensation levels in surrounding agencies. Question 4 probes 

whether wage scales and ~1age steps adequately reflect differences in 

job responsibilities. Question 5 asks about the amount of employee 
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input into agency decisions regarding compensation plans. Question 

10 probes whether there is a perceived relationship between quality 

of job performance and level of employee compensation. And Question 

11 probes satisfaction with the agency's retirement program. 

When analyzing responses to questions in this section of the 

survey, it is worth considering that respondent bias may be particu

larly manifest here. It is natural and generally true that most 

people want a higher wage than they have at present. And many will 

believe that they are worth more than they are getting. Furthermore, 

wage and salary administration studies have consistently shown that 

a major area of dispute in almost all organizations is differences 

in compensation levels among employees. These studies reflect a 

natural tendency among employees to compare their compensation levels 

with others, especially co-workers. These comparisons often center 

on type of work done and quality ?f performance compared to compen-

sation levels. Some or many employees may be led to believe that 

they are undercompensated compared to what others are paid. 

We call attention to these issues because it shoctld not be 

surprising to find some dissatisfaction with compensation levels and 

scales in all organizations. However, when responses generally and 

clearly cluster toward the negative end of the scale, we may be 

tipped off to something much more than the random dissatisfaction 

with wages and benefits found in most organizations. 

• 

• 

Analysts need particularly to separate the issue of general 

dissatisfaction with wages and benefits from issues about comparative • 
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wage levels set for various jobs and for various people. Compensation 

scales that do not adequately distinguish among types of jobs or fail 

adequately to recognize differences in job performance can be a source 

of organizational stress and disputes among employees and between 

employees and the organization. In particular, failure to distin-

guish between those doing an exemplary job and those not may lead some 

employees to question the value of doing an exemplary. job, perhaps 

even to slack off. When survey responses indicate that there may be 

such "comparison" problems, further analysis of 'compensation schedules 

and scales is recommended. 

~PIOyee Retention 

In this section of the survey, we are concerned with employee 

retention or "turnover." Turnover is defined here as the voluntary 

departure of employees from the agency. With the exception of Ques

tions 2 and 9 (phrased positively), all of the questions are phrased 

negatively. 

Keeping good employees from voluntarily leaving the organization 

is a central concern of employee retention. Turnover may be viewed 

as the voluntary departure of good employees, distinct from organi-

zational attempts to get rid of employees who perform poorly or 

inappropriately. Employee perceptions about the causes of and th,~ 

effects of turnover reflect important aspects of organizational 

climate. One central issue is whether or not employees view the 

organization and its work as significantly affected or threatened by 

turnover. Another key issue is whether or not the organization is 



186 

perceived to be doing the best it can to keep good employees. Finally, 

employees may be able to provide information about the factors they 

think have contributed to turnover. 

The questions concentrate on exploring two central issues in 

turnover: causes and effects. Questions 1, 3, and 5 are 8.bout the 

general effects of turnover on agency and work-unit performance. 

Questions 2 and 4 are about the agency's apparent interest in and 

efforts to reduce losses of good people. In Questions 6 through 8 

the respondent is asked to estimate likely future turnover levels. 

Questions 9 through 13 probe the causes of current turnover, asking 

respondents to weigh alternative factors possibly contributing to 

• 

present turnover levels. 

Most agencies are aware of existing turnover levels without 

asking employees "what" they are. However, employees are a particu

larly important source of information about perceptions of the causes 

and effects of turnover. When analyzing responses to questions in 

this section of the survey, the context provided by current and 

actual turnover rates is important. If turnover rates are low, 

retention of employees may not be a problem, regardless of how 

respondents answer questions here. On the other hand, if turnover 

rates are high, respondent views take on added importance for obvious 

• 

reasons. 

There are two important caveats to the position taken in the 

above paragraph. First, some agencies have taken the view that 

"moderate" turnover is beneficial in infusing new blood into the • 
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agency and that turnover (to some level) is not seriously disruptive 

of agency work and performance. If turnover is within the range pre-

scribed by management, and yet survey responses indicate perceptions 

of problems, analysts and managers are encouraged to reexamine their 

assumptions about impact on work and performance, closely reviewing 

respondent views on the effects of current turnover levels. The 

second caveat: consider responses from this section of the survey 

when actual turnover levels are low. Although it may be true that 

turnover is not at present an issue, respondent views may nonetheless 

tip us off to negative features of the agency's climate, features that 

may everltually have an impact on turnover. But be careful in doing 

this as some respondents may very appropriately assume that because 

turnover is low, there are no "causes" of turnover worth mentioning. 

I Employee and Union Relations I 
This section of the survey broadly samples respondents' opinions 

about the quality of and general nature of the relationship between 

management and empluyees. Responses to questions in this survey 

section should be considered along with those questions in the next 

section of the survey, "Supervision." 

Employee and union relations concern the climate of and the 

general nature of relationships between the agency and its employees. 

The general nature of this relationship in the agency can be par-

tially measured through employee assessment of two conditions: (1) 

Are there two-way communication networks between the agency and its 

• employees? and (2) Is the interaction cooperative or antagonistic? 



Allied issues are employee perceptions about management attitudes 

toward unionization and employee perceptions about the utility of 
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unions. Finally, employee perceptions about the existence of labor 

unrest and factors contributing to it provide important feedback to 

management. 

Questions 1 through 5, 7, and 16 through 22 are phrased posi

tively. With the exception of Questions 6 and 24 (phrased neutrally), 

all of the remaining questions are phrased negatively. 

Questions 1 through 5, 7, and 16 through 23 examine several 

aspects of the quality of labor and management relations. Some of 

these questions ask the respondent to describe these relationships in 

general, while others ask the respondent to describe more specifically 

the relationship between them and their supervisor. Questions 8 

through 15 ask respondents to consider factors possibly contributing 

to any labor unrest being experienced by the agency. Qt~estions 6, 

14, 15, and 24 are specifically directed toward unions and union 

activity. 

Many of the questions in this section touch on issues that have 

been explored elsewhere in this survey, but these issues are brought 

up again here, along with others, so that a general picture of em-

ployee and management relations can be conveniently pieced together 

and analyzed. Negative responses to questions in this section of the 

survey point to potentially serious and broad problems in work-force 

management. More specifically, contemporary management theory 

• 

• 

emphasizes the importance of positive labor and management relation- • 

ships. Considered important to such positive relationships are the 
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existence of two-way connnunication, feelings of trust, opportunity 

for employee input, an atmosphere of cooperation, and feelings that 

the employee's welfare is taken seriously by management. 

Obviously, whether there is a positive labor and management 

environment has an effect on morale. More importantly, however, 

negative perceptions of connnunication, feelings of distrust and the 

like may well lead to an antagonistic environment. Antagonism often 

breeds a confrontational environment that tends to displace organi

zational goal achievement with one-upmanship as the performance objec

tive. 

Supervision 

This section of the survey focuses respondent attention on the 

most basic and directly connected labor and management relationship: 

employee and supervisor relationships. Questions in this section 

examine qualitative aspects of the employee and supervisor relation

ship similar to those examined in the previous survey section. 

Name1y~ we look at issues of trust, two-way connnunication, coopera

tion, etc. Questions here are directed toward the respondent's 

relationship with his or her supervisor and also toward supervision 

in the agency. 

Directing, coordinating, and controlling the agency work force 

is a function of supervision. The quality and consistency of super

vision can be prime ingredients in the employee's perception of 

his/her work climate. So too, the quality of supervision, and some

times just its perceived quality, may affect employee job performance. 
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The principal issue is whether or not employees see supervisors as 

positive job enhancing forces or as negative ones that stifle perfor

mance. Allied issues are perceptions about how well supervisors 

coordinate, inform, direct, help, and motivate employees. Perceptions 

about supervisory style and the qualifications of supervisors are 

also key issues. 

Questions 4 through 6, 16 through 18, and 23 are phrased nega

tively. All remaining questions are phrased positively. Questions 1 

through 3 and 6 are about supervisors in the agency generally--their 

managerial, scheduling 9 and coordinating skills. Questions 4, 7, 

and 8 are about the clarity with which employee and supervisor links 

have been established in the chain of command. 

The remainder of the questions all refer to the respondent's 

relationship with his or her supervisor and can be divided as follows 

into several topics. Questions 9, 11, 16 through 19, and '22 probe 

the general managerial and administrative skills of the supervisor. 

Question 15 asks about the supervisor~ ability to delegate responsi

bili ty • Ques tions 12, 13, and 214 are about the supervisor's concern 

for the welfare of employees under him or her. Questions 13, 20, and 

21 ask about the communications. between the employee and the super

visor. Questions 10, 20, and 23 are about the supervisor's knowledge 

about jobs and responsibilities in his or her work unit. Quest'ion 14 

asks about the confidence th~ respondent has in his or her supervisor. 

Analysis of. responses in this section of the survey permit us to 

• 

• 

concentrate on basic employee and management linkages. Generally, ~ 
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negative responses to some or all of the questions by respondents will 

be an indication of problems of supervision throughout the agency. 

However, the more usual situation is to find variation in responses 

both within questions and among questions because some supervisors 

are better than others, and also because employees differ in their 

expectations of supervisors. In this more usual situation, it is 

often helpful to analyze responses to questions in this section of 

the survey by controlling for work unit assignment. By separately 

analyzing responses work unit by work unit, we acquire the capability 

of isolating problems of supervision to individual work units, and 

perhaps to individual supervisors . 

In several places throughout this survey, questions have been 

asked about how far procedures and expectations have been communi

cated to employees. Too, questions have been raised about feedback 

on performance, the application of disciplinary procedures, the 

appropriateness of job roles and tasks, and how concerned the agency 

seems to create a positive and facilitative work environment. As we 

have noted, many factors may negatively affect these concerns, but 

none seem,s more important than the key role played by supervisors. 

Failures in supervison obviously affect morale and performance. Just 

as certainly, however, breakdowns in communicating key pieces of 

information to employees or failures to improve employee performance 

may often be traced to poor supervision. Thus, if negative responses 

to these several is:s.ues have been recorded in other sections of the 

survey, some attention should be devoted to the relationship between 
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responses in this section of the survey on supervision to responses 

from those other sections. 

EEO and Affirmative Action 

In several other sections of this survey, we have asked respon-

dents to comment on discrimination and discriminatory practices. In 

this section, we focus respondent attention on overall agency policies 

about equal employment opportunity and affirmative action. 

Questions 3 and 5 through 8 are phrased negatively while all 

other questions are phrased positively. Many questions treat affir-

mative action and equal employment opportunity individually. Although 

some respondents may not distinguish between the two concepts, there 

are differences that. some may recognize. Affirmative action implies 

acting affirmative1y--that all other things being equal or nearly so, • 
preference will be given to minority and other protected classes in 

hiring and promotion. Equal employment opportunity implies the lack 

of discrimination only--that only genuine job-related criteria are 

used in decisions of hiring and promotion. As we have noted~ respon-

dents may not uniformly be aware of this distinction or apply it in 

answering the questions. Questions 1 through 4 and 7 are about the 

agency's apparent commitment to EEO and affirmative action, the 

existence of clear agency policy on these issues, and' whether the 

agency has done enough in this area, or needs to do more. Questions 

5, 6, 8, and 9 probe respondent views about possible negative conse-

quences coming from agency affirmative action efforts. 

When analyzing responses to questions in this part of the survey,. 

attention should also be paid to how respondents treated the various ' 
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questions in other sections dealing with discrimination. In one 

sense, questions on discrimination and questions on affirmative action 

and EEO take different perspectives on the same issue. One problem 

that must be confronted in analysis, however, is that widespread 

respondent denial of the existence of discrimination does not estab

lish its nonexistence. On the other hand, if respondents perceive 

the existence of discriminatory personnel practices, the agency is 

tipped off to a potential problem with serious consequences. One 

such consequence is that the more persistent and/or widespread the 

belief that discrimination is operative, the more likely that legal 

suits or other formal action will be taken against the agency. These 

formal actions have serious and disruptive influence on the agency, 

often freezing hiring and promotion until resolved. These indeed are 

serious consequencea. When respondents indicate a belief that the 

agency discriminates, the agency should at least strive to uncover 

the underlying reasons for such beliefs. 

Questions 6, 8, and 9 pose another analytical problem. It has 

been popular in some quarters to charge that affirmative action is 

reverse discrimination. Whether or not any particular agency's 

affirmative action policy is reverse discriminatory can be debated; 

but whether it is or not may be irrelevant to the management of an 

agency that is committed to reversing previous errors or omissions 

in hiring and promotion. What is equally clear, however, is that 

employees may still believe that an affirmative action policy results 

in reverse discrimination. Such beliefs, whether supportable in fact 
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or not, negatively affect agency climate. Perceptions of reverse 

discrimination can lead to animosity between protected and non-

protected classes of employees. This may ultimately lead to a sig-

nificant countering of the intended effects of affirmative action. 

An agency may well choose not to deviate from a strong affirmative 

action commitment, even in the face of significant employee opposi-

tion. Nonetheless, if employee responses on the reverse discrimina-

tion questions are consistently negative, the agency is then alerted 

to a problem that at minimum requires a greater effort at communica-

tion and at gaining acceptance among employees for the affirmative 

action policy. 

I Motivation and Job Satisfaction I • In this section of the survey we look at two very general and 

elusive aspects of the agency climate: the job satisfaction of 

employees and what motivates them. These are elusive concepts 

because no one has so far been able adequately to define what they 

mean or what their effects are on employee performance. For example, 

research on job satisfaction and its effects on performance has 

9!'oduced contradictory resu1ts--some researchers concluding that it 

does make a difference and others concluding that it does not. 

There is also some indication that job satisfaction and what 

motivates people can change very quickly, even for a single indivi-

dual. Nonetheless, getting some impression about what, if anything, 

motivates agency employees and getting Gome sense about their job 

satisfaction provides an additional piece of information for assess- ~ 

ing organizational 'climate. 
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Employee feelings and perceptions of the organization as a 

place to work are influenced by the compatibility of personal employee 

goals and organizational goals. These things are also influenced by 

the satisfaction gained from doing the job, pay and other rewards, 

and the relationships with managers and supervisors. These can all 

be examined to determine how they variously affect motivation and job 

satisfaction. 

Questions in this section of the survey examine only some of the 

possible factors associated with motivation and job'satisfaction. 

With the exception of Question 7, all questions are phrased posi-

tively. Questions 4, 6, 8, and 11 ate about job satisfaction directly • 

Questions 1 through 3, 5, 9, and 10 are about issues that would nor-

mally be assumed to be an aspect of or to be associated with both 

satisfaction and motivation. For example, we might assume that the 

more a respondent views his or her job as compatible with personal 

growth and self-improvement, the more highly motivated and satisfied 

the respondent will also report being. Unfortunately, such correla-

tion hardly ever comes to pass in any perfect sense, and sometimes 

it seems not to exist at all. 

When analyzing questions from this section of the survey, we 

suggest that the responses be reviewed across questions to establish 

a general feel for the response pattern in the section as a whole. 

To the extent that responses cluster toward the negative across 

several or most of the questions, this becomes a fairly reasonable 

~ 
tip off that job satisfaction levels are low and that what motivates 



agency employees (or doesn't motivate them) needs further and more 

systematic examination. 

ANALYZING CLIMATE SURVEY RESPONSES FOR 
PURPOSES OF PROBLEM IDENTIFICATION 
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Earlier, we noted that climate surveys provide the opportunity 

for employee input into the human resource diagnostic process. The 

principal forms of input are employee perceptions that provide clues 

about potential problem areas as well as areas of comparative organi-

zational health and strength. It should also be recalled, however, 

that we described survey-generated information as only one of the 

inputs into the problem diagnosis process. Indeed, it is generally 

• 

true that climate surveys provide information more helpful to identi- ~ 

fying potential problem areas than they do in helping us to diagnose 

a problem fully. 

Complete problem diagnosis requires that we identify the full 

extent of a human-resource problem, its origins and causes, and its 

consequences, and that we base this diagnosis on something more than 

employee perception. Climate survey information only begins this 

process. The beginning is important, however, because employees are 

in a strategic position to help inform management of key problem 

areas. With this initial information, areas requiring further 

diagnostic attention can be identified. TI1US, the climate survey 

provides a starting point for identifying key negative aspects of an 

organizational climate that may tip management off to employee per-

cept1,ons not previously sensed, and to issues that may signal .' 
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existing or emerging conditions that pose a serious threat to employee 

and, hence, agency performance. 

The survey analysis process described thus far by us has con

sisted principally of three comparatively simple activities: (1) the 

calculation of relatively simple statistics (frequency distributions, 

measures of central tendency, and measures of variance); (2) the 

review of groups of questions, usually small groups of related ques

tions within a single section of the survey; (3) consideration of each 

survey section as a whole--say, the section on missions and goals, 

the section on selection, and so forth. The purpose of this third 

activity is to form some overall and general impressions of employee 

perceptions about each of the principal personnel management areas. 

Unfortunately, analysis typically should not stop here because prob

lems frequently cross personnel management areas (sections of the 

survey). Analysis must therefore extend to a fourth important step: 

analysis of responses across sections of the survey. 

ANALYSIS OF RESPONSES ACROSS SURVEY SECTIONS 

In many ways this is the most crucial step in the analysis pro-

cess. Not that we can't learn important things in the previous steps; 

but, rather, this step takes us beyond the obvious--beyond obvious 

things such as average response to questions or groups of questions. 

The fourth step requires us to think about the possible relationships 

among personnel management areas. For example, consider responses to 

questions having to do with views toward co-workers. Assume for pur

poses of argument that many or most respondents indicate that they 
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existing or emerging conditions that pose a serious threat to employee 

and, hence, agency performance. 

The survey analysis process described thus far by us has con

sisted principally of three comparatively simple activities: (1) the 

calculation of relatively simple statistics (frequency distributions, 

measures of central tendency, and measures of variance); (2) the 

review of groups of questions, usually small groups of related ques

tions within a single section of the survey; (3) consideration of each 

survey section as a who1e--say, the section on missions and goals, 

the section on selection, and so forth. The purpose of this third 

activity is to form some overall and general impressions of employee 

perceptions about each of the principal personnel management areas. 

Unfortunately, analysis typically should not stop here because prob

lems frequently cross personnel management areas (sections of the 

survey) . Analysis must therefore exteild to a fourth important step: 

analysis of responses across sections of the survey. 

ANALYSIS OF RESPONSES ACROSS SURVEY SECTIONS 

In many ways this is the most crucial step in the analysis pro

cess. Not that we can't learn important things in the previous steps; 

but, rather, this step takes us beyond the obvious--beyond obvious 

things such as average response to questions or groups of questions. 

The fourth step requires us to think about the possible relatj.onships 

among personnel management areas. For example, consider responses to 

questions having to do with views toward co-workers. Assume for pur

poses of argument that many or most respondents indicate that they 
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view their co-workers as unmotivated, not particularly knowledgeable 

about their job responsibilities, and low in quality of job perfor

mance. Assuming SYlch an indictment were true (perhaps supported by 

other information gathered through other means), the next question 

is: Do responses in other sections of the climate survey provide 

clues about factors related to and possibly contributing to this con

dition. In the quest for related information, the process of analyz

ing responses from several sections of the survey comes into play. 

Perhaps responses about the recruitment, selection, and training and 

development processes of the agency ought to be examined: poor per

formance may be the product of failures in one or more of these 

areas. Or, alternatively, consideration might be given to assignment 

policies and to the inappropriate assignment of employees to jobs. 

THE PROCESS: CROSS TABULATIONS 

Cross tabulation is one of several statistical and analytical 

devices that help us to picture associations among response patterns 

across questions. The cross tabulation technique permits us to 

visualize any apparent or possible relationship between how people 

responded on one question and how they responded on other questions. 

For example, we might discover that people who negativel-· evaluate 

the job knowledge of their co-workers also tend to evaluate certain 

aspects of the agency's training policies and opportunities negatively. 

Conversely, people who tend to evaluate the performance of co-workers 

positively also tend to evaluate positively the agency's training 

policies and opportunities, or portions of them. In discovering this 

• 

• 
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association among responses to the two questions, we identify a possi-

ble connection between perceived job knowledge of co-workers and per-

ceptions about agency trai~ing opportunities. An example of one such 

very strong association is displayed in the table below. 

TABLE 1 

CROSS TABULATIONS OF RESPONSE FREQUENCIES 

Item: I have confidence ir. my co-workers' knowledge of the job. 

.c >-. Strong 
+.l Q) 
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~ +.l 
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1y 
48 

0 

I 

1 0 

ee 0 

.-. 

ly 
0 ee 

Strongly 
Agree Neutral Disagree Disagree 

0 0 0 0 

68 0 0 0 

0 75 0 0 

0 0 54 0 

0 0 0 38 

In looking for such relationships and connec.tions among survey 

questions, there a.re several issues to consider. The first is the 

strength or magnitude of associations: do all who respond a particular 
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way on one question respond a particular way on another question, or 

do only some? In the table above, the association appears very 

strong. Finding such a strong association is very unusual--it is far 

more usual to find a few or several respon$es scattered outside of 

the general pattern such as in the table below. Nonetheless, the 

greater the purity in response patterns, the stronger the association 

is said to be. 

TABLE 2 

CROSS TABULATIONS OF RESPONSE FREQUENCIES 

Item: I have confidence in my co-workers' knowledge of the job. 
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46 
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0 

Strongly 
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1 0 0 0 

51 10 1 0 

15 60 4 0 

1 5 47 3 

0 0 2 35 
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In all cross tabulations, we are interested in not only the 

strength of the association, but in the direction of the association 

as well (e.g., positive responses on one question associated with 

positive responses on another question, or positive responses to one 

question associated with negative responses to another question. In 

both of the examples above the direction of the relationship is con

sidered to be positive (positive matching to positive and negative 

to negative). 

A third consideration involved in analyzing cross tabulations 

has to do with the situation where overall the association is weak, 

but for one or more kinds of responses, there are clear patterns of 

response. For example, consider the table below where, overall, the 

association is apparently relatively weak, but for those respondents 

having strongly negative views--and for them only--a response pattern 

emerges. Further analysis (analysis that further controls for work 

unit assignment) may indicate that those holding such strongly nega

tive views are all from one particular agency division where training 

has typically been rem:tss. Thus, even though, overall, there does 

not appear to be an association, important information is uncovered 

about a potential problem. For a description of some of the statis

tics that can be calculated and provide help to interpret cross 

tabulation tables, see Volume III . 
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CROSS TABULATIONS OF RESPONSE FREQUENCIES 

Item: I have confidence in my co-workers' knowledge of the job. 

~S ~ 
'..-i ,J:l 
~ +.J 

Strongl 
Agree 

til t:lO 
aJ I::l 
aJ-rI 
f»1::l 
O-rl 

r-I ro Agree 
p..l-I 
5 +.J 
aJ • 

aJ til 
til ,J:l .c 
aJ +.J 0 
"0 -II 
-rI l-I 
:> 0 l-I Neutral o lH -rI 
l-I aJ 
p..tIl,J:l 

aJ +.J 
f»-rI 
CJ +.J 0 
I::l -rI "0 
aJ I::l 
t:lO ;:l 0 Disagre ro+.J+.J 

l-I 
til 0"0 

-rI p.. aJ 
,J:l p.. aJ 
E-t 0 I::l 

.. 
5 
aJ +.J 

H 

Strongl 
Disagre 

Strongly 
Agree 

y 
20 

5 

10 

e 5 

y 
0 e 

Strongly 
Agree Neutral Disagree Disagree 

9 12 16 0 

23 23 12 0 

15 19 15 0 

20 14 27 0 

0 0 0 38 

Finding associations gives us useful information for further con-

sideration, but unfortunately the uncovering of associations from 

climate surveys does not provide us with all the information we need. 

In particular, cross tabulations do not establish proof of underlying 

cause and effect--for example, that poor training opportunities have 

led to inadequate job knowledge. Besides, it must be remembered that 

climate survey responses are opinion-based and that they mayor may 

not be supported by objective information. One of the things that we 

should consider doing is substantiating views about job knowledge and ~ 
'-
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about training policies and programs. As you will see, this corro-

boration process can begin with the aid of the personnel pract~.ces 

survey and the data survey that follow later in this volume. 

An important consideration when attempting to establish cause-

and-effect relationships is that associationa1 findings from the 

climate survey only point to possible cause-and-effect relationships. 

To begin the process of establishing evidence in support of cause 

(e.g., training) and effect (e.g., worker's knowledge of the job), we 

need three things: (1) We need reliable information about actual 

knowledge levels and actual training opportunities. (2) We need to 

check for actual associations between training and performance using 

• this actual data. These first two steps provide corroboration to 

employee views expressed in the climate survey. (3) Some basis 

(usually conceptual or theoretical needs to exist for assuming the 

cause-and-effect relationship. For example, it is reasonable not 

only on a commonsense basis, but on a basis supported by organiza-

tiona1 theory and organizational research findings, to assume that 

training can affect job knowledge levels. We also need to isolate 

training as the only course or to isolate its particular contribu-

tion to the problem. These are difficult things to do, and we 

address them further in Volume III. 

USES OF AND LIMITATIONS TO CLIMATE SURVEY ANALYSIS 

The foregoing discussion should have made it clear that the 

• -' 

climate survey is principally concerned with identifying potential 

problem areas and with identifying factors potentially associated 
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with those problems. If the analysis of climate survey responses pro-

vides such information, we are tipped off to matters that warrant 

additional consideration by agency management. But the nature of 

information (employee opinions) limits how much such information can 

be used to draw firm conclusions about problems and their causes. 

Other information-collection surveys provided later in the volume 

will help in securing the additional kinds of data required more 

fully to diagnose potential problem areas outlined by climate survey 

responses. 

ADDITIONAL GUIDES FOR ANALYZING CLIMATE SURVEY 
INFORMATION 

Parts 3 and 4 of Volume II provide additional comment that 

should be helpful in thinking through the relationships between ques-

tions and between sections of the climate survey. Also, Section D, 

Part 2, of Volume II will help. As you begin the process of analyz-

ing survey responses for the purpose of establishing associations 

among survey questions (i.e., trying to find strong associations 

among responses to questions), we suggest that the sections and parts 

mentioned above be read. These sections consider some of the ways in 

which various kinds of personnel practices and conditions can be 

related to one another. 'These potential relationships can be used by 

analysts to begin the process of locating associations within the 

climate survey. 

• 

• 
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• 
EXECUTIVE SUMMARY 

Criminal justice agencies usually allocate 80 percent or more of 

their resources to meeting personnel costs. Criminal justice is thus 

a labor-intensive field, with productivity vitally dependent on the 

efficient and effective employment of personnel. Human-resource 

planning can be an effective managerial tool for helping administrators 

reach decisions about how most efficiently and effectively tC) acquire 

and to employ personnel. Additionally, some aspects of human-resource 

planning are particularly useful in helping management to identify, 

• to diagnose, and eventually to solve personnel problems. 

• 

This executive summary provides a brief overview of the contents 

and objectives of the Human-Resource Planning Handbook prepared by 

the School of Criminal Justice at Michigan State University. The 

Handbook describes numerous human-resource planning and analytical 

techniques useful in criminal justice agencies, gives directions for 

their use, and provides examples of their application in criminal 

justice agencies. Also, special techniques are provided to assist 

management in identifying, diagnosing, and eventually resolving 

personnel problems. The Handbook is designed to offer the criminal 

justice manager, personnel administrator, and planner a self-instruction 

guide on how to implement more effective means of planning for the 

agency's personnel component. 
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• One way of visualizing the purposes and objectives behind the 

Human-Resource Planning Handbook is to consider the principal kinds 

of managerial questions that it attempts to provide answers for. A 

few of these questions are: 

1. How can an agency examine what its personnel needs are? 

How can these needs be substantiated or documented? 

2. How can an agency validly determine and define the jobs 

required to achieve missions, goals, and objectives? 

How can it determine whether job descriptions validly 

reflect the nature of work currently done in the agency? 

3. How can an agency assess its current employees? How 

can it determine what kinds of employees should be 

hired (prior experience, education, training, skills, 

etc.)? How can employment qualifications be identi

fied and substantiated or validated? 

4. How can an agency assess its key personnel practices 

(for example, recruiting, selecting, training, and 

assigning personnel? What are the effects of these 

personnel practices on the agency's ability to main

tain a stable supply of qualified personnel to fill 

the agency's jobs? What effects do current personnel 

practices have on employees' morale, employees' 

performance~ and employees' attitudes? 

5. How can an agency go about identifying and diagnosing 

personnel-related problems? What kinds of personnel 
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6. 

7. 

problems confront the age~cy? What are the causes of 

these problems? What kinds of effects do these problems 

have on agency productivity (efficiency and effective

ness)? 

What kinds of analytical techniques are available to 

agency managers and planners who wish to diagnose not 

only existing personnel problems but also want to 

anticipate future personnel problems? 

How can an agency go about identifying the major con-

straints posed by budget and outside decision makers 

that circumscribe the agency's ability to acquire needed 

personnel? How can an agency go about determining 

whether any of these constraints are manipulable-

removing them as constraints in acquiring and assigning 

needed personnel? 

The Handbook variously deals with these and other prime questions 

facing administrators charged with managing personnel. However, 

the Handbook is not prescriptive in the sense that specific solutions 

are prescribed for specific kinds of human-resource problems facing 

the agency. For important reasons that are pointed out in Volume I 

and in the first part of Volume II, the choice of a solution to any 

given personnel problem is properly the responsibility of agency manage

ment. Identifying viable solutions for problems such as turnover, 

or insufficient staffing, or poor employee performance must be done 

by management working within the constraints faced by the agency. 
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• Nonetheless, the Handbook, its techniques for problem diagnosis, and 

its explanations of other human-resource planning techniques, can 

help point personnel administrators and planners toward discovering 

a range of viable solutions for agency personnel problems. 

Development of the planning handbook was supported with funds 

from the U.S. Department of Justice (LEAA) and was conducted in two 

phases. Phase I assessed criminal justice agencies' current capability 

and need of human-resource planning. Phase II, building on this 

assessment, focused on the development of an extensive handbook that 

would assist criminal justice agencies more fully to implement and to 

utilize human-resource planning techniques. 

THE HANDBOOK • The Handbook is presented in three volumes (bound in eight parts 

for convenience in handling and use). A comprehensive index to the 

contents of these three volumes follows the executive summary. Used 

in conjunction with the index, the Handbook has been designed to allow 

managers and planners to choose those portions that are of most 

interest or are most needed. 

VOLUME I of the Handbook provides an introduction to human-

resource planning in agencies--what it is, how it is carried out, 

and how it can help the agency manager. The material in this volume" 

is written to be of interest alike to agency top management, to 

agency personnel administrators, and to agency planners. One principal 

objective of Volume I is for managers and planners to acquire a c0}lllt 

overview about the definition, purposes, and uses of human-resource" 
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p.lanning in agencies. When managers and planners do not share such a 

basic understanding, planning tends not to be fully or appropriately 

utilized. 

VOLUME II is bound in four parts and presents a means for com-

prehensively identifying and diagnosing personnel problems. It is 

designed to be of primary interest to agency personnel administrators 

and planners. Problem diagnosis is a very crucial and very practical 

part of human-resource planning. It is crucial because without good 

diagnosis, solutions to personnel problems cannot be adequately planned. 

It is practical because it focuses on what every manager spends most 

of his or her time doing--identifying and dealing with conditions that 

negatively affect the agency's ability to meet its goals and objectives . 

Practical tools are presented to help personnel administrators and 

planners conduct two types of diagnoses. The first type is an overall 

assessment of agency human resources--a general stocktaking whereby 

the agency takes an overall look at its organizational climate, its 

personnel practices, and its ability to acquire, to develop, and to 

employ personnel. Three ready-for-use diagnostic surveys are provided 

with directions: 1. an Organizational Climate Survey, 2. a Personnel 

Practices Survey, and 3. an Environmental Factors Questionnaire. 

Analysis of results from administering these surveys will provide 

administrators with an overview of the agency's strengths and weaknesses 

regarding its personnel processes and its ability to identify and to 

deal with internal and external factors that affect its acquisition and 

• use of personnel. This becomes essential background information for 
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• later attempts to identify and to solve specific personnel-related 

problems. 

The second type of diagnostic tool presented is a step-by-step 

procedure that can be followed to diagnose specific personnel problems 

more pointedly. For example, the agency may have identified turnover, 

or an inability to attract qualified personnel, or poor performance by 

employees as problems needing special attention. Comprehensive 

diagnoses of the causes and effects of problems such as these is 

crucial if effective solutions to them are to be found. The diagnostic 

model provided offers a way of marshalling key agency thinkers and key 

information for diagnosing problems and for eventually finding solutions. 

VOLUME I I I is bound in two parts and is a resource guide intene 

primarily for use by agency personnel administrators and planners engaged 

in the more technical aspects of personnel administration and human-

resource planning. Techniques such as job analysis, forecasting, 

selection validation, performan~e measurement Cto name a few) are 

discussed. A common format is used throughout in presenting these 

techniques. First, the nature of the techniques and its prime uses 

are presented. This is followed by a consideration of the major 

technical and other supports required if the technique is to be used. 

Special attention is paid to factors that will limit an agency's ability 

to use a given technique, and alternatives are presented for these 

situations. 

x • 



• BASIC DESIGN-FEATURES OF THE HANDBOOK 

A COMPREHENS I VE INDEX': Few users will have the time or the 

need to use all the material in these volumes and do everything that 

is recommended. A comprehensive index or catalogue of materials to be 

found in all of the volumes is provided. Agency administrators and 

planners may use this index or menu-system as a means of quickly finding 

the portions of the Handbook that will be of most help. 

SELF-ADMINISTRATION: The materials have been written to 

optimize self-administration and self-learning, and to minimize the 

need for outside help. For example, the diagnostic surveys found in 

Volume II have been designed for administration and analysis in house. 

~Of course, some concepts or techniques will remain difficult to grasp 

.- and will require additional reading or the use of consultants. For 

example, job analysis techniques discussed in Volume III are very complex 

and are generally out of the reach of most agencies to apply themselves 

without the help of outside experts. Nonetheless, the objective has 

been to maximize as much as possible an agency's ability to do human-

resource planning using in-house resources. 

PROBLEM-FOCUSED APPROACH TO PLANN ING: With the exception 

of some of the sections of Volume I where many of the general concepts 

and ideas about human-resource planning are discussed, the Handbook 

is designed to help managers and planners identify and diagnose concrete 

personnel problems (e.g., turnover, poor employee performance, inability 

to attract qualified personnel, EEO and Affirmative Action suits, and 

~so forth). The emphasis, therefore, is on dealing with specific problems 
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• as opposed to discussing human-resource planning from a conceptual 

point of view alone. 

VARYING LEVELS OF "BUY-IN"'r, ff Agencies di er in their need 

for and their ability to undertake human-resource planning. Agency 

size, environmental constraints, money, technical expertise, and the 

nature of human-resource problems confronted by an agency all affect 

the level of planning needed and possible. Where possible, Handbook 

materials have been written to provide alternative levels and options 

in the use of planning-related analytical techniques. Thus, there are 

options presented--different levels and kinds of analytical activities 

possible. Managers and planners are free to buy in at the level deemed 

most feasible and valuable. 

OUTSIDE CON3ULTANTS: • The handbook material, besides helping--

agencies become more informed about what can be done in-house, helps 

identify conditions under which outside help is needed, what should be 

expected of this outside help, and whom or what to look for. One 

central purpose has been to provide agencies with the information 

necessary to become more intelligent and critical consumers of work 

done by outside consultants. Sometimes, agencies have not been able to 

sufficiently direct consultants about what is needed or wanted. This 

has frequently been the case, for example, when agencies sought outside 

help in validating selection and promotional practices, or when conducting 

job analyses. 
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WHAT IS HUMAN-RESOURCE PLANNING? 

In the most general terms possible, human-resource planning is 

the process of determining what an agency needs to do to ensure that 

it has the right number and kinds of people doing the right jobs, and 

doing those jobs well. To accomplish this, human-resource planning is 

composed of two distinct yet related activities. The first activity 

is called WOR K FORCE PLANN I NGJ while the seu:md is labeled 

STAFFING-NEEDS PLANNING. 

Workforce planning analyzes the agency's need for personnel--how 

many and what types of people. It also analyzes the required missions 

of the agency, determining the kinds of jobs that need to be done, 

and what qualifications people who hold these jobs need. Workforce 

planning is crucial, for without it agency management has little firm 

basis on which to justify the number and kinds of personnel hired 

or how they are hired, assigned, and employed. 

Staffing-needs planning focuses on the various personnel adminis

trative actions involved in acquiring, developing, and assigning agency 

personnel. The processes and policies associated with personnel adminis

tration (e.g., recruitment, selection, training, assignment, job design, 

compensation, and so forth) are closely tied to human-resource planning 

because personnel administrative actions put human-resource plans into 

operation. Just as there is a need to determine what kinds and how 

many people are needed (workforce planning), there is a need to determine 

and to plan the personnel actions required to acquire, to develop, and 

to employ personnel (staffing-needs planning). 
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• Human-resource planning encourages and helps direct agency 

managers to take a "comprehensive" approach to personnel management 

and to the diagnosis of personnel problems. Factors affecting the 

need for and the availability of agency personnel are highly inter-

related. So, too, the numerous steps in the personnel administrative 

process are interrelated and interdependent. Human-resource planning 

techniques help managers and personnel administrators to consider 

these factors in a more interrelated and systematic way. 

WHY ENGAGE IN HUMAN-RESOURCE PLANNING? 

Anticipating future requirements for manpower in the agency and 

forecasting future supplies of manpower are crucial to effective 

personnel management. Likewise, crime trends, budget forecasts, trtlll 
in the economy, population trends and the like greatly affect the need 

for persor~el, and they also influence the availability of personnel. 

Thus, knowledge of current environmental conditions and impending 

changes in these conditions is vital to planning agency personnel 

policy. Current agency personnel policies in the areas of recruitment, 

selection, training, and so forth, produce certain kinds of results 

today that mayor may not be appropriate or satisfactory in the future. 

Knowledge of both current results and likely future results produced 

by agency personnel administrative practice is, thus, also important. 

Planning-related analytical techniques provide the agency manager with 

powerful tools not only to analyze present conditions and effects, 

but also to anticipate future conditions and effects. • 
xiv 



• 

• 

• 

Besides making forecasts, human-resource planning also focuses 

on diagnosing personnel problems. A problem of poor agency performance 

or inadequate performance occasioned by insufficient, unqualified, or 

poorly utilized personnel requires agency managers first to diagnose 

the nature of and ca:uses of the problem, and then to plan solutions. 

Several planning-related analytical techniques can help the manager 

in both of these endeavors. Additionally, human-resource planning 

not only helps to diagnose current personnel problems, but also to 

anticipate the emergence of personnel problems. 

The kinds of personnel problems that will arise in an agency are 

numerous, and the combination of problems nearly infinite. So too, 

the causes of personnel problems will vary greatly from organization 

to organization. When we speak of personnel proble~s, we include 

conditions such as high turnover, poor employee performance, insufficient 

personnel, unqualified personnel, poorly trained employees, charges 

of discrimination in hiring and promotion, inability to attract 

quali~ied job applicants, constraints in assigning, reassigning, and 

promoting employees, and so forth. The numerous analytical techniques 

and tools described in the Handbook provide a basis for diagnosing the 

nature and causes of such problems and help identify and weigh 

potential solutions to them . 
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VOLUME II, PART 2, SECTION B 

PER SON N E L P R ACT ICE S SUR V E Y 

This section contains the Personnel Practices Survey and accom

panying guide for interpreting your responses to the survey. The 

previous survey and guide, the organizational climate survey, was 

designed to gather information about employee perceptions and opin

ions about the "climate" or working atmosphere of your organization. 

The Personnel Practices Survey is intended to provide you with a 

means of determining the present state of your personnel policies 

and practices. This is accomplished by your completing the follow

ing self-administered survey and then comparing your responses to 

the subsequent interpretation guide. 

In general, the Personnel Practices Survey requires factual, as 

opposed to evaluative information, about the basis of activity in 

personnel-related matters. While it is true that many organizations 

engage in personnel administration on the basis of informal rules, 

procedures, and the like, we are particularly concerned in this 

survey with actual practice. Individuals should, therefore, think 

about the congruence between what the organization says it does 

officially, and what actually takes place. As the questionnaire is 

self-administered, clinging to an off"icial statement when it is 

known that practice significantly differs from what is formally 

~ stated will result in spurious and rather worthless findings. 
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Primarily for this reason the administrator should communicate the 

purpose of the assessment beforehand to minimize this problem. 

ORGANIZATION OF THE PERSONNEL PRACTICES SURVEY 

The survey is divided into two sections. The first section 

deals with issues of personnel determination, development, and imple-

mentation in your agency. As a result, the questions in this section 

focus specifically on ~ho participates in personnel policy develop-

ment in your agency, the level and extent of their participation, and 

the impact of their participation on personnel policy and practice in 

your agency. Cumulatively the responses to the items contained in 

Section 1 of the Personnel Practices Survey provide you with a 

description of the structure of personnel practice and policy develoP~ 
ment in your agency. This structure is meant to be broad, focusing 

on general policy areas without particular detail as to the particu-

lars associated with specific policies and/or practices. The delinea-

tion of structure is important, however, as it defines the relevant 

context of personnel policy and practice in your agency. 

The second major section of the Personnel practices Survey asks 

specific questions about areas of personnel practice: missions and 

goals; j~bs, tasks, roles; job knowledge and skills; recruitment; 

selection; training and development; assignment; promotion and demo-

tion; employee performance appraisal; employee discipline; compensa-

tion; employee retention; employee relations; supervision; and equal 

employment opportunities/affirmative action. 
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This section of the Personnel Practices Survey is meant to pro

vide detail to the question of structure addressed in the first sec

tion. Personnel practice and policy areas are as a consequence 

explored with greater detail, to provide you with a basis for under

standing the substance of personnel policy and practice in your 

agency. In this section, therefore, the query shifts from the method 

to what in fact occurs in personnel pollcy and practice. 

After. completing the survey and reading the guide, it will be 

possible for yo~ to compare your agency's present state of its 

personnel practices with employee perceptions of them indicated by 

their responses to the climate survey. Specific problem areas in 

various personnel practices can be identified (e.g., where percep

tion and practice differ), and the guide for interpreting your 

responses will offer possible ways of coping with these problems. 

The narrative or guide is not designed to be prescriptive or to pre

sent a rule of action. Instead, it proposes or suggests several 

ways for dealing with problem areas you will h~ve identified by com

pleting the survey. 

The two surveys, The Organizational Climate and Personnel 

Practices, will give you an overall description of the internal 

atmosphere of your agency, including both employee perceptions and 

a more objective assessment. The third and final survey, the Envi

ronmental Survey, will give you a means of assessing your organiza

tion 1 s internal structure as it relates to or interacts with the 

external environment it operates in. The first two surveys and 



guides taken together present you with a picture of your agency's 

personnel practices and policies. Then, these can be compared to 

your responses to the environmental survey to identify problem areas 

further. Once all three surveys are completed, you should have an 

idea about what personnel problems confront your agency, and about 

how you can address them. 

WHO SHOULD FILL THE SURVEY OUT 

The Personnel Practices Survey is meant to provide for a review 

of major areas of personnel administration that affect human resources 

in your organization. As such, the survey will require that more 

than one person complete its various sections. The 88 questions in 

the survey are broken down into 14 major headings, each dealing with ~ 
a particular personnel practice area. To complete the survey, the 

chief administrator should identify the individual(s) within the 

organization primarily responsible for administering personnel poli-

cies and practices and assign the appropriate sections of the survey 

to be completed. This should not, however, preclude others, also 

familiar with current practice, from providing relevant information 

where appropriate. 

But the Personnel Practices Survey is not meant to be completed 

by every or even a large number of people j.n your organization. 

Rather, it is meant to be completed by those who have responsibility 

for and knowledge of the various areas identified in'the survey. 

Secondly, and of equal importance, the personnel practices survey 

should provide you with a relatively objective assessment of your 
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agency's policies and practices with regard to personnel and human 

resource management. This information can then be contrasted and 

compared with information obtained from either The Climate or 

Environmental Surveys. 

The information collected in the Personnel Practices Survey is, 

perhaps, most readily collected by assigning individuals to complete 

specific sections. However, as official statements of policy are 

interpreted by administrators throughout the agency, some provision 

for an administrative group review should be made. In this regard 

group processes are important because they generate information on 

individual interpretations of policy and practice, while at the same 

• time helping to clarify actual practice and procedure. In Section 3 

of Volume II, we offer a group dynamic approach to manpower planning 

• in criminal justice agencies, one that stresses the need for multiple 

inputs in planning and policy determination. The completion of the 

Personnel Practices Survey should be undertaken with this same phi-

losophy: that there be an administrative core to complete the ini-

tial items, followed by a group process to include others outside of 

the administrative core to help verify and to validate the informa-

tion collected. When such a process is employed, the quality, 

accuracy, and reliability of the information collected is materially 

enhanced, and the policies and practices are subsequently reviewed 

or modified on the basis of more complete information. For a further 

discussion of the types of group processes good for collecting this 

~ information, see Section 3 of Volume II. 
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ANALYSIS OF SURVEY FINDINGS 

Each of the 14 categories in the Personnel Practices Survey 

represent discrete personnel functions, and each can be assessed 

more or less independently of the others. However, the order of the 

sections in the survey can be examined in relation to your agency's 

experience. In this regard it is important to note that the Person

nel Practices Survey roughly follows the stages of personnel admin

istration. By examining each stage in relation to the stages that 

immediately precede and follow it, you may begin to analyze the flow 

of your agency's personnel process and the degree of congruence 

between stages. 

Section 1 of the Personnel Practices Survey should be examined 

in relation to all of the other sections. In this section we speci

fically ask for information about employee input, participation, and 

influence in policymaking over the entire range of personnel areas 

covered in subsequent sections. We also ask about the existence of 

formal policy statements for each of these areas. The information 

obtained in this section provides for a description of the structure 

of your personnel or human-resource planning and administration 

activities. This structure can be elaborated on by using the infor

mation collected in succeeding sections. 

As previously indicated, the remainder of the Personnel Prac

tices survey focuses on the flow of personnel policies and practices 

as they are part of the personnel administrative process. Goals and 

missions are expected, therefore, to influence the definitions of 

• 
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jobs, tasks, and roles. And, similarly, recruitment, selection and 

training are related to the definitions of jobs, tasks, and roles. 

Compensation, discipline, retention and assignment are related, 

of course, to jobs, tasks, and roles as well; but they are also 

related to personnel development. And, of course, personnel apprai

sal and supervision provide the basic information for decisions about 

compensation (particularly raises), discipline, retention, and assign

ment. Equal employment opportunity and unions affect personnel 

administration in a number of ways. First and foremost, they put 

limitations on certain practices and they define others. Further, 

they influence informal practice as well. By influencing both formal 

and informal practice, union and EEO considerations have important 

implications for human resource development and management. 

In analyzing the various sections in the Personnel Practices 

Survey, the focus should be on transition. Does the preceding prac

tice facilitate or hinder the next? Are policies and practices con

sistent? And, are they logically arranged? These types of questions 

should guide analysis across sections. Also, analysis of the infor

mation obtained form the Personnel Practices Survey should be 

examined by the administrative group as a whole, as previously noted. 

In organizations,various individuals are often assigned responsi

bility for particular aspects of personnel administration. And the 

process once divided is rarely examined as a logical sequence of 

events. By filling out the various sections and then bringing the 

process together, the administrator can examine the entire human-
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resource policy and practice structure rather than just pieces of it. 

Equally important, the administrator can search for consistent and 

dysfunctional practices as the entire process unfolds. 

The Personnel Practices Survey can also be used in conjunction 

with other surveys. Most particularly, The Climate Survey will pro-

vide information on employee perceptions of the various personnel 

practices and policies in your agency. By examining these perceptions 

in relation to the actual practice, as documented by the Personnel 

Practices Survey, you may begin to distinguish areas of misperception 

of policy and areas where perceptions are correct. Besides examining 

the congruence between perceptions and practice, the analysis of The 

Climate Survey also provides an evaluative perspective. By looking • 

at employee evaluations of particular personnel practices or policies 

you can begin to identify sources of conflict and strain in your 

organization that arise from existing personnel practice. 

For example, employee perceptions of performance appraisal may 

be consistent with existing practice, in that employees know and 

understand the performance appraisal process. However, employees 

may be critical of the current performance appraisal system, and 

this information might be used to reconsider existing practice. This 

is not to say that employee dissatisfaction with a particular policy 

is in and of itself evidence of an immediate problem. Rather it is 

recognition that concentrated dissatisfaction with particular poli-

cies may result in organizational conflict at some future time. By 

examining policy and perception your agency will be in a better • 
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position to examine organizational conflicts that result from the 

incongruence between fact and perception, and those that result from 

the negative evaluation of fact. 

Finally, the personnel practices survey might be administered 

and examined in relation to only one or to some subset of the four

teen categories. In this approach, each section provides the oppor

tunity selectively to analyze areas that you have already identified 

as problematic. And in such situations, The Climate Survey selec

tively used will complement the information generated and provide 

the workers' evaluations on the particular personnel area . 
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SECTION 1: 
PERSONNEL POLICY DEVELOPMENT AND IMPLEMENTATION 

The first section of this questionnairt:! cO:ltains seven qu<]stions 

about the development and implementation of your agency. Each of 

these questions is examined in relation to thirteen dominant person-

nel policy areas distinguished in agencies, e.g., missions and goals, 

employee recruitment, selection, training, and promotion. In each 

of the seven questions, the thirteen policy areas are examined and 

you are asked to select the response best characterizing your 

agency's practice in each policy area. 

While we realize that for any given agency one response may 

~ not exactly fit your situation, we ask you to select the single 

answer that comes the closest to your agency's practice. The reason 

for such format is that the answer options form a scale or continuum 

of behavior and you will be able to interpret where your agency 

stands on this continuum. By roughly placing your agency on such a 

continuum, we may later begin to describe the various options avail-

able for either continuing your agency's current practice or for 

changing and improving it. 

QUESTION 1 
The first question in this section requires that you identify 

how far policy is formalized in your agency--whether your agency has 

formal written statements of agency policies that are identifiable 

~ 
in basic agency documents, e.g., budget documents, agency personnel 

manuals, or employee handbooks. The response options include: 

eceding page blank 



(1) there are formal policy statements contained in basic agency 

documents, (2) there are formal statements of policy contained in 

official memorand~ administrative regulation~ or written orders, but 

these are not contained in the agency's basic documents (e.g., they 

are posted orders), (3) there are unwritten and informal but agreed 

to policy statements, and (4) there is no identifiable policy at all. 

The essential distinction between the first and second point on the 

scale in Question 1 is the degree of codification of policy state-

ments. Those statements appearing in the agency's basic documents 

are viewed as forming the codified policies of the agency presented 

in a formal fashion and as part of the agency's definition of itself. 

The second point on the continuum is viewed as formal policy eXisting~ 

in an uncodified mode, developed through the posting of formal orders 

or memos, but not reflected systematically in the agency's formal 

documents. In such instances, a policy may be in existence and 

formally stated through the posting of an order, but it is embedded 

in or a part of agency administrative process a~d is less visible as 

a formal position of policy easily identified in the agency's basic 

documents. For example, a police agency might formally state its 

policy about the use of deadly force in its policies and procedures 

manual. In such an instance, the policy is readily identifiable to 

those inside and outside the agency: all they need do is review the 

agency's basic document (e.g., policy manual). In another instance, 

the policy about the use of deadly force in a particular police 

agency might be stated through the posting of special or general ~ 
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administrative orders that do not necessarily find their way into the 

agency's basic documents. The use of formal orderg through posting 

or administrative edict is no less formal than those in the agency 

posting them in the basic documents. However, the ease with which 

such policies can be identified is affected, as they are not codified 

in a formal statement that externals may readily acquire and review. 

Such a distinction is being made (codified or uncodified) in Ques-

tion 1. The last two positions on the continuum are obvious. 

In completing Question 1, you may begin tt:. develop some idea of 

the relative importanc~ your agency attaches to the various person-

nel and human resource policy areas. For example~ if you examine 

• those items you identify as formally codified in basic agency docu-

ments, you have described the agency's explicit and overt emphasis 

on policymaking. Those not specified in any manner or agreed to only 

informally constitute a subrosa level of policy formation, one that 

can lead to varying levels of understanding and misunderstanding and 

to varying levels of agreement and disagreement with the policy. 

This leads us to the second and third questions in this general admin-· 

istrative practices section. 

QUESTIONS 2 AND 3 
Related to the above concern over policy formalization in your 

. 
agency is the question. of whether and how employees are informed of 

such policy statements. Questions 2 and 3 in this section address 

• 
the issues of how and when employees are informed about policies and 

the methods by which your agency informs employees. 



Question 2 concerns how and when employees are informed of 

policies, and asks that you assess your agency's practices along a 

continuum of responses: from a formal process of providing informa

tion during formally scheduled initial employment orientations or 

training and f~llowed up with scheduled updates or in-service train

ing, to a position w})ere employees are not informed of policies at 

all. Obviously, the more formalized the process of information dis

semination, the more readily the agency is in a position at least to 

document that employees have been informed of the agency's various 

policies. Informal practices, such as sporadically informing 

employees of policy, while in and of themselves not necessarily 

unproductive, are harder to document. 

Question 3 asks you to identify how (by what methods) your 

agency disseminates written policy statements to employees. The 

question asks not only about initially informing employees about 

policies, but also about informing them of revisions in policies as 

they take place. 

The methods of policy dissemination are important to consider 

for a number of reasons. First, those methods that include an 

employees' receiving a policy manual and having that manual updated, 

either through regular updates or through some form of posting of 

changes, establishes that employees are given notice of the agency's 

major policies. Without such notice employees might well not under

stand, say, the missions and goals of the agency or changes in theIl' .. 

Any such misunderstanding can lead to frustration or work activity 

• 

• 
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toward ends that are not the official ones of the agency. Giving 

employees agency handbooks at the time of initial employment and not 

updating them, or providing them Th'ith some form of updating but not 

an original policy, may produce confusion--employees w:Ul not know 

about change or they will have no reference point from which to 

assess a policy change. Finally, of course, sporadic updating or no 

information disseminatiO:l at all requires that the employees infer 

agency objectives, policies, and the like from either past practices 

or from the statements of various agency administrators. This can 

lead to employees' receiving mixed policy messages, with the result 

of frustration or misdirection as described above. 

The second issue of importance in considering the dissemination 

of agency policy information is how adequately agency administrators 

are communicating to those beneath them in the organization. Without 

an adf'quate process for disseminating information, administrators are 

cut off from the rest of the organization, having to rely on informal 

and indirect communications processes through the chain of command, 

which carry with them the chance of deletion, distortion, or exag

geration. 

Finally, taken together, the answers to Questions 1, 2, and 3 

reflect how your agency is using its policymaking apparatus. Informal 

policy, communicated and disseminated informally, is obviously a 

policy strategy that has many problems. It cannot, for example, 

determine either the amount or consistency of information provided 

to employees . Further, by comparing your answers in Question 1 to 
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those in Questions 2 and 3 you can determine which policies appear to 

be important to the agency (formalization) and which are disseminated 

in a consistent manner. The comparison of the two might suggest that 

your agency has a dissemination problem rather than a policymaking 

problem, or vice versa. Such knowledge can provide you with the 

opportunity for coordinating policy formalization practices with dis-

semination, which should result in increased policy communication in 

the organization. 

QUESTIONS 4, 5, AND 6 
The next three questions in this section focus on employee input 

into and impact on the policy determination process. Question 4 asks 

you to identify the kind of employee input for a series of personnel • 

and administrative issues. Employee input is conceptualized as on 

a continuum ranging from one extreme where participation through 

collective bargaining or employee associations and participation 

through informal individual or group participation is encouraged, to 

the other extreme where no input is sought from employees. Employee 

input into agency decision and policymaking has in recent years 

become important both contractually (through collective bargaining 

arrangements) and socially (giving employees a chance to participate 

more fully in the:i.r agency). Obviously, the mix of formal and in-

formal relations for employee input is not easily determined, but 

the information provided in your responses begins to chart how much 

the employees in your agency participate in policy formation • • 
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Another aspect in considering employee input in policy determi-

nation is how much impact such participation has. Question 5 in 

this section asks for your assessment of that impact. The assess-

ment of impact is somewhat subjective and thus departs from our pre-

vious statements regarding the objective experience of your agency. 

However, impact might be determined contractually, indicating that 

employee associations indeed have the dispositive decision in a par-

ticu1ar policy area. More importantly, subjective assessments of 

impact are important in that it is these subjective assessments that 

may guide administrative behavior. 

Jointly, Questions 4 and 5 begin to frame for you the input and 

• influence employees have in your organization. 
~ 

As such, this infor-

mation identifies potential sources of employee support and conflict. 

Related to the questions of employee input and impact is the 

question of how much employee input is sought in po1icymaking. Ques-

tion 6 addresses this. Obviously, employees may have input but so 

infrequently as to preclude its having an impact. Such a possible 

selection can be assessed by examining Questions 4, 5, and 6 together. 

Similarly, frequent interaction but with little impact describes an 

agency that only develops the impression of participation among 

employees. 

~UESTION 7 
The final question in this general administrative section deals 

• with who, either in or outside of the agency, has responsibility for 

determining various policies in human resources and personnel 



administration. Your responses begin to identify where control over 

personnel policy and human resource management lies in your agency 

and how far this control is unified in a single individual or spread 

among many. Also, such responses can be interpreted as telling you 

how much control your agency has over its own affairs. If, for 

example, most or all of these practices and policies are determined 

outside of your agency, then problems related to personnel policy may 

also be externally caused. Too, unions or collective bargaining 

agreements may influence how policies are determined. Information in 

this section on union involvement in policy determination should be 

contrasted with information in the general administrative section 

where employee input through formal labor agreements was also eXP10re~ 

• 
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1. Please select from the phrases below the one that best describes the extent to which policies in your 

agency are stated. 

Policy Areas 

Missions and goals 

Employee termination 

Employee selection 

Employee promotion 

Absences of employees 
from work 

Training pre-service 
employees 

Training in-service 
employees 

Rules of conduct 

Disciplinary policies 

Employee assignment 
policies 

Compensation program 

Affirmative action/equal 
employment opportunity 

Employee evaluation 

Agency has fo..rma 1 
written policy in 
basic agency 
documents {e.g., 
budget, agency 
personnel manllal, 
employee handbook} 

Agency has formal 
policy based on 
wrItten memoranda, 
administrative rules, 
and posted orders 
that are not 
contained in basic 
age!lcy documents 

Agency has 
informally 
agreed-upon 
but unwrit
ten policy 

Agency has 
no policy 

• 

I'V 
N 
W 
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2. How does your agency inform its employees about each of the following policy areas? 

Policy Areas 

Missions and goals 

Employee termination 

Employee selection 

Employee promotion 

Absences of employees 
from work 

Training pre-st~rvice 
employees 

Training in-service 
employees 

Rules of conduct 

Disciplinary policies 

Employee assignment 
policies 

Compensation program 

Affirmative action/equal 
employment opportunity 

Employee evaluation 

Through formal com
munication during a 
scheduled initial 
employment orien
tation or training 
session plus formal 
scheduled updates 
during employment 

Through informal 
communIcation either 
during an initial 
employment orien
tation or training 
session plus 
unscheduled infor
mal updates during 
employment 

• 

Through formal 
c()mmunic~ 
during a 
scheduled initial 
employment orien
tation or training 
session only 

Through formal 
communication 
during 
employment 

Agency 
employees 
are not 
informed 
about this 
policy 

N 
N 
.po. 

• 



• • 
3. How does your agency disseminate information to employees about the following policy areas? 

Policy Areas 

Missions and goals 

Employee termination 

Employee selection 

Employee promotion 

Absences of employ-
ees from work 

Training pre
service employees 

Training in-service 
employees 

Rules of conduct 

Disciplinary 
policies 

Employee assignment 
policies 

Compensation 
program 

Affirmative action I 
equal employment 
opportunity 

Employee evaluation 

Provides 
employees with 
handbook 
or policy 
manual and 
provides regu
lar updates 
for the manual 

Provides 
employees with 
handbook or 
policy manual 
but posts any 
changes 
or updates 

Provides 
employees with 
handbook or 
policy manual 
at time of 
initial employ
ment only--
no updates 
provided 

Does not 
provi~ 
employees with 
a handbook or 
policy manual 
but regularly 
posts updates 
or changes 

Does not 
provide 
employees with 
a handbook or 
policy manual 
but occasionally 
posts updates 
or changes 

Does not 
provide 
employees 
with a 
handbook 
or policy 
manual and 
does not 
post any 
changes or 
updates 

• 

N 
N 
VI 
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4. When your agency makes policy in the following areas, what is the kind of employee input? 

Policy Areas 

Missions and goals 

Employee termination 

Employee selection 

Employee promotion 

Absences of employees 
from work 

Training pre-service 
employees 

Training in-service 
employees 

Rules of conduct 

Disciplinary policies 

Employee assignment 
policies 

Compensation program 

Affirmative action/equal 
employment opportunity 

Employee evaluation 

Formal input 
through a 
collective 
bargaining or 
an employees 
association 
group and 
through 
encouraging 
informal input 
by individuals 
(e.g., sugges
tion box) 

Formal input 
through a 
collective 
bargaining 
group or 
employees 
association 
only 

• 

Informal or no 
input received 
through a collec
tive bargaining 
group but actively 
soliciting 
informal group 
input and/or 
individual input 

Informal or 
no input 
received 
through a 
collective 
bargaining 
group but 
agency will 
accept group 
input or 
individual 
input 

No input 
is sought 
from employees 
about this 
policy area 

I'V 
I'V 
0\ 

• 
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5. What is the level of impact that employee input has on each of the following policy areas? 

Polley Areas 

Missions and goals 

Employee termination 

Employee selection 

Employee promotion 

Absences of employees 
from work 

Training pre-service 
employees 

Training in-service 
employees 

Rules of conduct 

Disciplinary policies 

Employee assignment 
policies 

Compensation program 

Affirmative action/equal 
employment opportunity 

Employee evaluation 

High impact due 
to formal con-' 
tractllal agreement 

High impact but 
not because 
of formal con
tractual agreement 

Moderate 
impact 

Slight 
impacts 

No impact 
whatsoever 

• 

N 
N 
...... 
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6. Indicate the usual frequency wtth whic'h employee input is sought by your agency for each of the 
following policy areas? 

Policy Areas 

Missions and goals 

Employee termination 

Employee selection 

Employee promotio~ 

Absences of employees 
from work 

Training pre-service 
employeea 

Training in-service 
employees 

Rules of conduct 

Disciplinary policies 

Employee assignment 
policies 

Compensation 

Affirmative action/equal 
employment opportunity 

Employee evaluation 

Freq uenll y 
~ mont!!lYl 

• 

Occasionally (e.g., 
every 3 months) 

Seldom 
(e.g., once a 
year or every 
year or two) Never 

f'..) 
f'..) 
(Xl 

• 
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7. For each of the following policy ",reaa. who has the final decision-making authority regarding the acceptance 

or rejection of each? 

Policy Areas 

Missions and goals 

Employee termination 

Employee selection 

Employee promotion 

Absences of employ-
ees from work 

Training pre
service employees 

Training in-service 
employees 

Rules of conduct 

Disciplinary policies 

Employee assignment 
policies 

Compensation program 

Affirmative action/ 
equal employment 

Employee evaluation 

External govern
ment agency only 
(mayor's office, 
governor's office. 
civil service 
board) 

Joint]y by an 
externa 1 govern
,rnent agency and 
agency ad1llinis
trator (:Identify 
external _~I~ 

The agency 
administra
tIon only 

.Jointly by 
the agency 
administration 
collective 
bargaining 
IInit and the 
personnel unit 

The 
personnel 
unit only 

Jointly by 
the agency 
administration 
and the per
sonnel unit 

• 

N 
N 
\0 



SECTION 2: 
SPECIFIC PERSONNEL PRACTICES 

MISSIONS AND GOAlS 

The goals and missions of an agency are the formal statements 

that the agency makes about its objectives and how it will conduct 

business. As such, goals and missions of agencies establish expecta-

tions about what the agency will and will not do. From the general 

administrative section of this survey, you are provided information 

about the formalization of policies on goals and missions, how such 

policies have been communicated to employees, how much employee 

input goes into goals and mission statements, and who has ultimate • authority in the determination of such statements. 

In this section we are concerned with exploring the issue of 

organizational goals and missions by asking you to identify (1) how 

your agency measures its goal performance, (2) what information pro-

vides the basis for such assessments, (3) how much the community is 

involved in the determination of goals and missions, and (4) how your 

agency communicates its goals and missions to those outside the 

agency. Four questions are provided to assess these issues. 

QUESTION 1 
With respect to the issue of goal and mis6ion assessment, the 

first question asks you to identify how (by what methods) your agency 

measures goal and mission accomplishment. For reasons explained 

below, the measurement of goal or mission attainment is complicated ~ 



• 

• 

• 

by the kind of informat:i.on selected and the unit of analysis that 

such information represents. 

QUESTION 2 

231 

It is clear that an agency cannot select a single measure of 

goal attaj.nment. Such single measures do not capture all of. the 

pos,o;;ible information available or required, especially as agerlcy 

missions and goals are usually several. For example, statistical 

analyses of organizational work like the number of inmates processed 

or the number of arrests made represent only one aspect of the work 

logO. of an agency. Such additional concerns as the level of saftey 

in a correctional institution, the number of inmate disciplinary 

problems or inmate use of educational or vocational programs are all 

possible goal measures, depending on the organizational goal or mis

sion selected. Likewise, in police agencies the number of arrests 

made by police does not by itself accurately reflect all work activi

ties or goals achieved. For example, the number of family disputes 

in which the police intervened and where an arrest was not made may 

be as indicative of goal attainment as are arrest statistics. As a 

result, considerations of organizationally produced statistics are 

inherently influenced by the organization's definitions of work. 

For an extended discussion of the various types of data available in 

measuring agency goals and objectives see Volume III. 

The second type of data that might be used as a measure of 

agency goal attainment are measures of organizational outcomes, such 

as crime rates for the police, and recidivism rates for correctional 
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agencies. Both measures, of course, are confounded by the fact that 

things done by other criminal justice and non-criminal-justice agen

cies are likely to influence these measures independent from the 

influences exerted by the particular criminal justice agency. For 

example, recidivism rates are influenced by the level of employment 

opportunities, the social and family environm~nt of the offender, 

local police practices, and the policies of parole agencies as much 

as they are affected by the practices of the institutional correc

tional system. Similarly, the police impact on crime rates must also 

be considered in light of other forces affecting the level of crime. 

For example, the local economy and social conditions, including the 

level of literacy, poverty, and ignorance, all influence, albeit in 

differing manners, the level of crime. For the police to maintain 

that they have met their goals simply because there were fewer crimes 

committed, or for correctional agencies to assess their achievement 

on the basis of recidivism rates alone is to ignore these outside 

influences. The reader is again referred to the data section in 

Volume III for a more thorough discussion of the measurement issues 

at stake when considering the measurement of organizational and 

individual performance. 

The next two types of data presented as options for assessing 

agency mission and goal attai.nment a~ce assessments of satisfaction 

with agency performance--assessments made by people outside the 

agency and assessments made by agenc.y employees. The first measures 

• 

the overall satisfaction of citizens with the agency service. On • 



• 
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occasion, police and correctional agencies might survey the cit i-

zenry about their level of satisfaction with the agency's service. 

Police departments usually engage in such practices more regularly 

than corrections simply because police departments tend to be more 

visible and more closely tied to the public and its servj_ce demands. 

However, correctional agencies have also surveyed communities where 

new institutions or programs were to be implemented or when supp,ort 

for institutions was necessary. General citi~en-satisfaction sur

veys, however~ must be viewed with appropriate caution, as explained 

below. 

Global citizen-assessments of agency performance are hard to 

interpret because it is often hard to determine whether the citizen 

is expressing general satisfaction with the agency through having had 

no real contact with the agency, or whether this satisfaction is 

based on direct experience with the agency. General assessments are 

of little utility if they are of the former type--globa1 assessments. 

Such assessments measure the citizen's belief in government and the 

institutions of government more than they do satisfaction with the 

particular agency under consideration. 

Measurement of constituents--peop1e who have been the object of 

agency services--potentia11y yields much more information than can 

be of use to the agency. By surveying users of various police ser

vices, e.g., victims of various crimes, individuals who have requested 

non-crime-related services from the police, and individuals who have 

been the object of police inquiry, the administrator might acquire 



specific information on user satisfaction with the service. Simi

larly, correctional agencies might consider examining the clientele 

or correctional agencies, including current and released inmates, 

their families, or employers, to ascertain the users' perceptions of 

the correctional system. 

Also under the consideration of the types of information used to 

measure agency goal attainment is the issue of worker perceptions. 

In this regard, the providers of the service are questioned about 

their perspectives on agency goal attainment, their role in providing 

the service or achieving goals, and their perceptions of whether or 

not the service provided accomplishes agency missions and goals. It 

must be noted, however, that worker perceptions can be as biased as 

those attained from the general pUblic--so the administrator must • 
interpret such responses with caution. Such information can be used 

to describe for the agency how its members believe services are being 

provided. Such beliefs can then be compared and contrasted with 

other less subjective information, such as agency work-load statis

tics. 

Finally, but certainly not of least importance, public-sector 

agencies must consider the legal and legislative context that defines 

and sustains their operations. In this regard considerations of the 

explicit legal basis for agency mission and goals, including city 

ordinances, state statutes, or the enabling legislation defining and 

dictating agency responsibilities must be reviewed. Also included 

within this area of concern are legal definitions of agency goals • 
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and missions; court decisions, either recent or proposed, that expand, 

maintain, or restrict agency definitions of missions and goals; or 

legal opinions rendered by city council, county administrators, or 

state attorneys general that also might affect definitions of goals 

and missions. Cumulatively these sources of agency definition of 

missions and goals have an important impact on public-sector organi

zations, including those in criminal justice. As a consequence of 

these types of sourc~s of definitions, agency goal and mission state

ments need to be thoroughly considered and analyzed. 

Besides the types of data collected, the frequency with which 

the data is collected is also important to consider. Question 2 asks 

you to specify the frequency of data collection for each of the major 

options applicable to measuring mission and goal achievement. Ob

viously certain types of organizational information lend themselves 

to regular collection. For example, agency statistical reports that 

stem from the normal reporting system are routine in most agencies. 

Such regularly developed reports can begin to be used to analyze 

trends over months or years, adjusting for seasonal fluctuations and 

possibly anomalous months. 

Various techniques for analyzing the data ranging from frequency 

distributions aIld percentages through multivariate techniques, such 

as multiple regression or time series analysis, are available for 

examining such regularly collected data, and have been used with 

great regularity in criminal justice agencies. Police departments, 

• for example, have used numerous mathemati.ca1 models to calculate 
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work-load and work-force requirements. Such information as the num

ber of Part I crimes committed, traffic accidents, calls for service, 

and the size of the patrol areas have been used to estimate work 

loads and then to assess what manpower is necessary. Such data have 

also been used to assess whether overall goals and missions were being 

achieved. 

In corrections, such regular statistical records as number of 

inmates by classification, types of programs, and number of fixed or 

roving posts have been used to estimate work load as well. Estimates 

of recidivism levels, inmate composition, parole prediction, and 

offender survival in parole have all been part of the goal and mission 

assessments undertaken in corrections. Such information, produced 

a regular basis, has been used and continues to be used in making 

estimates of human resources in criminal justice agencies as well as 

in assessing goals and missions. 

The other types of information that might be useful in assessing 

the extent of organizational mission and goal attainment are not 

necessarily appended to the official reporting system and, as a 

result, are more expensive and more time consuming to collect. For 

example, general citizen surveys are likely to be developed for single 

administrations and are, therefore, likely to entail additional time 

and money. Furthermore, since these surveys are produced for single 

occasions, it is difficult to assess the reliability and validity of 

measurement. For example, as was previously noted, reliability might 

be influenced by whether the individual is responding on the basis Of~ 
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a particular contact with the agency. Similarly, validity might be 

influenced by the quality of the interaction: those having a recent 

negative experience may generalize that particular experience. So 

when surveys are administered on such a basis, reliability and 
€I' 

validity must be considered. Again the reader is referred to the 

appropriate sections of Volume III for an extended discussion of 

survey design and the concepts of reliability and validity. 

By considering and evaluating your responses to Questions land 

2, you will begin to assess your agency's priority in defining appro-

priate measures of goal and mission attainment and the time periods 

for data on them will be collected. You will also want to consider 

the appropriateness of the measures in relation to the time of col-

lection. If official statistics are measured only annually, for 

example, it must be considered what these annual statistics represent. 

Similarly, if your agency indicates that worker preferences are 

important in determining whether or not goals and missions are 

attained, then how regularly this information is collected must also 

be considered. 

As was previously indicated, the consideration of agency mis-

sions and goals is approached on the basis of measurement and commu-

nication. The next two questions in this section relate to the com-

munication issue. 

QUESTION 3 
Question 3 deals with the community's input into the process of 

setting goals and missions. As was indicated above, citizen's 
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expectations about what an agency will or will not do are influenced 

by what the agency defines for itself and by citizens' agreement with 

that definition. In providing some form of community input into the 

determination of missions and goals, the agency is attempting to 

gain community consensus about the appropriate expectations for 

agency performance. Such consensus can often result in fewer differ

ences in expectation among citizens. For example, the police are 

often charged with sole responsibility for the level of crime, and 

corrections agencies solely with the level of recidivism when, as we 

have indicated, there are other forces beyond the direct control of 

these agencies that might influence crime and recidivism rates. 

QUESTION 4 ~ 
Related to the question of citizen input is the method by which 

your agency communicates its missions and goals to the general public. 

As is indicated in Question 4, the agency can play an active as well 

as passive role in shaping public expectations regarding missions and 

goals. The role selected (i.e., law enforcement or service, custo

dial or rehabilitative) will, no doubt, have an influence on public 

understanding of the agency's societal role. Often, of course, these 

same misconceptions are then surveyed by the agency to ascertain 

what the general level of satisfaction with the agency's services is. 

Without individual citizen prior knowledge of what services to expect, 

citizen surveys are difficult to interpret and even harder to imple-

ment in programs designed to influence attitudes. • 
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Cumulatively, the questions in this section have attempted to 

provide a foundation for your assessment of how your agency measures 

and communicates its goals and missions. The information collected 

in this section should be contrasted and compared with the informa

tion on goals and missions in the general administrative survey, 

because that section asked for your assessments of numerous practices 

and influences on goal and mission setting. For example, employee 

input into and impact on goal determination and the communication of 

these goals and missions to employees could result in a better appre

ciation of, and agreement with, goals and missions by employees. 

Such employee consensus and understanding can then translate into 

citizen understanding of the goals and missions, as citizens are 

likely to infer such goals and missions from employee behavior . 



1. How does your agency measure the accomplishment of its goals or 
missions? (Check all that apply.) 

None done. 

Through statistical analysis of organization work. 

Through outcome measures, e.g., crime rates, recidivism, 
clearance rates. 

Through satisfaction surveys conducted periodically. 

Through follow-up surveys asking about clientele 
satisfaction with the service provided. 

Worker perceptions of goal-attainment surveys. 
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2. Please indicate how often your agency makes use of each of the following options for 

assessing the achievement of goals and missions. 

Statistical analysis 
of original outputs 

Outcome measures 

Citizen satisfaction 
survey 

Clientele satisfaction 
with service 

Worker perception of 
goal attainment 

Review of enabling 
legislation (statutes 
or ordinances) 

Defining agency goals 
and missions 

Analysis of court 
decisions affecting 
agency goals and missions 

Review of Attorney 
General's opin~on 
regarding agency 
goals and missions 

Not 
Done 

Done 
Infrequently 

in Response to 
Agency Crisis 

Done 
Occasionally 

(once or twice 
yearly) 

Frequently 
Done but Not 
Regularly (3 
or 4 times 

a year) 

Regularly 
Done 

(monthly) 

• 

N 
-I::'
f-' 



------------------------------------------------~---- ---

3. In setting your agency's goals and missions, how much input 
does the community have? (Check one.) 

Community is ~ot included in this process. 

No formal community input, but agency will accept 
informal advice and consent through groups or 
individuals. 

No formal community input, but agency actively 
solicits informal advice from groups or individuals. 

Formal active community input is obtained through 
group representation (e.g., community representation 
on policy boards). 

4. What methods does your agency use to communicate its missions 
and goals to the community? (Check one.) 

There are ';,0 attPlIlpts to communicate agency goals to the 
community. 

Communication of agency goals is not actively done, but 
general agency goal information is in basic documents 
(e.g., budget, policy manual). 

Actively provide information through general media 
and an information bureau. 

Actively provide information through general media, 
an information bureau, and presentations to com
munityorganizations. 
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JOBS) TASKS, AND ROLES 

The jobs, tasks, and roles of an organization constitute the for-

mal division of labor within the agency and depict the relative hier-

archy of importance attached to the work done by various agency mem-

bers. Job classification provides the basis for compensation levels, 

organizational ranks, and a host of organizational distinctions made 

on the basis of the work performed. 

This section of the administrative practices survey examines 

various aspects of how your organization defines the work to be done 

and the methods by which your agency analyzes jobs, tasks, and roles. 

As was the case with missions and goals, the information collected in 

• this section should be examined in relation to the information on 

jobs, tasks, and roles identified in the section on administrative 

practices. 

QUESTIONS 1 AND 2 
The first two questions in this section seek information on job 

formalization and the communication of expectations about jobs to 

workers. Question 1 asks you to identify how formalized job descrip-

tions are within your agency. As can be seen from the response set, 

you might indicate that the jobs are highly formalized, meaning that 

their requirements are posted in the basic documents of the agency. 

Or you might respond at the other end of the continuum, indicating 

that jobs are not formalized in your agency. 

• Obviously, the continuum concerns the extent to which an agency 

makes its expectations about jobs, tasks, and roles a formal part of 



the organization by including descriptions of such jobs in its defi-

nitions of the organization and the work to be performed. Clearly, 

without such definitions, it will become difficult to socialize new 

organizational members into the roles the organization wants them to 

perform. And equally clear, without such formal statements about 

roles, it will be difficult later to evaluate employees' ability to 

perform them. 

Question 2 seeks information on how your organization formally 

communicates its expectations about jobs, roles, and tasks to indi-

vidual organizational members. The answer options are based on a 

continuum that measures the extent of communication. As can be seen 

from the set of responses, organizations can provide information at ~ 

initial employment and throughout employment as roles, tasks, or jobs 

change. Others may have no provision for such information communi-

cation at all. 

Taking the two questions (Questions 1 and 2) together gives you 

the ability to assess whether individuals who are uncertain about 

jobs, tasks, and roles in your organization are unclear because the 

agency has no formal statements about these jobs, or because it has 

nCI method of communicating them to employees, or because it has 

neither. This information might be contrasted with the questions in 

the general administration survey about who determines the jobs, 

tasks, and roles, whether employees have some input into the develop-

ment of jobs, tasks, and roles, and whether this input has any impact 

on the jobs, tasks, and roles in your organization. By examining suc~ 
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questions you may begin to determine whether or not the organization 

formally defines and communicates jobs, tasks, and roles to employees, 

and perhaps whether employees disagree with them, or whether there is 

some breakdown in communications or definition. Strain may be created 

in the organization when individuals do not have a clear understanding of 

and at least some agreement with the jobs, tasks, and roles of the 

agency. 

QUESTION 3 

Question 3 in this section is about how your agency prioritizes 

its jobs, tasks, and roles, As indicated in the set of responses, 

there are many methods of prioritizing jobs. For example, they might 

• be prioritized on the basis of tradition, according to the capabili

ties of the current incumbent, or through a process of job evaluation. 

"Tradition" as a method for prioritizing jobs is difficult to vali-

• 

date. Changes in the jobs, tasks, or roles may have altered, tradi-

tional. expectation. The "capability of the incumbent" is equally 

difficult to defend as a method because it is more precisely a mea-

sure of the individual in the job, rather than the job itself. Job 

evaluation is more likely to produce supportable information upon the 

basis of which jobs, tasks, and roles might be prioritized in the 

agency. For a greater description of the methods of job evaluation 

and classification, see Volume III under the appropriate headings, 

especially if you are unclear about the kinds of methods included 

under job evaluation • 



QUESTIONS 4 AND 5 
The next two questions (4 and 5) focus attention on the analysis 

used in support of job, task, and role definition and prioritization. 

In Question 4, we are concerned with the actual source of information 

used to examine jobs, tasks, and roles in your organization. The 

four possible responses to this question are meant to form a hier

archy of analysis which involves successively greater amounts of 

organizational effort to solicit information about the nature of the 

work performed. Obviously, "no method of analysis" requires no 

effort, while "directly observing individual worker p(~rformance" 

requires a great deal of effort. 

In addition to the amount of effort expended on collecting in

formation about jobs, tasks, and roles, the types of information 

collected vary from method to method. For example, the analysis of 

work activities solely on the basis of official records, such as 

employee work activities, is likely to present a picture that con

forms to organizational reporting practices as much as to the actual 

type of work done. Such reports are suspect because workers are 

likely to report information congruent with the reporting form 

while deleting information incongruent with it. Additionally, it 

is not uncommon for workers to report information that reflects well 

on their performence or that is perceived by them to be most impor

tant, instead of reporting either information that may negatively 

reflect on their performance or information perceived by them as 

unimportant. Such an incomplete picture of how and what type of 

work is being done can invalidate the assessment. 

• 

• 
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Interviewing and surveying workers about the nature of their 

work can overcome some of the biases arising out of a formal report

ing system, but cannot overcome them all. The interview or survey 

can cover topics not covered in official reports, but it cannot over

come individual perceptions. For example, police officers might think 

that a particular activity, say looking for a suspect, is real police 

work and of great importance. This perception may overshadow their 

reporting other police tasks such as directing traffic or accident 

reports, or communicating with citizens. Similarly, a correctional 

officer may perceive institutional safety as the dominant work con

cern, and as a result underreport such activities as interactions 

between officers and inmates that are not related to safety. These 

examples illustrate the selective perception problems attendant 

upon surveys and interviews. In the interview setting, however, face

to-face discussion might lead to a greater explanation of all the 

work done, as a trained interviewer might probe for clarification. 

But interviews do generally take more time and involve more expense 

than surveys. 

Lastly, the process of direct observation is perhaps the most 

valid and reliable method for examining work performance and assess

ing jobs, tasks, and r: .. les. But the method is not without its short

comings. For example, it has been demonstrated that people who know 

that they are being observed may alter their behavior to what they 

think the observer wants to see. Too, it may be difficult to gain 

access to many people as they generally may not want to be so closely 



watched when they are working. Such clbstacles and limitations lllUSt 

be contrasted and compared with the benefits in increased reliability 

and validity in the information obtained. A mo.t'e detailed discussion 

of these issues is contained in Volume III. 

Related to the question of how analyses of jobs, tasks, and 

roles are undertaken is the issue of the frequency of such analyses, 

Question 5 in this section asks the frequency of job analysis in 

your organization. The information derived from such a question 

t-:::lls you the time interval between job analyses, As such, analyses 

are generally the basis for other personnel classification and com

pensation processes, it is important to consider the intervals iden

tified in Question 5 in relation to how fast jobs are changing in 

your agency: the more and faster the change in jobs. the greater 

the need for regular and frequent review and analyses. 

Whether annual review is needed in your agency depends on a 

number of things, including the complexity of the jobs, tasks, and 

roles performed, the st~bility of the jobs performed (have job 

duties increased or decreased significantly in recent times?) and 

the nature of the workers your agency employs. Such information 

taken together with the frequency of job analysis begins to tell 

you how accurate your picture of agency jobs and work done is likely 

to be. This picture, as was mentiQned previously, forms the basis 

of other important organizational functions. 

• 

• 
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QUESTIONS 6) 7) AND 8 

Extending the consideration of how your agency assesses its jobs, 

tasks, and roles, there is the question of whether or not certain 

job-analytic techniques have been used. Question 6 is whether or not 

any of the job-analysis techniques listed have been used to assess 

jobs in your agency. The intent of the question is to determine the 

kind of analysis undertaken. A discussion of the various techniques 

listed, including their strengths and weaknesses, is presented in 

Volume III. 

Related to our consideration of jobs, tasks, and roles is a 

consideration of employee job knowledge and skill. Questions 7 and 

8 approach these topics. As is indicated in Question 7, we are in

terested in whether or not your agency has formalized job descrip

tions that include, in some manner, the related knowledge, skills, 

and abilities expected of employees assigned to those jobs. 

Question 8 asks you to indicate how you determine the skills of 

employees. It is important to consider how information about their 

skills is collected. As shown in Question 8, the set of responses 

includes testing iWillediately after training, standard employee 

evaluations, and observations of job behavior. Our previous con

sideration of sources of information for assessing jobs (Question 4) 

is equally applicable here in assessing employees' knowledge about 

their job. Again the reader is referred to the appropriate sections 

of Volume III for clarification of the various types of data avail

able and the methods of data collection, their validity and relia

bility, and related issues. 

.. 
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Collectively, the questions contained in this section attempt to 

gain some understanding of the division of labor within your agency 

including how the division of jobs, tasks, and roles is undertaken, 

on the hasis of what information, and stated in what fashion. The 

information provided should help you develop an understanding of 

how your agency defines jobs (formally or informally), the method 

and frequency of analysis used in support of these formal statements, 

and the understandings of employees about what these jobs, tasks, 

and roles are. 

• 

• 
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1. Indicate how job descriptions are stated in your agency and 
where they may be found. 

Formally written in agency basic documents 
(policy manual, personnel office manual). 

Formally written in administrative rules but not 
basic documents. 

Informally agreed upon and not in agency 
documents. 

2. From the fnllowing categories check the methods used by your 
agency to ensure that employees know the content of their job 
descriptions . 

Through formal co~nunication during an initial 
employment orientation or training session, plus 
formal updates during employement. 

Through formal communication during an initial 
employment orientation or training session, plus 
informa~ updates during employment. 

Through formal communication during initial 
employment or training session only. 

Through formal or informal communication during 
employment only. 

Agency employees are not informed about their 
job descriptions • 



3. From the following categories check all that describe how your 
agency ranks the importance of its jobs. 

Jobs are not ranked--Le., "one job is held to be as 
important as another"? 

Jobs are held to be important because they were once 
judged important. 

Jobs are ranked on the basis of the job holder or 
current incumbent. 

Jobs are "ranked" on the basis of what is in their 
job descriptions. 

Jobs are "ranked" acc'ording to a process of job 
evaluation, e.g., "each job is analyzed and 
ranked in comparison to others. 

4. By what methods does your agency analyze the work activities 
of its personnel? 

No method of analysis is conducted. 

Through reviewing employee-reported work statistics 
(daily logs). 

Through reviewing and gathering information from 
agency personnel (questionnaires, interviews). 

Through direct observation of employee work 
behavior. 
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5. For the following job classificaUons indicate the usual frequency with which the formal 

written job descriptions are reviewed. 

Entry-le~el positions 

First-line supervisors 

Middle managers (desig
nated above first-line 
supervisors in rank) 

Top executive officers 
including the top 
executive and those 
reporting directly 
to him 

Clerical 

Administrative and 
support positions 

Reviewed 
only when 

Not there is 
reviewed a crisis 

Reviewed in a 
Reviewed cycle other 

more than Reviewed than annually 
once with- only (3 to 5 year 
in a year annually intervals) 

• 

N 
V1 
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6. Has your agency used any of the following techniques in the past 
five years to analyze the work activities performed in agency 
jobs? 

Functional job analysis 

Task analysis 

Ability requirement scales 

Critical incident technique 

Position analysis questionnaire 

Job-element method 

7. With respect to job knowledge, skills, and ability, which of the 
following best describes your agency's job descriptions? 

Job descriptions do not include any statement 
about knowledge, skills, and ability required 
in performing the job. 

Job knowledge, skills, abilities are implied in the 
job descriptions but not directly stated. 

Job knowledge, skills, abilities are formally stated 
as a part of job descriptions. 

8. How does your agency determine which employees possess the 
requisite knowledge and skill for their jobs? 

This is not done. 

This is done through testing after training. 

This is done through standard employee appraisals 
by supervisors. 

This is done by observing employees in their jobs. 
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RECRUITMENT 

This section of the Personnel Practices Survey is focused on 

employee recruitment. As the recruitment process is instrumental in 

determining the pool of qualified candidates, it is a process of 

extreme importance. The seven questions in this section can be 

grouped under three headings: the recruitment process itself, its 

review and legal soundness, and employee input into recruitment 

issues. 

QUESTIONS 1) 2) 3) AND 4 
Question 1 asks you to identify the method which best describes 

how positions in your agency are advertised. As is indicated in 

Question 1, the range of responses is from informal, internal, word

of-mouth advertising to actively recruiting within and outside of 

your jurisdiction. Clearly the extent or scope of recruitment 

efforts for agency positions is determined to some extent by the 

availability of workers with the particular skills or talents desired 

by your agency and the level of local competition from other employ

ers for such workers. 

However, the method of communicating job openings must also be 

considered because communication efforts are the primary means by 

which people learn about job opportunities. In the past, many 

police agencies, and correctional agencies to a lesser degree, have 

simply waited for people to seek out employment in the agency: 

employment recruitment generally amounted to the posting of notice 
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that the position was open. More recently, agencies have taken a 

more active stand in the recruitment process, attempting to influence 

individual choices and to deal more effectvely with competing employ-

ers for qualified applicants. Such efforts may result in some 

people's applying to the agency who would not otherwise apply, had 

the agency not actively marketed its recruitment effort. 

The second issue addressed in this section is your aSb~s~~ent 

of the importance of various recruitment efforts you undertake. In 

Question 2, we ask you to evaluate the importance of these efforts. 

In making such an assessment you should begin to consider the alter-

native strategies available to your agency and those you might per-

ceive as more beneficial to rer.ruitment efforts. But such evalua- • tions are particularly subjective, likely to be based on your personal 

preference for a particular method. 

In Question 3, we ask you to identify how often your recruitment 

efforts are assessed. As is the case with other aspects of the run-

ning of the organization, recruitment practices and methods need to 

be updated to reflect changes in the availability of labor in the 

marketplace, particularly when other organizations seem to be 

attracting the types of employees your agency is also seeking. By 

assessing the effectiveness of the various components of your 

recruitment efforts, you may be in a better position to confirm or 

to reject your subjective evaluations of the various recruitment 

efforts listed in Question 2. 

• 
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Extending our consideration of the recruitment practice in your 

agency is Question 4, which asks who is responsible for conducting 

the various components of your agency's recruitment efforts. The 

responses to Question 4 provide you with some idea whether recruit

ment is a unified effort or one divided among many individuals both 

within and outside of your agency. The responses can also provide 

you with information about which practices you have identified as 

important and who conducts them. This information can be evaluated 

in relation to your assessments of the kinds and quality of personnel 

you recruit to your agency by the various methods indicated. 

QUESTIONS 5) 6) AND 7 
When considering the recruitment process in your agency, atten

tion should also be focused on the types of information you provide 

to prospective applicants. Answers to Question 5 provide a founda

tion upon which you might assess the quality of your recruitment 

announcements. As is indicated in Question 5, there are several 

types of information that might be included in position announcements, 

some of which are required by law. 

Obviously, the more complete the information appearing on a 

recruitment announcement, the more likely that prospective ~lpp1icants 

will have a basis for evaluating their interest in being associated 

with the agency and the work it does. In criminal justice agencies 

this also means identifying things like physical requirement!s that 

might screen out those physically incapable of performing the job • 
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There are several legal requirements that you should be familiar 

with and adhere to in your recruitment efforts. One of the earliest 

laws affecting the recruitment of new employees is the Fair Labor 

Standards Act of 1938 or the Wage and Hour Law. Its relevance to 

criminal justice agencies is that it requires payment for overtime 

work beyond the established maximum number of hours per week at the 

rate of one and one-half times the regular rate. You should keep 

this provision in mind when deciding whether to schedule overtime or 

hire additional employees. 

The Taft-Hartley Act or the Labor Management Relations Act of 

1947 is mainly concerned with the relationship between an employee 

and a union. Recruiters should be aware that the Act forbids activi~ 

ties that tend to encourage or to discourage membership in any par-

ticular labor organization. Further, it makes it illegal to refuse 

to hire an otherwise qualified applicant because he or she is, or is 

not, a member of some particular union. 

Title VII of the Civil Rights Act of 1964 and the subsequent 

Equal Employment Opportunity Act of 1972 make it illegal to dis-

criminate against any person in any employment procedure because of 

the person's race, color, religion, sex, or national origin. In 

addition to recruitment programs, these provisions apply equally to 

interviewing prospective employees, application blanks, tests, 

training, and pay. 

In the hiring of new applicants, recruiters need to be aware 

that emphasis is not on eliminating discrimination because of sex • 
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and minority-group status. Two main criteria are appl1.ed. First, 

employers have been asked to hire members of minority groups at a 

rate that reaches or exceeds the proportion of minority group members 

in the appropriate labor market, within a specified time period. 

Second is what is termed "adverse impact": an agency may be guilty 

of discrimination if a higher proportion of minority applicants is 

rejected for a given job category than the proportion of nonminority 

applicants. 

"Job relatedness" is another criterion used in determining 

whether a recruitment or selection requirement is nondiscriminatory. 

The question of whether a certain program component is discriminatory 

is determined by considering its relationship to measures of job 

effectiveness. This may have an impact on recruitment in that it 

applies to such specifications as required educational level--a 

college degree or high school diploma, for example. These must be 

shown to be needed for job success in order to be required. 

The final issue addressed in this section of the survey is 

about employee input into recruitment practices. Again the infor

mation obtained on this issue should be contrasted and compared 

with that obtained in the general administrative practices survey. 

Question 7 asks you to identify the degree of employee input into 

recruitment practices, including the selection of recruitment stra

tegies, direct employee participation in recruitment efforts, and 

employee input into definitions of what types of applicants should 

be sought • Such information provides you with an evaluation of how 
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much your organization uses its current work force to help generate 

additions to that work force. 

Cumulatively, this section provides you with an assessment of 

the various methods by which you recruit new employees. Often the 

recruitment policies of public agencies are de~egated to a jurisdic

tion personnel agency, such as civil service. Despite such delega

tion, the review of the efficp.cy of recruitment efforts, as they 

affect the quality and kind of people seeking '~mploym,=nt with your 

agency, is critical for at least two reasons. First, it is obvious 

that the ultimate quality of what the agency does is highly related 

to the kinds of people who work for that agency. Recruitment as a 

process attempts to stimulate interest in the kind of people the 

agency wants to apply. Secondly, as recruitment comes before hiring 

and working, it is a crucial state in an agency's determination of 

the quality of personnel it needs. Both the needs and wants ques

tions are ultimately related to how the agency determines what it 

will do and how it will then attract the kinds of people to do that 

work. 

• 
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1. Which of the following phrases best describes how your agency 
advertises for new job openings? (Check all appropriate 
responses.) 

From within the agency by word of mouth. 

By posting notices with the local civil service board. 

By announcements in local media only. 

By actively recruiting locally only. 

By putting announcements in professional journals. 

By actively recruiting outside your locality. 

By actively recruiting at colleges, vocational, 
or trade schools • 

2. Rank the importance of these in relation to your agency's 
recruitment program. In making your rankings, use the follow
ing scale: 

Of no importance Of high importance 0, ________________________________________ 5 

Recruiting from within the agency, by word or mouth. 

Recruiting by posting notices with the local civil 
service board. 

Recruiting by announcements in local media only. 

Recruiting by active solicitation locally. 

Recruiting by putting announcements in proCessional 
journals. 

Recruiting by active solicitation in other jurisdictions. 

Recruiting by active solicitation at colleges, 
vocational, or trade schools • 
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3. How often does YOUT agency examine its various recruitment 
methods to determine whether they are attracting the most 
qualified applicants? 

Recruiting from ~rl.thin the agency 
by word of mouth. 

Recruiting by posting notices 
with the local civil service 
board. 

Recruiting by announcements in 
local media only. 

Recruiting by active solicita
tion locally. 

Recruiting by putting announce
ments in professional journals. 

Recruiting by active solicita
tion in other jurisdictions. 

Recruiting by active solicita
tion at colleges, vocational, 
or trade schools. 

262 • 

-. 

• 



• 
' . 

• 
4. Indicate who is responsible for conducting your agency's recruitment program for the various 

methods listed below. 

Drafting the position opening 
notice. 

Posting notices with local 
civil service board. 

Posting announcements in 
local media only. 

Active solicitation locally. 

Posting announcements in 
professional journals. 

Active solicitation in ot:her 
jurisdictions. 

Active solicitation at colleges, 
vocational, and trade slchools. 

Personnel External 
to the Agency (e.g., 
mayor's office, 
civil servlce hoard 

Agency 
Personnel 
Office 

Agency 
Personnel 
Other than 

In Personnel 
Office 

Not 
Done 

Don't 
Know 

• 
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5. Indicate which of the following types of information the agency 
includes in its recruitment advertisements? (Check all that apply.) 

Job description, e.g., nature of work, duties, 
and responsibilities. 

Knowledge and skill requirements. 

Experience requirements. 

Application procedures. 

Location for making application. 

Salary. 

Age requirements. 

Health requirements. 

Testing requirements. 

Educational or training requirements. 

• 

• 

• 



• . .• ~ 
6. Check the phrase that best describes how your agency complies with legal requirements 

regarding criteria used for selecting employees., 

Federal laws pertaining to criteria for 
selecting employees. 

State laws pertaining to criteria for 
selecting employees. 

County or municipal laws pertaining to 
criteria for selecting employees. 

Complete 
Compliance 

I:hrough 
Court Order 

Voluntary 
Complete 

Compliance 
Somewhat in 
Compliance 

Not in 
Compliance 

• 
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7. Employee input in recruitment can be at various levels or relate to different components of the 
overall recruitment program. For each topic listed indJcate how /lnd whether employee input is sought. 

About where the agency 
should direct its 
recruitment program 

About employee parti
cipation in recruiting 
new employees. . 

About what type of 
applicants the agency 
should direct its 
recruitment program 
toward. 

Formal input 
through col-
lective bar-
gaining group 

only 

Formal input 
through col-
] ective bar-
gaining group 
and/or through 
encouraging 
informal input 
by individuals 
(e. g., sugges-
tion box) 

... 

Informal or 
Informal or no no input 
input recEived through 
through collec- collective 
tive bargaining bargaining No input 
group, but ac- group, but is sought 
tively soliciting will accept from em-
informal group group or ployees 
and/or indivi- individual in the 
c1ual input input area 

N 
0\ 
0\ 
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SELECTION 

The selection process in criminal justice agencies involves the 

determination of criteria for employment and the screening of appli

cants according to those criteria. In this section we are concerned 

with identifying the components of your agency's selection process 

and with evaluating the methods by which your agency selects person

nel. Of particular concern are three related issues: First, what 

procedures are used by your group for selecting employees, how do you 

rate their importance, and what is their relative effectiveness in 

screening employees? Second, what types of employment and preemploy

ment testing do you require of applicants, and to what extent are 

these tests validated? Third, what is the relative importance of the 

variety of information acquired through your screening process as it 

influences selection decisions. 

QUESTIONS IJ 2; AND 3 
Questions I through 3 ask you to identify all of the required 

selection procedures for entry-level personnel in your agency, to 

evaluate these procedures in terms of their contribution to aiding 

the selection process, and then to determine the different ability 

of these various methods to screen out inappropriate prospective 

employees. Cumulatively, these three questions focus attention on 

the methods of selection and their ability properly to screen job 

applicants for employment in your agency. Of particular concern is 

4IIt Question 3, about the percentages screened out at the various 
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selection stages. This information provides you with an estimate of 

where, in your agency's selection process, applicants are most likely 

to be screened out from further consideration. 

This does not, however, tell you whether the decisions that 

result from these various stages are valid. As is indicated in 

Question 1 through 3, there are a number of possible testing proce

dures and selection processes that are or can be used in selecting 

personnel. And the validity of each needs to be assessed. A brief 

discussion of these processes is presented below. For a more 

detailed discussion of the various concerns in selecting employees, 

the reader is referred to Volume III. 

The selection of personnel is predicated upon the assumption 

that the organization has taken the time adequately to define the 

criteria for selection and that these criteria ar~ related to the 

work done by the agency (issues addressed in previous sections of 

this survey). With such an assumption made, the tasks of screening 

prospective applicants proceeds from the stage of initial inquiry, 

such as initiating an application, to the formal testing of appli

cants and to hiring. 

Application reviews and preemployment interviewing are important 

considerations in a selection process. Each attempts to clarify the 

expectations of both the applicant and the agency about what the 

nature of the work will be and the individual's ability to perform 

the work. If particular issues such as previous criminal convic

tions, physical impairment, or the like have potentially damaging 

• 

• 
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results on the candidacy of applicants, then the preemployment 

screening processes can provide a vehicle for quickly and fairly 

reviewing an application for particular problems. Such processes as 

the preemployment interview can also help to clarify or to substan

tiate the information on the official application form. Such forms 

are of necessity official in nature and, as a result, rarely capture 

detailed information on the applicant's expectations about employment. 

The preemployment interview can be used as a method to elicit addi

tional information on the applicant and to help answer any questions 

that the applicant may have. 

After preemployment screening, there are a variety of methods 

for selecting applicants, including standardized tests such as 

intelligence tests, vocational aptitude tests, or vocational prefer

ence tests. Such testing methods are generally used to evaluate the 

prospective employee's aptitude or suitability for employment. These 

tests must, however, be related to the nature of the work to be done. 

As will be discussed below, the validation of testing measures has 

consumed much effort in criminal justice selection in recent years. 

Standardized tests have a variety of strengths and weaknesses. Such 

strengths as the ability to compare the applicant against a referent 

group and to attempt to define an "objective" score for the applicant 

are generally referred to in the personnel-selection literature. 

Weaknesses like the validity of the test as applied to police or cor

rectional workers have been a major concern. A more detailed discus

sion of various testing methods is found in Volume III. 
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Besides standardized testing in police and correctional agencies, 

it is often necessary to investigate employees' backgrounds, to do 

medical examinations, and/or to examine physical agility. Criteria 

for each of these areas must also be validated in accordance with the 

requirements of the work to be done. The discussion of such valida-

tion appears in Volume III. 

QUESTIONS 4 AND 5 
The next questions in this section are focused on two major 

aspects of the selection process: preemployment and employment inter-

viewing and written testing. About interviewing, Question 4 and 5 

are on the method used in both the preemployment and employment 

interview stages. The possible answers to be checked reflect a con- • 

cern for the degree of standardization afforded in the interviewing 

process. While we cannot determin.e which is the "correct" way for 

your agency to conduct its interviewing, each method has distinct 

advantages and disadvantages. A cl,etailed discussion of these advan-

tages and disadvantages is presented in Volume III. 

Briefly, however, when interviewing, it is important to consider 

the kind of information solicited in the interview. A structured 

interviewing method has the advantage of providing the agency with 

standardized responses across employees. As each prospective 

employee is asked the same question in the same order, the informa-

tion elicited from all candidates is similar in kind. A disadvantage 

of such a process, of course, is 

view when either the prospective 

the restrictions placed on the inter

employee or the interviewer wants to. 
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digress from the format to follow up on a particular issue. In less 

structured interview formats, on the other hand, the interviewer has 

maximum latitude in conducting the interview, but information col-

lected from many prospective employees becomes difficult to compare. 

Lastly, if an unstructured format is used, the training of the inter-

viewer must be more substantial as it is the personal interaction and 

decision of the interviewer that guides the process, rather than a 

predetermined set of interview questions. 

QUESTIONS 6 AND 7 
The second issue related to procedures for selecting employees 

is that of formal tests. Questions 6 and 7 are about which types of 

• tests your agency requires of applicants, and the validity of those 

tests. Volume III will explain the various types of tests and their 

• 

assumptions, and what they measure. 

Rather than focusing on the tests themselves within this dis

cussion, we will look at test validation. As Question 7 indicates, 

there are various degrees of test validation. The possible responses 

to Question 7 form a hierarchy of validations. The least critical 

form of validation--content validation--is where the test is believed 

to contain a sampling of the knowledge and skills required to do the 

job. At the other end of the hierarchy, or the most critical extreme, 

is predictive validation, a process that is empirically grounded and 

that can predict how well the candidate will do the job. Obviously, 

construct validation and concurrent validation are points between 

these extremes. The selection of an appropriate method or validation 
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is difficult. Generally, the methods of concurrent and predictive 

validation are more likely to produce information related to actual 

job performance. A thorough discussion of the methods of validation 

is presented in Volume III. 

QUESTION 8 
The remaining question in this section asks you to rank the 

various methods of selection according to their ultimate influence in 

the final decision to select an applicant for pmployment in your 

agency. Often it is the case that, while many tests, interviews, or 

other procedures are used in a battery of testing for selection, it 

is certain crucial tests or pieces of information that are really 

used in determining the outcome of the decision to hire. In Question. 

8, we ask you to consider the relative contribution of the various 

methods to your agency's final decision to hire somebody. Once you 

have determined which of the tests appear to carry more influence in 

this final decision-making process, you may begin to consider the 

validation issue raised above. 

Cumulatively, this section attempts to examine the processes by 

which your agency selects applicants for employment. These questions 
o 

are meant to extend your review of the nature of your selection pro-

cess, what the actual process is, and the extent to which the process 

is valid. As was the case in previous sections, you should consider 

this information with that produced in the general administrative 

survey that asked you to identify who was responsible for determining 

• selection policies, how employees were included in such determina-

tions, and what was the impact of such employee input. 
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1. From the following list of selection procedures, check those 
required of all employees in your agency. 

Completion of formal preemployment application. 

Completion of a preemployment interview. 

Completion of written tests. 

Completion of employment interview (formal oral 
interview) . 

Satisfactory background investigation of employee. 

Satisfactory medical examination. 

Satisfactory physical agility test. 

Polygraph 

Psychological assessment 

2. R.ank order the following in their use or importance as 
screening devices for job applicants. 

Application review 

Preemployment interview 

Written tests 

Employment interview 

Background investigation 

Medical examination 

Physical agility test 

Polygraph 

Psychological assessment 
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3. Check the percentage of job applicants screened Ouf; at each 
stage of the selection process. 

Application review 

Preemployment 
interview 

Written tests 

Employment 
interview 

Background 
investigation 

Medical 
examination 

Physical agility 
test 

Polygraph 

Psychological 
screening 

o to 5 
Percent 

5 to 10 10 to 20 20 to 50 Over 50 
Percent Percent Percent Percent 
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4. What type of preemployment selection interview format is used 
by your agency? (Select only one.) 

Structured interview where the interviewer follows 
a format of predetermined questions. 

Semistructured interview where the interviewer 
follows major questions, but may probe into 
areas that require further investigation. 

No preemployment interview is conducted. 

5. What type of employment interview format is used by your agency? 

Structured interview where the interviewer follows 
a format of predetermined questions. 

Semistructured interview where the interviewer 
follows major questions, but may probe into 
areas that require further investigation • 

No employment interview is conducted. 

6. What type of standardized tests are used by your agency for 
employment screening? 

Intelligence tests that indicate the general 
intellectual capacity of an individual. 

Aptitude tests that measure a person's overall 
ability to learn. 

Interests tests that indicate "likes" and "dislikes" 
about occupational settings, leisure and recrea
tional activities. 

Personality tests that measure some aspect or set 
of aspects of personality or temperament • 



7. Which of the methods listed below best characterize how your 
selectio~, tests are validated? 

Content validation to determine whether the test 
contains a sampling of the knowledge and skills 
required for doing the job well. 

Construct validation to determine whether the test 
measures a trait, e.g., verbal ability, percep
tual speed. 

Concurrent validation where present employees are 
tested and the scores of those who do the job 
well are compared with those who don't. 

Predictive validation to see whether those success
ful on the job do better on tests than those 
unsuccessi'lJ: on the job. 

8. Rank the importance of each selection procedure according to 
its impact on the final decision to select an employee for 
your agency. 

Completion of preemployment interview. 

Completion of written tests. 

Completion of formal employment interview. 

Satisfactory investigation of the background of 
the applicant. 

Satisfactory medical examination. 

Satisfactory physical agility test. 

276 
.-•
~--

• 

• 



• 

4_ 

• 

277 

TRAINING 

This section of the personnel practices survey is concerned with 

employee training. When considering employee training, fourteen 

questions are focused on issues such as the type and extent of train

ing provided entry-level employees, continuing efforts to train 

agency employees, the evaluation of training programs, the evaluation 

of employee performance after training, and agency attempts to develop 

career systems. 

QUESTIONS 1 THROUGH 5 
Questions 1 through 5 establish the parameters of your training 

program and require that you consider the actual requirements of 

training in your agency. Question 1 asks you to consider the type of 

orientation session your agency provides for new employees. In some 

agencies orientation sessions are extended attempts to provide new 

employees with a thorough understanding of the agency and the em

ployee's role. Other orientation programs are minimal, providing the 

employee with a general description of the agency and a discussion 

of conditions of employment. And, of course, certain agencies do not 

provide new employees with any formal orientation; instead they rely 

on others in the agency--supervisors or peers--to familiarize the 

new employee with agency expectations. 

Obviously, the informe.tion made available to a new employee at 

the time of first employment will guide that employee's behavior 

most directly in the short run and, in the long run, has the potential 
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to influence employee decisions. Agen.cies providing no guidance or 

minimum guidance to new employees run the risk of the employee's 

getting an orientation to the work that the agency does not desire, 

or of having employees not understand what is expected of them. 

Equally obvious is the fact that extended orientations may be costly 

and time consuming for the agency that needs its new employees func-

tioning relatively quickly. 

Questions 2 and 3 follow up on our inquiry about the initial 

training of employees. Question 2 asks how training is conducted--

internally by the agency or by some outside agency. Question 3 asks 

when the initial employee training must be completed. Together these 

two questions describe the boundaries of initial employment training .• 

Employees' deficiencies believed to be related to training might be 

influenced by when the training took place or by whether those con-

ducting training were made aware of agency training needs. These two 

issues can also be considered by examining the information from 

Questions 2 and 3 along with the information on training policies 

asked in the general administrative survey. 

Extending our consideration of agency training, Question 4 asks 

you to identify whether certain methods of training are employed in 

your agency or whether these methods are used by outside agencies 

providing training to your employees. These training methods are 

considered for both preemployment and in-service types of training. 

As can be seen in Question 4, the various methods of training differ 

in how far they approximate on-the-job conditions. An extended • 
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discussion of these job-related methods of training are presented in 

Volume III. Question 5 asks you to assess the amount of training 

received by your agency's employees in comparison to standards your 

state may have. In recent years, standards commissions for police 

agencies and more recently for correctional agencies have begun to 

estab:iish minimum training standards for police and correctional 

employees. Question 5 asks for the degree of compliance with these 

standards. 

QUESTION 6 
Shifting our concern from the nature and structure of your 

training programs, Question 6 asks that you consider the extent to 

which your agency has developed policy statements or a range of 

policy statements governing aspects of your training programs. For 

example, certain policies might specify training objectives in terms 

of preparing employees to meet certain performance levels. Others 

might specify the types of evaluation procedures for assessing 

employees after training, and still others may define the skills 

employees might be expected to have once training is completed. 

Each of the possible policies identified in Question 6 requires 

that you consider the extent to which your agency has given appro

priate attention to specifying what is intended in its training of 

employees. Often agencies find that training programs are not pro

ducing the desired results in employees because the intended effects 

on employee behavior have not been adequately defined, or because 

there is no prior specification of the skills to be acquired through 
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training. Similarly, agencies often find it difficult to relate 

specific skills or "performances" of employees to training either 

because these skills or performances go unevaluated or because the 

evaluation techniques used do not produce reliable and valid informa

tion. In either case, the agency is left in a quandary about what 

specific behavior is being affected through the training of agency 

employees. 

QUESTIONS 7, 8, AND 9 
Questions 7 through 9 are concerned with identifying how indi

viduals are selected for training, the extent to which training is 

required after certain personnel actions occu~ such as promotion or 

reassignment, and the identification of factors that influence the 

type of training offered by your agency. In Question 7, you are 

asked to identify the relative importance of factors affecting the 

selection of employees for training. Included in the possible 

answers are performance appraisals (both positive and negative), 

seniority, promotion, nomination by supervisor, a quota system, and 

self-nomination. 

In considering the varioue options in Question 7, it is impor

tant to recognize that all of the possibilities might be used in the 

agency from one time to another. However, the relative importance 

of these factors begins to tell you something about access to train

ing. If, for example, access to training was predominantly con

trolled by self-nomination, corrective or remedial training may be 

minimized. Also, if supervisor nomination were the predominant mode 

• 
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of access to training, then supervisor assessments become critical 

for the agency to consider. If supervisors do not regularly evaluate 

performance, then on what basis are the recommendations for training 

made? These questions must be resolved if supervisors are the pri

mary control in access to training. Finally, agencies often avoid 

the use of training as a means of dealing with poor performance, 

opting rather for training as an incentive for good performance. 

Such a focus must be evaluated with respect to improving employee 

performance, and where appropriate, considerations of employee per

formance (both positive and negative) must be undertaken before train

ing objectives can be established . 

Question 8 extends our consideration of access to training by 

examining whether training is a. formal requirement following certain 

personnel actions. For example, is training required for transfers 

or for promotions? Is it required for entry-level positions? For 

reprimands or disciplinary actions? These possible personnel actions 

may point to critical areas for training. Whether your agency has 

training programs for these. various points indicates the scope of 

your training efforts. 

Finally, in considering the various factors affecting your 

training programs, Question 9 asks you to assess how much various 

organizational considerations affect the existence and nature of 

tra.ining programs. Included is how much the assessment of current 

organizational needs, of jobs, of performance, and of projected 

• organizational needs influence how much training is done in your agency. 
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Cumulatively, the issues raised in Questio.n 9 examine how far your 

training programs reflect the needs of the organization as measured 

by the organization. Where there has been no such prior assessment, 

the training programs are founded on assumptions. 

QUESTIONS 10J IIJ AND 12 
Pursuing the issue of the extent of analysis and evaluation 

associated with training in your agency, Question 5 and Question 10 

through 12 focus on how your agency evaluates its training programs 

for their effect on employee performance and how feedback from such 

evaluations is made to employees. Question 10 asks the time periods 

for evaluation of employees in training. As is depicted in Question 

10, the selection of appropriate time periods for analysis can range~ 
from efforts where only post-training performance is evaluated to 

efforts that attempt to identify and compare a control group (indi-

vi duals not receiving the training with those receiving the 

training). 

What is examined in Question 10 is the design of evaluations for 

your training programs. Such designs can run the gamut from pre-

experimental, requiring little or no control and yielding informa-

tion that might be spurious, to those of experimental or quasi-

experimental, where controls are introduced and where information is 

focused on the effects of the training programs. Volume III presents 

a discussion of research design, especially those aspects of design 

that influence the validity of the findings. 

~ 
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Question 11 asks for a slightly different assessment of training 

evaluation efforts. The methods of training evaluation, posted in 

Question 10, include analysis of official records such as of employee 

attendance or of employee performance on paper-and-penci1 tests 

following training. Such measures are considered secondary measures 

of performance unless the tests completed can be shown to have pre

dictive validity for job performance (see Volume III). Interviews 

and supervisor evaluations are also secondary measures. Observation 

of the employee represents a primary method of assessment, the bene

fits and costs of which are discussed in Volume III. Briefly, how

ever, the nature of the source of information collected may influence 

the evaluation outcomes. For example, official records, such as 

employee reports or supervisors reports, conform to the official 

reporting system and, as a result, may reflect reporting practice as 

much as behavior. Interviews and testing overcome some of the prob

lems associated with official records but introduce others: namely, 

the validity of such tests. Finally, observation, while costly, 

yields information that most closely resembles the behavior under 

consideration--presuming that the observers have not influenced the 

worker's behavior (see Volume III for a more detailed discussion). 

Question 12 asks for your assessment of the feedback of training 

evaluations to employees. The responses in the question form a 

continuum in which the underlying dimension is how much effort the 

agency expends in providing employees with feedback on their train-

• ing performance. Obviously, feedback is critical if training is to 



accomplish its objectives. And how much your agency actively engages 

in feedback to employees can be gauged through your responses to 

Question 12. 

QUESTIONS 13 AND 14 
The final two questions in this section ask you to assess your 

agency's career development efforts. Training as one component of 

career development requires that the agency consciously consider the 

various types of training and work experience employees should have 

within the agency. Question 13 asks whether such career development 

efforts are left to chance or are the result of agency planning, 

while Question 14 asks you to identify the level of support your 

agency provides to career development efforts. 

The questions in this section have attempted to focus on issues 

of training and career development in your agency. The responses 

• 
that you provide to these questions should be contrasted and compared 

with those in the general administrative survey. They should also be 

contrasted with one another. Your training program should be assessed 

for its consistency. If you claim that your agency provides effec

tive training, then how is the effectiveness measured? When and under 

what conditions is the training provided? And how much is the train

ing oriented toward agency defined and analyzed needs. The answers 

to these questions provide you with a beginning assessment of the 

adequacy of your training programs. 

• 
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1. Which phrase best describes your agency's orientation program 
for new employees? 

No orientation is held. 

Minimum orientation--brief description of agency, its 
purposes and conditions of employment discussed. 

Basic orientation--detailed description of agency's 
missions and goals, conditions of employwcnt, rules 
and regulations all discussed. 

Extended orientation--detailed description of agency's 
missions and goals, conditions of employment 
personnel policies and procedures, employee benefHs 
grievance procedures, disciplinary procedures all 
discussed. 

2. Which of the following modes of recruit training best describes 
your agency's practice? 

Recruit training is not done. 

Recruit training conducted by outside agency. 

Recruit training conducted by the agency itself. 

3. When does recruit training have to be complet:ed? 

Before employment. 

At time of employment but before being assigned job 
duties. 

Within one year of being assigned job duties. 

Within some time longer than a year from init:l.al 
assignment to job duties • 
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4. From the following list of training methods, indicate those used by your agency to train its employees. 

Supervised on-the-job training 

Simulation training wher~ 
trainees learn in a nonwork 
environment in which condi
tions and equipment are 
nearly identical to what 
will be encountered on the 
job 

Classroom lectures or seminars 

Supervised job rotation 

Self-paced programmed 
instruction 

In-Service Training 

This is Not 
Done 

Conducted 
by Outside 

Agency 

~ 

~ 

• 

Preservice Training 

Conducted 
by Agency This is Not 

Itself Done 

Conducted 
by Outside 

Agency 

..Ji!..L 

~ 

Conducted 
by Agency 

Itself 

N 
(Xl 
0\ 

• 
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5. For each of the following types of training, which best describes the amount your employees 

receive? 

Preservice 

In-service 

Advanced/promotional 

If no state standards: 

Preservice 

In-sl:rvice 

Advanced/promotional 

Far Below State 
Hinimum 

Standards 

Minimum 
Training 
Received 

Slightly 
Below 
State 

Standards 

Meets 
State 

Standards 

Average in 
Comparison to 
other Agencies 

Slightly 
Exceeds 
State 

Standards 

Exceeds 
Other 

Agencies 

Greatly 
Exceeds 
State 

Standards 

• 

N 
OJ ......, 



6. From the following list, check all that are included in the 
agency's policy statements about its training program for 
employees. 

Written training performance objectives for each 
component of the training program. 

Requirements for candidacy to program. 

Evaluation techniques to be used. 

Statement of the organizational unit responsibile 
for training. 

Statement of the purposes of a training program. 

Statement of the skills employees are expected 
to have mastered once training is completed. 
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7. On what basis are employees selected for training? 

Unfavorable performance 

Seniority 

Supervisor's nomination 

Quota system 

Self-nomination or request by employee 

Promotion 

Never 
Used 

Seldom 
Used 

Occasionally 
Used 

Somewhat 
Used 

B. For the following personnel functioos, Indicate whether or not training is required. 

Often 
Used 

Formally 
Required 

Not Formally 
Required but 
Often Done 

Not Required 
or Done Don't Know 

When an individual is transferred to 
a new assignment jn the same 
job classification 

For an individual to accept an entry 
level position in the agency 

For an individual to accept a 
position above an entry level 
position 

Following reprimands or dis
ciplinary action 

• 

N 
CO 
\D 



9. How much have the following factors affected the types of training provided by your agency? 

Organizational needs assess
ments 

Assessment of jobs in the 
agency 

Analysis of overall agency 
performance 

Anticipating future problems 
and goals the organization 
may face 

• 

No 
Effect 

Preservice Training 

Little 
Effect 

Some 
Effect 

Great 
Effect 

No 
Effect 

.' 

In-Service Training 

Little 
Effect 

Some 
Effect 

Great 
Effect 

No 
Effect 

Advanced Training 

Little 
Effect 

Some 
Effect 

Great 
Effect 

N 
\0 
o 

• 
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10. How does your agency evaluate its training program? 

Not evaluated. 

Evaluation of employee performance only after training. 

Comparison of employee performance before and after 
training. 

Evaluation of employees before and after training in 
comparison to a similar group not receiving the 
training. 

11. ~~at methods are used to evaluate employees completing 
training programs? 

Not evalllilted. 

By attendance only. 

By test scores (e.g., paper 
and penl:il tests) . 

Interviews. 

Supervisors' reports on 
subseqUlent employee job 
perf o rlJlan ce . 

Observing employees on the 
job. 

Preservice 
Training 

In-service 
Training 

Adv3nced/ 
Promotional 
Training 
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12. What methods are used to provide feedback to employees on their 
job performance after training? 

None done. 

Only written memorandums 
sent to employees. 

Written memorandums sent to 
employees and individual 
or group discussions. 

Discussions between employee 
and supervisor or trainer. 

Pteservice Inservice 
Promotional/ 

Advanced 

13. Which of the following describes your agency's practices 
regarding employee career development? 

No development. 

Development assumed through normal personnel assignments. 

Development attempted through job rotation. 

Development through formal counseling or planning career 
programs. 

14. Which of the following best describes your agency's level of 
support for employees to pursue career developments? 

No incentives provided. 

No formal incentives, but agency informal incentives 
such as scheduling and time-off considerations for 
education and training. 

Minimal formal incenti~es such as financial assistance 
for career development activity. 

Moderate formal incentive such as financial assistance 
and extra pay as part of educational or training 
program completion. 

Maximum formal incentive such as job evaluations or 
promotions based on educational or training 
program completion. 
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I COMPENSAT I ON 

Compensation, or the methods for remunerating various classes 

of employees for their work, is an important aspect of organizational 

life. Often the extrinsic rewards associated with work are related 

to job satisfaction and to employee motivation, or at least such 

concerns contribute to employee views about the equity of work. Also, 

compensation defines the importance of certain kinds of work done in 

the organization and creates incentive systems for workers there. 

This section of the Personnel Practices Survey examines compensation 

from the perspective of determining compensation rates and scales and 

from perspectives of the legal compliance of agency compensation 

scales and the competitiveness of agency compensation rates. 

QUESTIONS 1J 2J AND 3 

Questions 1 through 3 examine the means by which compensation 

scales are established within your agency. In Question 1, you are 

asked to identify the method by which your agency sets its compensa-

tion rates. Six possible methods are offered for setting compensa-

tion rates: each involves analysis of the position or job class and 

a determination of the importance of the work performed or the degree 

of skill required to do the particular job. A detailed discussion 

of the various methods of setting compensation scales is presented in 

Volume III, and the reader is referred to that section for a discus-

sion of ways to set compensation scales. The current practices of 

• your agency should be considered in relation to the various methods 

discussed in that section. 
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Question 2 asks for more detail about the setting of compensa-

tion scales by asking you to identify the criteria your agency applies 

in setting wage and salary levels. The continuum represented in 

Question 2 begins at a point where no criteria or minimal criteria 

are applied, to a point where comparative analyses are undertaken to 

determine appropriate wage and salary levels. Obviously, the more 

criteria used in setting wage and salary levels, the more likely that 

these levels will accurately reflect differences in the work done, or 

in the skills necessary to do varying jobs. And equally obvious, 

where such criteria are apparent, the agency is in a better position 

to defend and to interpret its wage and salary schedules and to 

determine their relevance to workers, given other employment alterna-e 

tives. 

Question 3 asks for your assessment of criteria that affect 

wage and s:a1ary determination. Most of the criteria presented in 

Question 3 are concerned with factors that affect salary increases 

within your agency. This information tells you something about the 

methods by which salary and wages are adjusted during employment with 

your agency and how great are the incentives in your wage and salary 

system. 

QUESTIONS 4J 5J AND 6 
Cumulatively, Questions 1 through 3 present the parameters of 

your wage and salary system and the nature of your agency's compen-

sation ·practices. Besides such parameters, however, it is important 

to consider the degree of compliance between your compensation • 
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system and the law and the degree of competitiveness your compensa

tion rates have with other agencies competing for labor. 

Question 4 asks your assessment of the legal compliance of your 

compensation plans. In this regard, we are interested in your review 

of compensation practices in light of legal requirements. Your 

assessment should reflect evidence of actual rather than assumed com

pliance. 

The Equal Employment Opportunities Act of 1972 extended coverage 

of Title VIII of the Civil Rights Act of 1964 to state and municipal 

employees. These two laws, along with the Equal Pay Act of 1963, 

were designed to assure that all persons of similar ability, senior-

ity, and background receive the same pay for the same work. An 

employer may not discriminate by paying an employee of one sex a 

lower rate than is paid an employee of the opposite sex for substan

tially equal jobs that require equal effort, skill, and responsibili

ties, and that are performed under similar working conditions in the 

same agency. Pay differences between members of the opposite sex 

can be permitted if it is shown that the differences result from a 

bonafide seniority system or a merit system. 

Question 5 asks for your identification of merit pay practices 

within your agency for various classes of positions. This question 

is focused on determining whether there are differential merit prac

tices for different jobs. Where there are such differences, you 

must determine the reasons for them, and the validity of these rea-

sons. Also, the question is designed to determine methods of 
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comparison for merit pay. In this regard, there is a continuum from 

a position where the agency offers no merit pay to one where employ-

ees compete among each other for such increases. 

Question 6 requires that you consider the competitiveness of 

your agency's compensation levels with those in other agencies that 

might attract experienced employees for your agency. The completion 

of this matrix requires that you collect data on the various salary 

and compensation levels in organizations and industry within your 

jurisdiction and analyze this data with concern for determining 

salary competitiveness. Knowing something about your agency's com-

petitiveness in setting salaries provides you with information that 

might be used to assess reasons for employee turnover or absenteeism •• 

Such information might also be used in a consideration of recruit-

ment practices, in advertising positions, and in the adjustment of 

promotional and merit salary sc.ales. 

Taken together, the questions in this section identify certain 

areas of agency compensation practices that might negativ~ly affect 

employee attitudes toward the organization and employee behavior--for 

example, practices that might cause them to seek alternative employment. 

These questions, as a result, are oriented toward assessing compensation 

practices in light of their contributions to organizational tension • 

• 
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1. In the setting of compensation scales, what job evalua
tion method is used to determine the value of each job in 
relation to others? 

Point method 

Factor comparison 

Job element 

Job classification 

Job ranking 

Wage surveys 

2. What criteria are used to Sgt wage and salary levels? 

No criteria are used. 

Those relevant state and federal laws • 

Those relevant state and federal laws plus comparisons 
of employees working on the same job with your agency. 

Those relevant state and federal laws, plus comparisons 
of employees in your agency working both similar 
and different jobs. 

Those relevant state and federal laws, plus comparisons 
of employees in your agency working both similar and 
different jobs and in other agencies working similar 
jobs. 

3. Rate the following criteria as to their importance in determining 
your agency's wage and salary increases (1 ~ little importance, 
5 = great importance). 

General cost of living increase 

Automatic salary increases based on years of service 
and time fn grade 

Increased education or training 

Merit pay for performance 

Promotion 

Job change or reassignment 



4. Check the phrase that best describes how far your agency 
complies with legal requirements regarding compensating 
employees. 

Equal Employment 
Opportunity Act 

Equal Pay Act 
of 1963 

Title VII of the 
Civil Rights 
Act of 1964 

State laws per
taining to 
compensating 
employees 

County or municipal 
laws pertaining 
to compensating 
employees 

Complete 
Compliance 

through 
Court Order 

Voluntary 
Compliance 

Complete 
Incomplete 
Compliance 

Not in 
Compliance 
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5. Indicate for each of the following classes of employees the 
agency policy that best describes merit pay procedures. 

Entry-level posi
tions, first
line supervisors 

Middle managers 
designated above 
first-line super
visors in rank 

Those reporting 
directly to the 
top executive 

No Merit 
Pay 

Agency Gives 
Merit Pay 

but Not for 
This Category 

Agency Has 
Merit Pay 
and Issues 
It Equally 

among 
Employees 
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Agency 
Compares Em
ployees for 
Determina
tion of 

Merit Pay 



~~,-' 
.-~-", . ..,.~.-

6. How do the salaries of experienced personnel in your agency 
compare with salaries of other occupational groups in your 
jurisdiction? 

Personnel of similar 
skills in industry 

Personnel of similar 
skills in other crimi
nal justice agencies 

Personnel in other 
non-criminal 
j ust:lce agencies 

Personnel of similar 
skills in retail 
business 

Personnel of similar 
skills in private 
security 

Personnel of similar 
skills in non
industrial companies 

Your 
Personnel 
Salaries 
Higher 

Salaries 
Are about 
the Sallie 

Your 
Personnel 
Salaries 
Lower 

Don't 
Know 
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I DISCIPLINE 

In this section of the personnel practices survey, we consider 

employee discipline procedures. In the general administrative sec-

tion, disciplinary policies were considered with respect to who 

determines them and the level and effect of employee input on disci

plinary policy. The information that you provided in that section 

should be contrasted and compared with the information provided in 

this section so as adequately to portray the system of discipline in 

your agency. 

The question of agency discipline is approached in this section 

from the perspectives of application, due process, and substance. 

• Question 1 asks you to identify the manner by which the disciplinary 

process in your agency is applied to individuals. In this regard, 

• 

you must consider whether individual infractions are viewed as sepa-

rate acts or whether offenses are viewed cumulatively. The identifi-

cation of infractions as individual acts treats each issue separately, 

providing maximum latitude to employees, and j.s not contaminated by 

prior infractions. As such, it is pe..:!laps the most liberal with 

employees. By contrast, cumulative systems, where past infractions 

are considered, can be more punitive toward the employee, while at 

the same time affording the organization a broader definition of dis-

cipline. The selection of either of these modes of discipline is not 

conditioned by a standard; they are selected rather on the basis of 

negotiation with employees and management • 
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Question 2 extends our consideration of discipline by asking 

you to identify all of the procedural safeguards and due process 

rights accorded employees involved in disciplinary actions. These 

safeguards shDuld be considered as they apply to various kinds of 

disciplinary proceedings within your agency. For example, supervi

sory reprimands might be considered as low-level informal proceses 

within a disciplinary system while formal hearings involving the 

employee and the organization may require different procedures. By 

identifying the various rights extended to employees at the various 

stages of disciplinary proceedings within your agency, you can begin 

to consider the adequacy of these safeguards and their compliance 

with legal criteria. 

The final question in this section asks you to identify the 

various infractions for which your agency has a disciplinary code. 

In this regard, we are concerned that you consider the types of 

infractions you currently invoke the disciplinary process for, and 

the severity of discipline accorded to these behaviors. Such a 

consideration will provide you with an idea of the priorities in 

discipline currently defined in your agency. Once having made such 

~ 

a determination, you may begin to evaluate the validity of the disci

pline for the behavior identified and the consistency of punishment 

with the defined infractions. 

For example, you will want to examine the punishments associated 

with each infraction to determine whether lesser infractions receive 

harsher punishment than more serious ones. The determination of ~ 
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serious infractions, however, is subjective, except where the in

fraction is a violation of the law. Each agency must determine 

expected behavior, and the penalties for violating expected behavior. 

The questions in this section and those in the general administrative 

section tell you the extent of infractions and punishments, the level 

of due process extended to employees, the level (informal with super

visor versus formal before agency hearing board) at which infractions 

are dealt with, and whether infractions are viewed cumulatively or 

as separate acts. You need to evaluate this information on the basis 

of whether or not the standards are consistently applied, and believed 

to be fair by management and workers. As no absolute standards for 

infraction and punishment are available, each agency must interpret 

its own experience to determine whether its disciplinary procedures 

are known, consistently applied, and believed to be fair and appropri

ate. Individual cases challenging disciplinary procedures may still 

be brought to court. And no legal standards, short of violations of 

the criminal code, will 8llways appl y. 



1. Which of the following phrases best describes how your agency's 
disciplinary procedures apply to individuals committing an 
infraction more than once? 

Each offense treated as an individual act. 

Additional offenses of the same violation treated 
cumulatively while different offenses treated 
separately. 

Additional and different offenses treated 
cumulatively. 

2. Which of the following due-process rights are granted to employ
ees of the agency during disciplinary proceedings? 

Right to representation 

Right to notice 

Right to request presence 
of a witness 

Right to documentation of 
the proceedings 

Right to be given the 
Miranda warning 

Right to appeal 

Right to present 
evidence 

Right to call witnesses 
on his/her behalf 

Right to cross-examine 
witnesses against 
him/her 

Right to submit a written 
statement of his/her 
version 

Right to legal counsel 

Supervisor 
Reprimand 

Informal 
Hearing 

Formal 
Hearing Appeals 
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3. For the following list of possible violations, please select the type of punishment that best describes how 

your agency handles first offenses. 

Unbecoming conduct 

Immoral conduct 

Violation of laws 

Reporting for duty 

Neglect of duty 

Fictitious illness lor 
injury report 

Sleeping on duty 

Leaving duty post 

Unsatisfactory performance 

Employment outside of depart-
ment without permission 

Alcoholic beverages and 
drugs while on duty 

Abuse of position 

Gambling 

Personal appearance 

Residence 

Unauthorized release of 
information 

No 
Discipline 

Handled 
Informally 
at Lowest 
Organiza-
tional 

Level (e.g. 
verbal by 
supervisor) 

Formal 
Reprimand 

by 
Supervisor 

Formal 
Reprimand 

by 
Higher 

Official 

Suspension 
without 
Payor 

Transfer 
Suspension 
~ithout~ Termination Prosecution 

• 

w 
a 
VI 



3. (Continued) 

Possessing property and 
evidence 

Abuse of departmental 
equipment 

Inappropriate treatment 
of persons in custody 

• ---.. 

No 
Discipline 

Handled 
Informally 
at; Lowest 
Otganiza-
tiona I 

Level (e.g., 
verbal by 
supervisor 

Formal 
Reprimand 

by 
~ervisor 

Formal 
Reprimand 

by 
Higher 

Official 

• 

Suspension 
without 
Payor 

Transfer 
Suspension 
without Pay Termination Prosecution 

w 
o 
Cl' 

• 
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[!UPERVISION 

The supervision of employees is a crucial task in all organiza

tions. Supervisors provide a vital link between the employees and 

management of the organization. In this section we consider the 

training and evaluation of supervisors. The measurement of employee 

satisfaction with supervisors is contained in the organizational 

climate survey. 

Question I precedes our consideration of supervisor training 

and evaluation by asking how employees are informed of supervision 

chain of commands within the agency. Quite often the misunderstand

ing of supervisory channels can be overcome through employee orienta

tion. Question I asks how this is accomplished in your agency. 

In previous sections of this survey (training), you were asked 

to identify training for promotional practices, in-service and 

recruitment efforts,as well as various measures of training effec

tiveness used by your agency. Questions 2 through 4 focus on similar 

considerations concerning the evaluation of supervisory staff in your 

agency. Question 2 asks you to identify the various kinds of train

ing provided to supervisors in your agency. Such identification 

requires that you consider the content of training and the substan

tive knowledge that your agency provides to supervisors. The answers 

to this question can then be reviewed against the general administra

tive survey and the responses from the organizational climate survey, 

particularly noting those sections focused on employee assessments of 

supervisory personnel in your agency. 
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Question 3 examines the methods by which you evaluate the effec-

tiveness of supervisory training. In this regard, considerations 

similar to those raised generally about training program evaluation 

apply. Those evaluations that rely on attendance record little infor-

mation relevant to the training program. Those that rely on formal 

tests, interviews, or other people's evaluations can be considered 

secondary measures, and those that involve the observation of the 

supervisor are primary measures. (About measures of behavior, the 

reader is referred to Volume III for a more detailed discussion. The 

previous training section of this questionnaire, with its accompany-

ing discussions, should also be consulted.) 

Finally, Question 4 asks you to identify the specific perf or- • mance criteria used in the assessment of supervisors in your agency. 

The identification of the job-relevant criteria for assessing all 

employees is discussed in Volume III, as well as in the employee-

assessment section of this questionnaire. Obviously, the assessment 

of supervisors should follow the requirements of other agency assess-

ment systems. But besides these the agency must be cognizant of the 

things the supervisor must do that are different from what other 

agency employees do. All too often the supervisor is evaluated on 

the same basis as the workers supervised or on the basis of the 

expectations of upper management. To do so ignores the unique attri-

butes of and expectations about the supervisor. By identifying the 

specific "behaviors" evaluated, the agency is in a better position to 

assess the affective and perceptual assessments supervision provided. 

through the survey of organizational climate. 
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1. What mechanism is used to ensure that employees know to 
whom they must report? 

Formal communication during an initial employment 
orientation or training session, plus formal 
updates during employment. 

Formal communication during an initial employment 
orientation or training session, plus informal 
updates during employment. 

Formal communication during an initial emplo}~ent 
or training session only. 

Formal communication during employment. 

Informal communication during employment. 

2. Which of the following types of training are required of 
supervisors in your agency? (Check all required.) 

None received. 

Technical training (e.g., planning, scheduling, 
record keeping). 

Training about conducting job evaluations. 

Training in legal regulations. 

Training in the labor policies of the agency 
(e.g., how it selects, recruits, trains its 
employees). 

Training in grievance handling. 

Leadership training • 
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3. What method of evaluation is used by your agency for super
visory training programs? (Check all that apply.) 

No evaluation 

Attendance only. 

Test scores (paper and pe,lcil). 

Interviews after training. 

Evaluation form completed by supervisor's supervisor. 

Observing supervisors on the job. 

Employee evaluations of supervisors. 

4. Which of the following are criteria your agency uses to base 
its appraisal of supervisors on? 

No certain criteria. 

Plans, organizes, and monitors work activities for 
efficient operation. 

Directs and provides guidance to subordinates. 

Conducts effective appraisals of employee performance. 

Demonstrates the capacity to make valid and timely 
decisions. 

Sets personal example of high perforamnce for the 
work unit. 

Productivity of work unit (e.g., efficiency and 
effectiveness of work unit). 
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RETENTION 

Employee retention is an important consideration in organiza

tion today. Often agencies have invested large sums in the selection, 

training, and equipping of agency employees; and the maintenance of 

this investment is predicated on insuring that employees are retained. 

Retention can be approached from the perspective of either absentee

ism or turnover. 

Absenteeism obviously affects agency productivity and creates a 

climate of breakdown within the organization. Absenteeism can be 

related to other practices in the agency-·-forexamp1e, work assignment, 

compensation, or job dissatisfaction. RI:1ated to absenteeism, turn-

over has greater repercussions for the agency. Valued agency emp1oy-

ees who leave the agency voluntarily are: material losses to the 

agency, and the monitoring and assessment of turnover is crucial if 

the agency is to cope with changes in its work force. 

Questions I through 3 detail the nature of your agency's efforts 

to monitor and assess employee absen't:e€dsm and turnover. As Question 

I indicates, individual statistics can be reviewed for various 

periods of time. The constant monitoring of absenteeism and turnover 

obviously requires regular intervals of measurement and the collec

tion of data for these time periods. (The actual calculation of work 

shortage as measured through absenteeism and turnover is presented in 

the section on Forecasting in Volume III.) 

Question 2 asks you to indicate whether individual statistics on 

absenteeism and/or turnover are aggregated across time as well. Such 
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aggregation might isolate times where absenteeism and turnover are 

more likely. When such time frames have been identified, the agency 

can begin to analyze the factors associated with employee absenteeism 

and turnover in certain time periods. 

Question 3 asks about the aggregation of employee absenteeism 

and turnover statistics for various levels of organization in your 

agency. By examining these statistics by work assignment, functional 

speciality, classes of workers and the like, the agency can begin to 

search for patterns in departments or in organizational subunits that 

might suggest problems. Also, the combination of time and assignments 

(Questions 2 and 3) affords the agency an analysis of the entire work 

force as it is deployed by the agency. 

Following upon the previous questions, Question 4 asks you to 

identify who in your agency is responsible for reviewing employee 

statistics on absenteeism and turnover. Such a measure might be 

viewed as the level of importance attached to such analyses by your 

agency. 

Questions 5 and 6 focus attention on the specific information 

used to calculate absenteeism and turnover statistics in your agency. 

Absenteeism, for example, might be calculated for all absences, those 

excused by medical reasons, or those unexcused. Each measure has, of 

course, a slightly different meaning for agency administrators, and 

each should be considered before determining the final measure chosen 

as the agency's indicator of absenteeism. 

~ 

~ 
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Similarly, turnover can be measured for a number of kinds of 

employee separations. In this regard, those retiring, voluntarily 

leaving, and those involuntarily leaving the agency might be con

sidered. The use of exit interviews to determine the employee's 

reasons for leaving the agency can provide important information 

about absen;:eeism and turnover in your agency (SEI.!'. Volume III). 

There is no adequate norm of employee absenteeism or turnover 

to gauge the levels of absenteGism or turnover in your agency against. 

The determination of acceptable levels is done on the basis of the 

degree to which the agency perceives that its productivity and effec

tiveness are negatively affected by absences and turnover. And such 

calculations require that you have information on both absences and 

turnover, as well as the productivity of your agency . 



1. How often does your agency review absenteeism and turnover of 
individual workers? 

Absenteeism Turnover 

Not reviewed 

Annually 

Semi-annually 

Quarterly 

Monthly 

Weekly 

2. How often are statistics on wor:kers' absenteeism aggregated 
for larger work units (e.g., departments) or for the orga
nization as a whole? 

Turnover 

Annually 

Semi-annually 

Quarterly 

Monthly 

Weekly 

Not aggregated 
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3. Are employee statistics for absenteeism and turnover aggregated 
for (check all that apply): 

Work groups (shift)? 

Work classes (patrol officer, correctional officer)? 

Assignments (departments or divisions)? 

Function (custody, patrol)? 

Entire organization? 

4. Who has the p!;.mary responsibility for reviewing employee 
absenteeism and turnover in your agency? 

Immediate supervisor 

Bureau chief 

Personnel department and 
administration staff 

Agency administrator 

Absenteeism Turnover 

5. Do you distinguish among the following kinds of information used 
in constructing a measure of absenteeism among employees in your 
organization? 

Absences without leave 

Absences due to medical reasons 

Late reporting 

Absences from assignment 



6. Do you differentiate the turnover in your organization on the 
basis of the following information? 

Those who left voluntarily 

Those who were discharged involuntarily 

Those who retired 

Those who were laid off 
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ASSIGNMEN~ 
The assignment of employees to the various roles and functions 

within your agency has been considered in previous sections with 

respect to who determines assignment practices and the level and scope 

of employee input into assignm~Ht practices. In this section, we 

consider assignment a little more specifically: criteria for assign

ment, and whether or not employees are surveyed to determine their 

preferences for assignment. 

Question 1 asks you to identify the relative importance of cri

teria for assigning personnel to the various roles and tasks in your 

agency. Of particular concern in this question is the relative im

portance of each criterion listed. By rank ordering the criteria, 

you have begun to establish the priorities for criteria your organi

zation attaches to its assignment system. If seniority is ranked 

above other criteria, say education or skill demonstration, then you 

m~st consider whether the assignment system in your agency is maxi

mizing its use of human resources in your agency. 

Similarly, information obtained in this question should be 

evaluated in light of employee responses to the climate survey sec

tion measuring satisfaction with your agency's assignment practices. 

By examining your criteria and the responses of employees, you begin 

to explore the nature of your assignment system and employee percep

tions of it. Obviously, it is important to assess the degree to 

which employee skills and abilities are made a part of the assignment 

system. Equally obvious is that how much employees participate in 
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the assignment system definition and policymaking will be correlated 

to their satisfaction with the system. 

Question 2 asks whether or not, and to what extent, your agency 

samples the preference of employees for various agency assignments. 

Such sampling assumes that individuals desiring various assignments 

might perform better in them if preferences are met. While this may 

indeed be an assumption, the congruence between assignment and pre

ference may tell you something about the desires and expectations of 

the work force--expectations and desires that nevertheless affect 

the quality of organizational life. 

• 

• 
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1. Rank the following list of criteria in order of their importance 
in determining employee assignments (1 being most important 
and 6 being least important). 

Seniority. 

Demonstrated skills of employee on the job. 

Demonstrated skills through testing. 

Educational experience of employees. 

Previous job assignments. 

Preferences of emploYE'.es. 

2. How often are employee preferences for assignment sampled? 

Not sampled. 

Sampled sporadically as positions become vacant in 
your agency. 

At regular intervals within a year (at 6-month 
intervals or annually). 

Sampled biennially. 
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EQUAL EMPLOYMENT OPPORTUNITIES 

The questions in this section of the Personnel Practices Survey 

deal with the provisions in the Civil Rights Act of 1964--namely, 

those about equal employment opportunity (EEO)--that are relevant to 

personnel administration of criminal justice agencies. The five 

questions in this section can be grouped into two categories: those 

requiring you to assess your agency's past history of employee com-

plaints, and issues that concern equal employee opportunities, and 

those requiring you to determine your agency's present reporting and 

data-gathering status. 

Question 1 asks you to identify specific personnel practices 

(for example, recruitment, selection, assignment, promotion, and 

compensation) in which employee discrimination from various sources 

has been a formally disputed issue in your agency. The Civil Rights 

Act makes it illegal to discriminate against an individual in any 

employment procedure because of race, color, religion, sex, or 

national origin. Other legislation applies to the rights of veterans 

and of the handicapped. 

The second question asks you to identify the stage most often 

used to resolve the discrimination issues. Most public agencies 

should strive to resolve an issue at the closest supervisory posi

tion available. Charges of violation can be filed by either an indi-

vidual or by an Equal Employment Opportunity Commissioner on behalf 

of individuals or groups. The Commission strives to eliminate 

• 

• 

unlawful employment practices by proceedings meant to resolve the • 
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dispute within the agency's internal structure. However, if this 

fails, the aggrieved person can bring civil action against the 

respondent within 30 days. Once this occurs, the issue becomes a 

matter to be resolved by individuals external to the agency. Agency 

administrators need to recognize the advantages involved in deciding 

EEO issues within the agency's structure, as opposed to arriving at . 
a settlement through external decision makers, and understand the 

disadvantages inherent in using that option (for example, legal costs, 

time, bad publicity, etc.). 

Question 3 asks you to determine the method of communication 

used to ensure that those who conduct employee-related interviews are 

aware of EEO policies governing such interviews. It is important 

that interviewers be made aware of these policies. Some of these 

issues include: 

Area of Inquiry 

Age, date of birth 

Mr., Mrs., Miss, Ms. 

Marital status 

Maiden name, prior 
married name 

Children under 18, age 
of children, arrange
ment of care of minor 
children 

Possible Discrimination 

It is unlawful to discriminate 
against those 40 to 64. 

These serve as indicators of 
sex and marital status. 
Neither can be a job quali
fication. 

It cannot be used to keep women 
or men from employment. 

Indicators of marital status or 
divorce. 

Used only to judge fitness of 
women to work. May also dis
criminate against those reli
gions and ethnic groups that 
tend to have large families. 



Area of Inquiry 

Credit records, charge 
accounts, own home, 
own a car 

Spouse's name, 
spouse's work 

Sex, race, ethnic 
identity 

Height, weight 
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Possible Discrimination 

Since minorities and unmarried 
women are poorer on the average, 
there is potential discrimi
nation against them. Owning a 
car may be relevant if car use 
is necessary. 

Indicator of marital status and 
can lead to possible discrimi
nation if the employer tries to 
determine whether additional 
income is really "necessary." 

May only be asked for affirma
tive-action statistical purposes. 

Can possibly be discrimination 
against women and certain 
minority groups--requirements 
must be shown to be directly 
related to job performance. 

Source: Miller, G. K., Career Planning and Job Hunting, Michigan 
State University, College of Social Science, 1979, p. 44-45. 

The final three questions ask you to determine your agency's 

present state or policy regarding the collection of information 

• 

• 
related to EEO reporting requirements. For Question 4 through 6, the 

four reporting requirements include: 

1. A list of all recruitment sources, showing job categories 
for which each is used, plus sample copies of job 
requisitions. 

2. Copies of recruitment advertising. 

3. Statistics denoting the total number of applicants during 
the last three months, showing sex and minority group 
status. 

4. An estimate of manpower needs, by department or job 
classification, for the next twelve months. 

• 
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In addition, concerning selection and promotion., an EEO-l Report is 

required annually. It shows' the number of employees in each of nine 

job categories, for the overall work force. The work force is 

categorized as male and female, Negro, American Indian, Oriental, 

and Spanish-surnamed American, in separate male and female columns. 

Question 5 asks whether your agency seeks comparative data for 

compensation rates among groups of individuals. One of the most com

prehensive reports published by the Equal Employment Opportunities 

Commission about compensation is available from the U.S. Government 

Printing Office. The report breaks employment into the categories 

specified in the EEO-l Report, and states the results separately for 

each minority group and for total employment . 



• 

1. For the EEO suits filed against your a,!!.ullC'Y in the past two years, check all the issues 
that were disputed? 

Discrimination against a 
person because of sex 

Discrimination against a 
person because of race, 
color, or national origin 

Discrimination against a 
person because of religious 
preference 

Discrimination against 
veterans or disabled veterans 

Discrimination against th~ 
physically handicapped 

Discrimination against a 
person on the basis of 
age 

Re,:rt1jtmc~ Selection Assignment Promotion Compensation 

• 
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2. Which of the following stages was most often used to resolve each of the kinds of EEO 

grievances. 

Application to Law Issues 

Discrimination against a 
person because of sex 

Discrimination against a 
person because of race, 
color, or national origin 

Discrimination against a 
person because of religiouB 
preference 

Discrimination against 
veterans or disabled 
veterans 

Discrimination against the 
physically handicapped 

Agency 
Personnel 
Office 

Resolutio..!!. 

Agency 
Review 

Committee 
Resolution 

Civil Service 
Board 

Resolution 
EEOC 

Resolution 
Court Not 
Action Applicable 

\. 
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3. What mechanism is used to ensure that those who conduct employee
related interviews are aware of EEO policies regarding such 
interviews? 

Formal training required by the agency. 

Formal training not required by the agency. 

Informal training required by the agency. 

Informal training not required by the agency. 

No training provided. 

4. For the following personnel functions, indicate whether the 
agency computes EEO statistics for each group of employees. 
(Place a "./" or "X" in the appropriate space.) 

Women 

Caucasian males 

Blacks 

Hispanics 

Amtlrican Indians 

Other protected classes 
(e.g., handicapped workers) 

Recruitment Selection Promotion 
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5. Does the agency collect data that is used for comparing the 
compensation rates between groups of employees (e.g., women, 
blacks, Caucasian males, Hispanics, American Indians). 

Yes 

No 

Don't know 

6. Does the agency collect data regarding protected-classes 
employment in entry-level positions? 

Yes 

No 

Don't know 
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UNIONS AND COLLECTIVE BARGAINING 

Perhaps one of the most important changes in management in 

criminal justice agencies is the advent of collective bargaining. 

Collective bargaining arrangements in criminal justice agencies have 

resulted in labor and management sharing the respon&ibility for deter-

mining major administrative practices that in the past were determined 

solely by those in administrative positions. Public-sector collective 

bargaining has increased rapidly in the past ten years, and law 

enforcement and correctional agencies have also seen the move toward 

unionization among employees. 

This section of the personnel practices survey examines the 

relationships determined through collective bargaining in your agency~ 
The six questions that follow are concerned with such issues as the 

nature and structure of collective-bargaining arrangements in your 

agency, who is responsible for the review of collective-bargaining 

agreements, and the points of labor and management grievance in your 

agency. Collectively, the questions in this section begin to analyze 

the impact of collective bargaining on your agency. As was the case 

for previous sections, the information obtained in this section 

should be compared and contrasted with that obtained in the general 

administrative sections of this questionnaire, particularly those 

questions about who made decisions and the level of employee impact 

on and input into collective-bargaining decisions. 

~ 
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QUESTIONS 1) 2) AND 3 
Questions 1 through 3 examine the issue of collective bargaining 

in your agency by defining the periods of labor contract l:'eview, who 

is responsible for such review, and the availability of legal counsel 

for reviewing and negotiating labor agreements. The review of labor 

contracts (Question 1) on a regular basis is surely preferred to one 

that occurs only at times of crisis. 

Similarly, the identification of individual(s) responsible for 

the negotiation and oversight of labor agreement administration are 

important management concerns. Question 2 provides information about 

the degree to which labor issues are dealt with centrally or are dis-

• persed throughout your agency. Such issues as contract negotiation, 

execution, review and records maintenance, if not done centrally, 

will require a large degree of coordination to be effective. And if 

such functions are done in other organizations, the coordination 

effort becomes that much harder. 

Question 3 asks about the level of legal counsel available to 

your agency in the negotiation and execution of labor contracts. In 

recent years, labor law has become a specialty in the legal pro-

fession. Such specialization requires that the individual involved 

in reviewing and negotiating such contracts have the requisite legal 

training. With such a consideration in mind, you should review your 

agency's experience in acquiring adequate legal assistance in the 

negotiation a.nd maintenance of labor relations and assess its use

~ fulness. Such an assessment, of course, requires that you identify 
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alternative sources of such information. If, for example, you do not 

have legal assistance available, and are responsible for negotiating 

an executive labor contract, you should seek legal assistance. 

QUESTIONS 4) 5) AND 6 
Question 4 extends our previous c(; .. ~- lderation by asking you how 

much collective-bargaining arrangements affect various types of deci-

sions in your agency. By filling out the matrix in Question 4 you 

will have determined the scope and impact of current collective-

bargaining arrangements and also have identified the areas retained 

for management decision making. Question 5 also asks for an identi-

ficat~jon of the personnel practices most affected by current 

collective-bargaining arrangements in your agency. In this question, • however, the focus is on actual personnel practices rather than on the 

broader decision-making process. Together Questions 4 and 5 identify 

your current situation with respect to labor contracts as well as 

areas likely to be affected by future contracts. As such, these mea-

sures trace the relationships between management and labor as formally 

cast in labor contracts. 

The final question in this section is oriented toward soliciting 

information on conflict between labor and management on specific 

organizational issues. Question 6 asks you to ident,ify the relative 

importance ot a series of issues having particular relationship to 

grievances that have arisen. By examining these areas and by weighing 

their relative importance, you will be, in a better position to i&olate 

potential problems, and to determine the extent to which you currentlY. 

negotiate such concerns at the contract negotiation stage. 
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This section of the Personnel Practices Questionnaire is in

tended to give you an overview of the labor negotiation process in 

your agency. Whether or not issues are problems in your agency is 

determined by their importance in grievances and your ability to 

influence them. The information solicited in this section of the 

questionnaire attempts to address these two important issues • 



1. Which of the following statements best describes the circumstances 
within which your agency reviews current labor relations and 
legislative requirements? 

Not reviewed. 

Reviewed only in crisis situations in your agency. 

Reviewed regularly through monitoring legislation. 

Reviewed regularly as part of contract negotiation. 
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2. Who in your agency is primarily responslble for overseeing the following activities 

relevant to collective bargaining? 

Contract negotiation 

Contract execution 

Contract review 

Maintenance of records 
related to collective 
bargaining in the 
agency 

Agency 
External 

to 
Organization 
(civil ser
vice board) 

Top Agency 
Administrator 

Agency 
Personnel 
Office 

Not 
Done 

• 

w 
w 
w 
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3. What type of legal counsel is available for your agency to 
consult with on labor relations issues? 

Infrequent assistance provided by outside agency 
(city or state attorney). 

Part-time legal assistance contracted for by the agency. 

Frequent legal assistance provided by outside aaency. 

Full-time legal assistance employed by your agency. 

4. For the following administrative and personnel decisions, please 
indicate the extent that collective bargaining affects decision 
making. 

Recruiting employees 

Selecting employees 

Salaries 

Probationary employ-
ment period 

Preservice training 

In-service training 

Job descriptions 

Employee discipline 

Rules of conduct 

Assignment 

Promotion 

High Impact 
!Ale to 
Formal 

Contractual 
Agreement 

Employee evaluations 

Employee termination 

Affirmative action/equal 
opportunity programs 

High Impact 
but No 
Formal 

Contractual Moderate 
Agreement Impact 

Seldom No 
Impacts ~ 

• 

• 

• 
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5. Please indicate how much the following kinds of personnel 
decisions and processes are affected by formal agreements 
or contracts with employee unions. 

Salary 

Fringe benefits 

Work conditions 
(e.g., hours of work, 
work rules) 

Employee security 
(e.g., seniority) 

Acceptance of union 
as bargaining agent 

Management rights 
(e.g., discipline, 
layoffs) 

Contract duration 

Grievance procedures 

Disciplinary procedures 

Completely 
Mandated in 
Contract or 

Agreement _ 

Not at Present 
Affected but 

Partially Likely to be 
Mandated in an Issue for 
Contract or Future 

Agreement Bargaining 

Not 
Affected 
and not 
Likely 

to be an 
Issue 
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6. Please rank order the following issues as to their importance 
to labor grievances or disputes ill your agency (a "I" is most 
important, a "2" is next most important, and so on). 

Compensation rates 

Work conditions 

Employee security 

Contract duration 

Grievance procedures 

Disciplinary procedures 

Criteria used for selecting employees 
in the agency 

Criteria used for transfers in the agency 

Criteria used for promotions in the agency 

Criteria used for assigning personnel 
in the agency 

Fringe benefits 

Equal employment issues 

• 

• 

• 
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I PERFORMANCE APPRAISAL 

Performance appraisal measures employee behavior and is an 

essential feature of personnel system management and agency monitor-

ing. Performance appraisals tell the agency the degree to which 

employees are working toward organizational goals and the actual rate 

of accomplishment. But appraisal systems must be reliable and valid 

to be of use to the administrator. Information unreliably collected 

may result in a spurious assessment of what is actually being done. 

Similarly, measurement that is not valid results in information being 

collected on behavior that is not intended to be measured, or is 

unimportant or unrelated to organizational goals and purposes. For a 

~ description and discussion of reliability and validity in measurement 

and an assessment of various s.ystems of appraising performance, see 

Volume III. 

Questions in this section of the personnel practices survey are . 
divided into three classes of information: (1) the nature and general 

characteristics of your organization's system of appraising employees, 

(2) the specific criteria for evaluation and their effects on deci-

sions about appraising performance, and (3) the feedback and appeal 

process for employees who have been evaluated. Cumulatively, these 

questions explore your agency's criteria for evaluation, methods of 

evaluation, and uses of evaluation information. 

QUESTIONS 1 AND 2 

• The first two questions form the basis for outlining the nature 

and structure of your agency's system of appraising performance. 
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Question 1 asks you to establish how your agency has set performance 

standards for various positions. The response options include: (1) 

all positions have a description of performance standards, (2) all 

groups of positions have performance standards set for them, and (3) 

only specific positions (not all individuals or groups) have such 

standards. Obviously, the individual and group methods of setting 

performance standards is preferable to the sporadic use of standards 

for certain positions and not for others. But in considering groups 

you must examine the similarity of roles performed in the class of 

groups. For example, the general class of police officer might in

clude those assigned to regular patrol activity or those assigned to 

• traffic enforcement. In corrections, the classification of inmates 

according to security risk (e.g., minimum, medium, and maximum) may 

result in differences in the class of correctional officers. Such 

differences must be reflected in the degree to which workers in the 

classes of positions perform homogeneous functions. Question 2 asks 

you to determine the kinds of behavior measured in your c:urrent 

employee appraisal system. The range of responses runs from a sys

tem of appraisal that is not behaviorally oriented, to a system that 

measures current behavior, including estimates of future behavior in 

the same and different jobs in the organization. Such activities as 

preventive patrol or officer-initiated contacts are also not reflected 

in official statistics. Clearly, the more the evaluation is behav-

iorally anchored, the 'greater the likelihood that you will capture an 

accurate picture of exactly what employees do. For example, observin~ 
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police officers performing their daily routines results in collecting 

much information not contained in official reports. Furthermore, the 

extent ion of this behavioral anchoring to include estimates of cur

rent and future behavior gives the agency information that can be used 

to assign people to specific jobs. 

QUESTIONS 3~ 4~ AND 5 
Extending our consideration of the nature of your agency's per-

formance evaluation system, three questions ask you to identify the 

actual content of the evaluations, the methods by which they are 

applied, and their effect in personnel decisions. 

Question 3 asks you to rank the relative importance of various 

criteria that might be included in a performance appraisal system. 

The objective of the question is to gain an idea of relative impor

tance among these various criteria. Once you have completed this 

question, you will have identified the explicit criteria your agency 

uses to evaluate the performance of employees. Such an identifica

tion of criteria results in a history of your agency's priorities 

for employee behavior. These priorities, then, must be reviewed as 

to their validity for the behaviors your agency wants its employees 

to have. 

Question 4 asks you to identify the relative importance of 

employee-appraisal informatioIl for various personnel decisions. In 

this regard, we are concerned with how this information is applied. 

If, for example, detailed information is collected yet not applied 
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to determining various agency personnel decisions, then you must ques-

tion the detailed collection of such data or its underutilization. 

Question 5 asks you to rate the methods of employee appraisal in 

your agency. As is indicated in the question, numerous methods for 

performance appraisal are available. Each of these methods may, how-

ever, yield slightly different information on employee behavior. A 

detailed discussion of the various methods of employee appraisal, 

their underlying assumptions~ and their methods of application is 

presented in Volume III. 

QUESTIONS 6 AND 7 
The final two questions in this section pertain to the methods 

by which your agency communicates its employee appraisals to the • 

individual employee and the appeal process for appraisals. Both 

questions will allow you to form some idea of the degree of openness 

and fairness associated with your agency's appraisal system. Ques-

tion 6, for example, asks you to identify the individual(s) who 

receive copies of the employee appraisal once it is completed. Also 

indicated in the question is whether employees are afforded the 

opportunity to review their assessments with those who conducted the 

evaluation. Taken together, these questions get at the degree of 

openness in your current employee appraisal system. Employees either 

not receiving copies of their assessments and/or not being given the 

opportunity for meaningful feedback on how the assessment was deter-

mined may grow to resent and distrust the process. Furthermore, if 

employees are expected to change inappropriate behavior, then such • 

feedback is essential. 

I 
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Question 7 asks for the identification of the formal appeal 

process in assessments. As such, it is hierarchically oriented, 

ranging from where the employee has no or limited appeal (say to the 

supervisor only) to where appeal may be made to an outside agency, 

for example, civil service. Appeal processes are critical for a 

number of reasons. First and most obvious is the fact that appeals 

provide some due process for employees. Secondly, and of equal im

portance, appeal processes provide the employee and the organization 

with a method of identifying poor measures of performance or inappro

priate interpretations of information that, once entered into the 

official system, might otherwise be overlooked. 

Information on the appraisal of employees' performance is criti

cal for many organizational functions. This information may provide 

the basis for job classification, salary determination, and promo

tional opportunities. As such, the system of evaluation needs to be 

reviewed by administrators to insure that the information produced 

in such systems is not only reliable and valid, but also timely and 

useful to administrative decision making • 



1. 'Ueh regard to establishing performance standards, 'Which of the 
following is most characteristic of your agency? 

All job positions have specifically stated 
performance standards. 

Groups of positions (such as those on the 
same compensation scale or in the same 'Work 
group) have specifically stated standards 
of performance. 

A fe'W positions (such as those on special task 
forces) have specifically stated standards 
of performance. 

There are no performance standards. 

2. Which of the following are characteristic of your agency's 
performance-appraisal system? 

There is no performance-appraisal system. 

There is a performance-appraisal system, but it 
does not measure behavior. 

Measures current employee behavior both positive 
and negative. 

Measures current employee behavior both positive 
and negative, and attempts to estilll£~te future 
behavior in the same job. 

Measures current employee behavior both positive 
and negative and attempts to estimate future 
behavior in the same and different jobs. 
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3. Rank the following performance criteria as to their importance 
to the overall appraisal? (A '11" would be most important j 
"2" second most, and so on.) 

Quantity of work. 

Accuracy of work. 

Required knowledge, abilities, skill. 

Use of time. 

Initiative in accepting responsibilitj' 

Knowledge of work units, purposes, and duties. 

Adaptability to new developments in the job. 

Dependability and rl!liability regarding work 
instructions. 

Degree of need of supervision . 

Ability to get along with others in the work unit. 

Comprehension of oral and written directions. 

Ability to communicate orally and in writing. 

Knowledge and use of correct channels for the 
communication of notices, complaints. 

4. Rate on a scale from 1 to 5 (1 being most important and 5 being 
least important) the importance of employee appraisals in 
determining each of the following personnel matters. 

Promotions. 

Salary increases. 

Effectiveness of initial training. 

Effectiveness of employee selection process. 

Need for training. 

Redefining job responsibilities • 

343 
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5. In regard to employee appraisal, rate the following methods as 

to their importance for appraising employees in your agency. 

Graphic rating scale that 
lists a number of char
acteristics that are 
to be rated according 
to a scale. 

Critical incident method 
where the evaluation rates 
an individual on the basis 
of actual behavior. 

Alternative ral:k method that 
involves placing the l'best" 
employee at the top of a 
list and the "worst" 
employee at the bottom, 
then filling in the rest 
of the employees. 

Straight rank order where 
an evaluator ranks employ
ees from best to worst. 

Paired comparison that 
involves comparing each 
employee with all others 
in a work group at one 
time. 

Forced distribution where 
evaluators place employees 
in categories according to 
predetermined proportions. 

Checklist where an evaluator 
checks statements most 
descriptive of the employ
ee being rated. 

Essay form consisting of the 
evaluator's writing his/ 
her general impression of 
the employee. 

Very 
Important 

Somewhat 
Important 

Seldom 
Important 

Never 
Important 

Don't 
~ 

• 

• 
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Question 5 (continued) 

Forced choice that requires 
the rater to choose from 
among several seemingly 
equal groups of state
ments those that are 
most and least applicable 
to the employee 

Field review where super
visors are interviewed 
by the personnel office 
about their subordi
nates' work performance 

Behaviorally ranked scales 
that rank incidents 
involving employee per
formance on a scale 

Assessment centers 

345 

Very Somewhat Seldom Never Don't 
Important Important Important Important Know 
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6. Who receives a copy of the completed appraisal forms? (Check all.) 

Don't Know 

The employee who was appraised 

The employee's first level supervisor 

The employee's supervisor's supervisor 

The personnel office 

The top executive 

Do employees have the right to review their appraisals with the 
evaluator? 

Yes 

No 

Don't know 

7. What mechanism is available for employees wishing to appeal their 
appraisals? 

None is available 

Appeal only to immediate supervisor 

Appeal through agency representative (not chief executive) 

Appeal to top executive 

Appeal through civil service board 

• 

• 

• 
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EXECUTIVE SUMMARY 

Criminal justice agencies usually allocate 80 percent or more of 

their resources to meeting personnel costs. Criminal justice is thus 

a labor-intensive field, with productivity vitally dependent on the 

efficient and effective employment of personnel. Human-resource 

planning can be an effective managerial tool for helping administrators 

reach decisions about how most efficiently and effectively to acquire 

and to employ personnel. Additionally, some aspects of human-resource 

planning are particularly useful in helping .management to identify, 

to diagnose, and eventually to solve personnel problems . 

This executive summary provides a brief overview of the contents 

and objectives of the Human-Resource Planning Handbook prepared by 

the School of Criminal Justice at Michigan State University. The 

Handbook describes numerous human-resource planning and analytical 

techniques useful in criminal justice agencies, give~ directions for 

their use, and provides examples of their application in criminal 

justice agencies. Also, special techniques are provided to assist 

management in identifying, diagnosing, and eventually resolving 

personnel problems. The Handbook is designed to offer the criminal 

justice manager, personnel administrator, and planner a self-instruction 

guide on how to implement more effective means of planning for the 

agency's personnel component • 
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One way of visualizing the purposes and objectives behind the 

Human-Resource Planning Handbook is to consider the principal kinds 

of managerial questions that it attempts to provide answers for. A 

few of these questions are: 

1. How can an agency examine what its personnel needs are? 

How can these needs be substantiated or documented? 

2. How can an agency validly determine and define the jobs 

required to achieve missions, goals, and objectives? 

How can it determine whether job descriptions validly 

reflect the nature of work currently done in the agency? 

3. How can an agency assess its current employees? How 

can it determine what kinds of employees should be 

hired (prior experience, education, training, skills, 

etc.)? How can employment qualifications be identi

fied and subs~antiated or validated? 

4. How can an agency assess its key personnel practices 

(for example, recruiting, selecting, training, and 

assigning personnel? What are the effects of these 

personnel practices on the agency's ability to main

tain a stable supply of qualified personnel to fill 

the agency's jobs? What effects do current personnel 

practices have on employees' morale, employees' 

performance, and employees' attitudes? 

5. How can an agency go about identifying and diagnosing 

personnel-related problems? What kinds of personnel 

vi 
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problems confront the agency? What are the causes of 

these problems? What kinds of effects do these problems 

have on agency productivity (efficiency and effective

ness)? 

6. What kinds of analytical techniques are available to 

agency managers and planners who wish to diagnose not 

only existing personnel problems but also want to 

anticipate future personnel problems? 

7. How can an agency go about identifying the major con

straints posed by budget and outside decision makers 

that circumscribe the agency's ability to acquire needed 

personnel? How can an agency go about determining 

whether any of these constraints are manipulable-

removing them as constraints in acquiring and assigning 

needed personnel? 

The Handbook variously deals with these and other prime questions 

facing administrators charged with managing personnel. However, 

the Handbook is not prescriptive in the sense that specific solutions 

are prescribed for specific kinds of human-resource problems facing 

the agency. For important reasons that are pointed out in Volume I 

and in the first part of Volume II, the choice of a solution to any 

given personnel problem is properly the responsibility of agency manage

ment. Identifying viable solutions for problems such as turnover, 

or insufficient staffing, or poor employee performance must be done 

by management working 'within the constraints faced by the agency. 
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• Nonetheless, the Handbook, its techniques for problem diagnosis, and 

its explanations of other human-resource planning techniques, can 

help point personnel administrators and planners toward discovering 

a range of viable solutions for agency personnel problems. 

Development of the planning handbook was supported with funds 

from the u.s. Department of Justice (LEAA) and was conducted in two 

phases. Phase I assessed criminal justice agencies' current capability 

and need of human-resource planning. Phase II, building on this 

assessment, focused on the development of an extensive handbook that 

would assist criminal justice agencies more fully to implement and to 

utilize human-resource planning techniques. 

THE HANDBOOK • The Handbook is presented in three volumes (bound in eight parts 

for convenience in handling and use). A comprehensive index to the 

contents of these three volumes follows the executive summary. Used 

in conjunction with the index~ the Handbook has been designed to allow 

managers and planners to choose those portions that are of most 

interest or are most needed. 

VOLUME I of the Handbook provides an introduction to hunlan-

resource planning in agencies--what it is, how it is carried out, 

and how it can help the agency manager. The material in this volume 

is written to be of interest alike to agency top management, to 

agency personnel administrators, and to agency planners. One principal 

r objective of Volume I is for managers and planners to acquire a common. 

overJiew about the definition, purposes, and uses of human-resource 
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planning ill agencies. When managers and planners do not share such a 

basic understanding, planning tends not to be fully or appropriately 

utj.lized. 

VOLUME I I is bound in four parts and presents a means for com-

prehens~vely identifying and diagnosing personnel problems. It is 

designed to be of primary intereot to agency personnel administrators 

and planners. Problem diagnosis is a very crucial and very practical 

part of human-resource planning. It is crucial because without good 

diagnosis, solutions to personnel problems cannot be adequately planned. 

It is practical because it focuses on what every manager spends most 

of his or her time doing--identifying and dealing with conditions that 

negatively affect the agency's ability to meet its goals and objectives . 

Practical tools are presented to help personnel administrators and 

planners conduct two types of diagnoses. The first type is an overall 

assessment of agency human resources--a general stocktaking whereby 

the agency takes an overall look at its organizational climate, H£ 

personnel practices, and its ability to acquire, to develop, and to 

employ personnel. Three ready-for-use diagnostic surveys are provided 

with directions: 1. an Organizational Climate Survey, 2. a Personnel 

Practices Survey, and 3. an Environmental Factors Questionnaire. 

Analysis of results from administering these surveys will provide 

administrators with an overview of the agency's strengths and weaknesses 

regarding its personnel processes and its ability to identify and to 

deal with internal and external factors that affect its acquisition and 

~ use of personnel. This becomes essential background information for 
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• later attempts to identify and to solve specific personnel-related 

problems. 

The second type of diagnostic tool presented is a step-by-step 

procedure that can be followed to diagnose specific personnel problems 

more pointedly. For example, the agency may have identified turnover, 

or an inability to attract qualified personnel, or poor performance by 

employees as problems needing special attention. Comprehensive 

diagnoses of the causes and effects of problems such as these is 

crucial if effective solutions to them are to be found. The diagnostic 

model provided offers a way of marshalling key agency thinkers and key 

information for diagnosing problems and for eventually finding solutions. 

VOLW·1E I I I is bound in two parts and is a resource guide intendee 

primarily for use by agency personnel administrators and planners engaged 

in the more technical aspects of personnel administration and human-

resource planning~ Techniques such as job analysis, forecasting, 

selection validation, performance measurement (to name a few) are 

discussed. A common format is used throughout in presenting these 

techniques. First, the nature of the techn~ques and its prime uses 

are presen~ed. This is followed by a consideration of the major 

technical and other supports required if the technique is to be used. 

Special attention is paid to factors that will limit an agency's ability 

to use a given technique, and alternatives are presented ror these 

situations. 

x • 
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BASIC DESIGN-FEATURES OF THE HANDBOOK 

A COMPREHENS lYE INDEX: . Few users will have the time or the 

need to use all the material in these volumes and do everything that 

is recommended. A comprehensive index or catalogue of materials to be 

found in all of the volumes is provided. Agency administrators and 

planners may use this index or menu-system as a means of quickly finding 

the portions of the Handbook that will be of most help. 

SELF-ADMINISTRATION: The materials have been written to 

optimize self-administration and self-learning, and to minimize the 

need for outside help. For example, the diagnostic surveys found in 

Volume II have been designed for administration and analysis in house. 

• Of course, some concepts or techniques will remain difficult to grasp 

and will require additional reading or the use of consultants. For 

example, job analysis techniques discussed in Volume III are very complex 

and are generally out of the reach of most agencies to apply themselves 

without the help of outside experts. Nonetheless, the objective has 

been to maximize as much as possible an agency's ability to do human-

resource planning using in-house resources. 

PROBLEM-FOCUSED APPROACH TO PLANN I NG : With the exception 

of some of the sections of Volume I where many of the general concepts 

and ideas about human-resource planning are discussed, the Handbook 

is designed to help managers and planners identify and diagnose concrete 

personnel problems (e.g., turnover, poor employee performance, inability 

to attract qualified personnel, EEO and Affirmative Action suits, and 

~ so forth). The emphasis, therefore, is on dealing with specific problems 
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• as opposed to discussing human-resource planning from a conceptual 

point of view alone. 

VARYING LEVELS OF IIBUY-INI/·~ Agencies differ in their need 

for and their ability to undertake human-resource planning. Agency 

size, environmental constraints, money, technical expertise, and the 

nature of human-resource problems confronted by an agency all affect 

the level of planning needed and possible. Where possible, Handbook 

materials have been written to provide alternative levels and options 

in the use of planning-related analytical techniques. Thus, there are 

options presented--different levels and kinds of analytical activities 

possible. Managers and planners are free to buy in at the level deemed 

most feasible and valuable. ~ 

OUTSIDE CON3ULTA.NTS: The handbook material, besides helping 

agencies become more informed about what can be done in-house, helps 

identify conditions under which outside help is needed, what should be 

expected of this outside help, and whom or what to look for. One 

central purpose has been to provide agencies with the information 

necessary to become more intelligent and critical consumers of work 

done by outside consultants. Sometimes, agencies have not been able to 

sufficiently direct consultants about what is needed or wanted. This 

has frequently been the case, for example, when agencies sought outside 

help in validating selection and promotional practices, or when conducting 

job analyses. 
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WHAT IS HUMAN-RESOURCE PLANNING? 

In the most general terms possible, human-resource planning is 

the process of determining what an agency needs to do to ensure that 

it has the right number and kinds of people doing the right jobs, and 

doing those jobs well. To accomplish this, human-resource planning is 

composed of two distinct yet related activities. The first activity 

is called WO R K FOR C E PLAN N I N GJ while the second is labeled 

STAFFING-NEEDS PLANNING. 

Workforce planning analyzes the agency's need for personnel--how 

many and what types of people. It also analyzes the required missions 

of the agency, determining the kinds of jobs that need to be done, 

and what qualifications people who hold these jobs need. Workforce 

planning is crucial, for without it agency management has little firm 

basis on which to justify the number and kinds of personnel hired 

or how they are hired, assigned, and employed. 

Staffing-needs planning focuses on the various personnel adminis

trative actions involved in acquiring, developing, and assigning agency 

personnel. The processes and policies associated with personnel adminis

tration (e.g., recruitment, selection, training, assignment, job design, 

compensation, and so forth) are closely tied to human-resource planning 

because personnel administrative actions put human-resource pl~lS into 

operation. Just as there is a need to determine what kinds and how 

many people are needed (workforce planning), there is a need to determine 

and to plan the personnel actions required to acquire, to develop, and 

to employ personnel (staffing-needs planning). 
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• Human-resource planning encourages and helps direct agency 

managers to take a "comprehensive" approach to personnel management 

and to the diagnosis of personnel problems. Factors affecting the 

need for and the availability of agency personnel are highly inter-

related. So, too, the numerous steps in the personnel administrative 

process are interrelated and interdependent. Human-resource planning 

techniques help managers and personnel administrators to consider 

these factors in a more interrelated and systematic way. 

WHY ENGAGE IN HUMAN-RESOURCE PLANNING? 

Anticipating future requirements for manpower in the agency and 

forecasting future supplies of manpower are crucial to effective 

personnel management. Likewise, crime trends, budget forecasts, tren~ 
in the economy, population trends and the like greatly affect the need 

for personnel, and they also influence the availability of personnel. 

Thus, knowledge of current environmental conditions and impending 

changes in these conditions is vital to planning agency personnel 

policy. Current agency personnel policies in the areas of recruitment, 

selection, training, and so forth, produce certain kinds of results 

today that mayor may not be appropriate or satisfactory j.n the future. 

Knowledge of both current results and likely future results produced 

by agency personnel administrative practice is, thus, also important. 

Planning-related analytical techniques provide the agency manager with 

powerful tools not only to analyze present conditions and effects, 

but also to anticipate future conditions and effects. • 
xiv 
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Besides making forecasts, human-resource planning also focuses 

on diagnosing personnel problems. A problem of poor agency performance 

or inadequate performance occasioned by insufficient, unqualified, or 

poorly utilized personnel requires agency managers first to diagnose 

the nature of and causes of the problem, and then to plan solutions. 

Several planning-related analytical techniques can help the manager 

in both of these endeavors. Additionally, human-resource planning 

not only helps to diagnose current personnel problems, but also to 

anticipate the emergence of personnel problems. 

The kinds of personnel problems that will arise in an agency are 

numerous, and the combination of problems nearly infinite. So too, 

the causes of personnel problems will vary greatly from organization 

to organization. When we speak of personnel problems, we include 

conditions such as high turnover, poor employee performance, insufficient 

personnel, unqualified personnel, poorly trained employees, charges 

of discrimination in hiring and promotion, inability to attract 

qualified job applicants, constraints in assigning, reassigning, and 

promoting p.mployees, and so forth. The numerous analytical techniques 

and tools described in the Handbook provide a basis for diagnosing the 

nature and causes of such problems and help identify and weigh 

potential solutions to them • 
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VOLUME II, PART 2, SECTION C 

E N V I RON MEN TAL 
F ACT 0 R S QUE S T ION N A IRE 

GENERAL CONSIDERATIONS AND CRITICAL ISSUES 

347 

Criminal justice organizations, like their counterparts in the 

public and private sectors, are greatly affected by circumstances or 

factors external to the agency (by their environments). Environ-

mental conditions such as the state of the economy, social conditions, 

technological developments that may facilitate or hinder the perfor-

mance of the agency, and political and public ideology may all affect 

how the agency defines and pursues its goals and objectives • 

In the field of manpower planning, such factors as the avail-

ability of labor in a given jurisdiction and the comvetition between 

agencies for that labor may directly affect the acquisition of crimi-

nal justice manpower. Other environmental factors such as public 

demands for particular kinds of service may affect how manpower is 

used by the agency. The state of the economy and budgets affect both 

the numbers and kinds of people that the agency will be able to hi're. 

The sections to follow in this questionnaire identify five 

areas for examination in assessing criminal justice manpower planning 

as affected by organizational environments. The first section 

examines your agency's general activities to monitor the environment 

and your agency's awareness of external constraints imposed on it • 

The second section examines special environment-monitoring activities 

and co~tact with agencies that may pose a contingent rest"iction on 
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agency performance. The third and fourth sections examine the network 

of formal relationships and general relationships between your agency 

and its environment, including qualitative assessments of these rela-

tionships. Finally, section five examines agency perceptions of 

environmental support, competition, and strain. Each of these five 

areas is briefly defined and discussed below. 

SECTION 1: GENERAL ENVIRONMENTAL MONITORING 
AND AWARENESS 

All organizations face certain fixed factors in their environ-

ment that have the potential for influencing organizational actions 

especially the acquisition and use of human resources. These fixed 

and known factors (called constraints) might include laws in the ju-

risdiction that outline organizational responsibilities, or such fac-

tors might include the routine relationships between decision makers--

for example, the mayor, county commissioner, or governor--and your 

agency. These factors are known by the organization and, thus, are 

predictable for some time period. Besides these fixed and known 

factors, organizations also confront uncertainty imposed by the 

environment and by factors less predictable (called contingencies). 

Such factors as public opinion, fiscal problems in the jurisdiction, 

or changes in support for the agency by policymakers all have the 

potential for influencing organizational behavior and may be less 

predictable. 

The series of questions in Section I begins .to identify the 

level of effort your agency spends in monitoring the environment. 

Environmental monitoring can be approached from a number of vantage 

• 
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points. As the questions in the section indicate, we are particularly 

interested in two things: who monitors your agency, and your agency's 

environment-monitoring activities. The first question is approached 

by asking for your identification of agencies that receive reports 

from your agency and the extent of monitoring you believe they under

take. The second is approached by a series of questions about whom 

your agency monitors, how this monitoring is done, and whether your 

agency has formalized its monitoring activities. 

SECTION 2: SPECIAL ENVIRONMENTAL MONITORING 

In the first section we ask questions about the general pattern 

of your agency's monitoring of the environment. In the second sec

tion, we examine the question of environmental monitoring in more 

detail. The first two questions focus on two important environmental 

constraints to public agency decision making: unions and civil ser

vice. The second series of questions asks for your identification of 

patterns of information exchange--specifically whom (which agencies 

and actors) you regularly provide information to, and whom you regu

larly receive information from. 

Also in this line of inquiry, we ask you to rate the quality of 

the information received. This special environmental section also 

requests that you identify the environmental sources of influence 

affecting the allocation and use of positions in your agency. Lastly, 

this section assesses how much your organization is monitoring cir

cumstances outside of your immediate jurisdiction but within your 

criminal justice area. In this regard, we are concerned that you 
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identify how your organization relates to professional associations 

and how much you formally review information from these sources. 

SECTION 3: FORMAL RELATIONSHIPS 

All organizations are engaged in formal relationships with indi

viduals and other organizations in the environment. Of particular 

interest in this regard is how much these actors either have or share 

with your ~gency the decision-making responsibility for various 

agency practices and policies related to manpower planning and person

nel administration. 

Also of concern is how much your agency has developed formal 

boundary-spanning roles in the environment. In boundary-spanning 

roles, organizational personnel are formally charged to interact with 

a particular aspect of the environment. For example, in policing, a 

boundGry-spanning role might be that of a court liaison officer; in 

corrections, the role might be that of liaison with the parole board. 

Such metlsurements provide us with an indication of the network of 

formal relationships your organization finds itself in and how far 

these relationships are binding on your decisions. 

SECTION 4: GENERAL AGENCY RELATIONSHIPS 

Beyond identifying the formal relationships between the agency 

and externals, it is often important to consider the general climate 

of environmental relationships. The intent of this section of the 

questionnaire is to examine such relationships. To begin with, we 

• 
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funding source for such positions. This question is followed by one 

about whether or not your agency has a formal document for long-range 

planning. These two questions are followed by a series of questions 

about your assessments of the sources of important manpower-planning 

information for your agency, and the nature, quality and direction of 

interaction between your agency and various individuals or organiza-

tions in your environment. Such assessment defines the direction of 

interaction with the environment, the importance of this interaction, 

and the quality of this interaction. This information is vital in 

understanding the quality of the environmental climate that confronts 

your agency. 

SECTION 5: ENVIRONMENTAL SUPPORT J COMPETITION J 

AND STRAIN 

How much your agency labels others as sources of support, com-

petition, and strain, and how much support, competition, and strain 

are believed to exist, may color relationships between your agency 

and others. These beliefs may also influence the development of 

organizational strategies for coping with the environment. This 

series of questions asks you to identify the sources of competition, 

support, or strain in your agency's environment. How much competi-

tion for similar employees there is, how competitive salaries are, 

and what competition for scarce resources there is are the focus of 

this section. 
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ENVIRONMENTAL SURVEY: ADMINISTRATION AND ANALYSIS 

The sections of the Environmental Survey, identified above, 

examine the effects of various aspects of your agency's environment 

on human-resource planning. Section 2 focuses on. tracing out the 

general nature of your agency's environment and the patterns of infor

mation your agency distributes and rece~ves. 

The second section of the Environmental Survey focuses more 

specifically on the nature of interaction between your agency and 

other agencies, individuals, or organizations in the environment. 

This section asks for your assessment of the specific constraints on 

human-resource planning posed by unions, civil service, or personnel 

agencies, and a list of others who might be assessed as influential 

in determining the number of positions allocated to your agency or how 

those positions, once assigned, are used. Furthermore, this section 

asks you to identify your regular patterns of interaction with those 

in the environment. 

The third section of the Environmental Survey examines formal 

relationships between your agency and those in the environment. Here 

we are particularly concerned with the identification of decision 

makers in your agency's enviro1nment that either share or retain 

decision-making authority for aspects of your agency's human-resource 

activities. This section also asks you to identify who in your 

agency (individual or organizational unit) is responsible for various 

human resource planning activities. Such information allows you to 

identify the Jocus of authority for such activities and to compare 
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that locus of authority with other decision makers in the environment 

that also influence or retain some authority for human-resource deci

sions affecting yo':./:. agency. Answers to these questions afford y01,l 

a description 0f boundary-spanning assignments and how much your 

agency has formally charged others with responsibility to monitor 

aspects of the environment that affect human resources in the agency. 

The final section of the survey returns to a more general level 

of analysis of relations with the environment. However, this section 

asks questions more related to levels of competition, support, and 

strain in the environment, while the first section identified the 

network of exchange in which your agency is involved • 

Collectively, the surveys grouped in the environmental question

naire represent an assessment of where your agency stands within its 

environment, who the important and critical decision makers are in 

that environment, what your agency does to inform those decision 

makers, and wheth~r or not your agency actively seeks to influence 

and to monitor the environment or, rather, responds to environmental 

pressure. 

COMPLETING THE SURVEY 

Before considering the implications 01 the foregoing statements, 

it is important to consider who in your agency will complete the 

environmental survey, what the responses represent, and how they are 

to be j.nterpreted individually and collectively. 

With respect to the question of who completes the survey, it is 

intended that a very few, senior-ranking individuals within your 
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agency complete the entire environmental survey. The questionnaire 

is not meant to be completed by everyone or even a large number of 

people. Rather, the questionnaire should be completed by the chief 

executive and his or her iwnediate staff (including major division or 

departmental heads). The environmental survey is an administrative 

assessment of the agency's complex environment, not a line or work-

force assessment. The po1icyrnaking individuals in your organization 

are intended as the primary respondents for the environmental survey. 

This having been said, it is also important to recognize that the 

environmental questionnaire will produce different information depend

ing on whom in the organization you ask to complete it. Therefore, 

the survey should not be restricted to the chief executive only, for 

example. Instead it should be an administrative group effort. 

Whether roles for monitoring the environment are formally 

assigned or not, in most organizations there are people who interact 

with various parts of the environment more or less regularly. These 

people should, obviously, be identified and consulted when the survey 

is to be filled out. In fact, the chief administrator might want to 

fill out Question 15 of the survey first, thereby identifying others 

in the organization who would assist in the completion of the rest of 

the items. In any event an administrative group effort in completing 

the survey is essential. 

ACCURACY AND OBJECTIVITY 

The primary reason for the group effort is related to the fact 

that many of the items in the Environmental Survey ask for an 
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evaluation of relationships with external agencies, organizations, and 

individuals. These evaluations represent the impressions, opinions, 

and attitudes of those completing the survey. And such perceptions 

are necessarily incomplete. What is important to remember is that a 

single or very limited set of perceptions has a greater chance of 

reflecting individual distortions, while a larger set of assessments 

tends to compensate for the error of anyone source. For this reason, 

a group effort is likely to enhance the reliability and validity of 

the exercise. Also related to the idea that the information in this 

section rests largely on the perceptions of individuals is the issue 

of whether this information accurately depicts "reality!! or the 

"objective situation" of the agency. 

The question of objectivity is hard to address in a survey of 

this type. The fundamental question is whether objectivity exists 

outside of the meanings that we as individuals attach to events. 

That is, one school of thought argues that objective reality is inde

pendent of how we perceive it; another argues that what is is only 

what we perceive. In the course of examining the "objective" envi

ronment of your agency, both of these perspectives are important to 

consider. 

First, there are independently objective "facts I! about the 

relationships between your agency and those in the environment. In

formation requested in the environmental survey--for example, about 

the number and type of reports your agency receives from and sends to 

others--is quantifiable and measurable. Who has the official 
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authority to make certain decisions, who is officially charged with 

overseeing and monitoring the environment and who or what agencies 

compete with your agency for labor, can be determined on the basis 

of factual information. And, when these types of questions are being 

announced in the survey, it is recommended that facts and not percep

tions provide the basis for your responses. 

In contrast to the "objective" information required for some of 

the items in the Environmental Survey, the answers to certain ques

tions, as previously mentioned, require perception~ of relationships. 

And, as we have said, when such perceptions are the basis of assess

ment, having a (comparatively) larger number of people completing the 

survey items may help reduce error. But perceptions are important to 

capture in this survey as well. It is perhaps the ultimate truism 

that we all act according to the "facts" as we perceive them. The 

administrator who actually believes that his or her agency is in a 

conflict with another agency is likely to act differently from the 

administrator who believes that relations are supportive and coopera

rive. For this reason, it is important to aSS2SS the core adminis

trator's perceptions of relations with others outside the agency. 

And where agreement on these perceptions result in classifying an 

individual, agency, or organization as "cooperative" or "hostile," 

the next question should be why: the agency administrative staff 

should extend their perceptions to inquiring about the reasons for 

such support or conflict. 

As for the administration of the Environmental Survey, it is 

generally better for the survey to be completed by the administrative 

• 
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staff independently of one another, followed with a group session to 

go over the results. With such a method, individuals will have more 

time to think about the questions themselves and will be less con

strained by group dynamics in answering the questions. At the time 

of the group meeting, areas of agreement can be quickly identified 

and the group can look into areas of disagreement. 

REGULARLY ADMINISTER THE ENVIRONMENTAL SURVEY 

It is crucial to note that agencies face dynamic environments, 

not static ones. The environmental survey will produce information 

that is highly time bound. That is, the information collected relates 

to the perceptions and facts about the environment for a limited time. 

Competitors and supporters can, and often do, change roles as time 

goes on. At one time you might have an intense relationship with a 

particular agency, only to dissolve it as quickly as it started. For 

this reason, we argue that the environmental survey, or particular 

portions of it, be used at regular intervals as part of the normal 

planning and monitoring process. In the survey, used as an adminis

trative tool to consider and to predict change in the environment, 

the agency administrator has an active method for analyzing organiza

tional change in a dynamic and often frustrating environment. 

ANALYSIS ACROSS CATEGORIES 

The thirty-four questions in the environmental survey can be 

examined in relation to each other. To do so requires that we rede

fitle the five broad sections in the survey into nine separate, yet 
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related, categories. They are: (1) the general nature of the envi

ronment, (2) political interactions, (3) environmental climate, (4) 

agency influence, (5) experience with interaction in the environment, 

(6) anticip~tion, (7) agency monitoring responsibility, (8) decision

making authority, and (9) sources and knowledge of competition. Each 

of these categories is briefly considered below. 

THE GENERAL NATURE OF THE ENVIRONMENT 

The general nature of the environment confronting any agency 

involves the identification of patterns of interaction, negotiation, 

and exchange. Five survey items (1, 2, 3, 7, and 8) focus attention 

on this general pattern of interaction. As can be seen from a review 

of these questions, they primarily focus on issues of interaction 

based on mutual monitoring and the regular exchange of information. 

Such a patterning will identify the channels of exchange your agency 

currently confronts, the amount of information other agencies, orga

nizations, or individuals who are part of these channels have about 

your agency, and the amount of information your agency has about 

those in the environment. All this will provide a baseline of infor

mation about your knowledge of others and their knowledge of your 

agency. 

POLITICAL INTERACTIONS 

Political interactions refer to the exchange between your agency 

and others that involves the influence of others in the affairs of 

• 
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formalized. As was the case in identifying the sources of information 

your agency has (above), the monitoring of political influence is of 

equal importance in establishing the nature of the environment. 

Questions 5, 6, 9, and 10 ask you to identify sources of influence in 

the policy and decision making of your agency. Some of these influ

ences are formal, e.g., the jurisdiction's chief executive, or formal 

labor agreements. But others are less formal, such as powerful lob

bies, or businesses. All of these interactions and their potential 

influence in your agency's ability to acquire positions, or to defend 

position reductions, as well as the actual use of positions, are 

important to consider. 

ENVIRONMENTAL CLIMATE 

While the first two issues addressed above seek to identify the 

sources of information and the actors in your environment, another 

equally important concern, that of the climate confronted, needs to 

be assessed. Simply knowing what information and what actors tells 

us nothing about the gua1ity of the interactions. Questions 17, 20, 

and 21 approach the issue of environmental quality by asking for 

assessments of the nature of interaction~ (Question 17), the fre

quency and intensity of interaction (Question 20), and who initiates 

the interaction (Question 21). Together, these three questions pro

vide for an assessment of the agency climate. This climate might be 

described as one in which your agency has little cooperation, has 

infrequent and low intensity in relations, and is at the mercy of 

other organizations to initiate action. On the other hand your 
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agency might be responsible for maintaining high interaction, with 

intense and frequent and cooperative relations. 

eXPERIENCE IN ACTUAL INTERACTION 

The issue of experience is generally first raised when consider

ing things in the "real" world. And your agency's past experiences 

in acquiring and losing positions is important for you to document. 

Also important to think about are the reasons (as best you can deter

mine them) why your agency received or lost positions, Questions 22, 

23, and 26 ask you to determine your agency's past experience in 

acquiring and losing positions and then to assess the relative impor

tance of var.ious factors as they affected positions within your 

agency. 

ANTICIPATION 

Related to the above issue, anticipation refers to the ability 

of your agency to predict, especially a"~~'ut forces that might affect 

position allocation and use. Questions 12, 18, 19, 25, 28, and 34 

in one way or another focus attention on the issue of anticipation. 

Questions 12, 18, and 19 approach the issue of anticipation from the 

perspective of your agency's current capability of maintaining con

tact with national and regional organizations that are likely to 

provide information about broad changes that might affect your 

agency in the future (~.g., new technological developments). These 

same questions ask you to assess their importance as sources of 

information, standards or advice. Such information provides you with 
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a rough estimate of how much your agency can examine the future with 

the aid of others outside the organization. Anticipation is also 

approached in Questions 25 and 28 from the perspectiv.e of your 

agency's past experience with positions. The gauge of whether your 

agency can, in fact, anticipate change is how well you have done so 

in the past. Finally, Question 34 approaches the issue of anticipa

tion from a slightly different perspective. In this question we ask 

for an assessment of why others might do better in acquiring 

resources and support than your agencies. To the extent that your 

agency can predict there being such reasons, this information might 

provide a basis for strengthening or altering environmental relations . 

AGENCY MONITORING RESPONSIBILITY 

Moving from a consideration of the agency's environment itself, 

Questions 4, 11, 13, and 15 ask you to identify the official respon-

sibility chain within your agency for monitoring and analyzing the 

environment. Such a delineation of responsibility is important to 

consider for at least two reasons. First, the explication of respon-

sibility ensures that your agency is monitoring, or at least in the 

position to monitor, the environment. Secondly, and of more impor

tance, is your ability to develop a picture of how (what manner?) and 

under what form of review (who does it?) environmental monitoring 

takes place. Such a picture of current capability may point out 

areas of strength and weakness, facilitating your agency's adaptation 

to the dynamics of the environment • 
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AUTHORITY FOR DECISIONS 

Related to our previous consideration is the identification of 

the locus of authority for decisions within your agency. Questions 

14 and 16 identify this authority and ask you to determine whether 

your agency retains sole control over certain decisions, whether deci

sions are shared, or whether decisions affecting human resources are 

made primarily outside of your agency. Such an identification, 

obviously, localizes responsibility for the various decisions made, 

and provides you with a picture of authority in conducting your 

agency's affairs. Question 16 adds to this authority picture by 

identifying the sources of funding for the positions in your agency . 

Obviously, where there are several sources the authority for deci

sions may be more diffuse. 

SOURCES AND KNOWLEDGE OF COMPETITION 

Questions 29 through 33 focus attention on two issues--your know

ledge of external competition for resources (including human resources) 

in your agency, and implicitly the sources of that knowledge. In 

Questions 29 through 31, attention is focused on identifying your 

agency's competitiveness vis-a-vis other organizations for labor. 

Competition for entry-level persons is addressed in Question 29 and 

30, and for experienced workers in Question 31. In Questions 32 and 

33 we expand on our consideration of competitiveness by exploring 

competition for resources other than personnel. While it is recog

nized that criminal justice agencies are labor intensive (criminal 

justice agencies spot from 75 to 90 percent of their annual budgets 

• 
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for personnel), it is also important to consider ability to attr.act 

money for other purposes as well. Question 33 is particularly rele

vant in this regard, for it calls for an assessment of your agency's 

ability directly to compete for money with other agencies in your 

jurisdiction. 

Collectively, the questions asked in the Environmental Survey 

draw attention to the dynamics ot organizational environments and the 

influence they exert on criminal justice agencies, particularly in 

human-resource planning and management. Agency ability to understand, 

to predict, and thus to reduce, environmental uncertainty contributes 

to an organization's being well managed. The information gained from 

the environmental survey will help improve your agency's ability to 

understand and to interact with others outside of your immediate 

administrative control . 
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NARRATIVE 

SECTION 1: 
GENERAL ENVIRONMENT 

MONITORING AND AWARENESS 

365 

Collectively, the questions comprising this section focus atten-

tion on four interrelated questions: Who monitors your agency? Who 

is monitored by your agency? What environmental information, in the 

form of agency reports, is regularly received and evaluated by your 

agency? And how (by what method, if any) does your agency monitor 

specific kinds of environmental information? These four questions 

begin to establish a description of the ways and paths of interaction 

by which your agency monitors the environment. 

Monitoring the environment means that the agency consciously 

surveys the environment to determine possible changes in existing con-

ditions that may affect agency operations, manpower acquisition or 

use, or other related agency concerns (e.g., the definition of agency 

missions and goals). This first section is primarily concerned with 

the agency's routinized processes for exchanging information with the 

environment, and with how formal are the agency's environment-

monitoring practices. 

Question 1 in the survey examines how your agency relates to the 

environment by providing information and being reviewed by external 

sources. Two questions are actually implied in this area: first, 
l 

who outside your organization is monitoring your agency; and, second, 

how much of this monitoring is there? The information you provide 

here allows you to determine who (which agency or group) is likely 

Preceding page blank 
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to have an understanding of exactly what it is your agency does or 

does not do. By establishing this, you may begin to ask yourself 

whether the agencies or groups that, in your estimation, pose the 

greatest problems to your agency are fully informed about your agency. 

Such an assessment may lead you to increase your dissemination of 

agency reports and materials to those in the environment you assess 

as underinformed or ill-informed. 

Question 2 asks for. your determination of how your agency moni

tors the environment. The answers you provide give you some estimate 

of how actively your agency solicits information from environmental 

groups that might affect agency operations. The question also asks 

you for the method (formal to informal) of monitoring the various con

cerns in the environment. Taken together Questions 1 and 2 provide 

you with a picture of information exchange between your agency and 

various organizations, groups, and individuals in the environment. 

This picture can help you to identify whom you regularly send informa

tion to and whom you regularly receive information from. Such rela

tionships when examined jointly may suggest some actors you regularly 

report to but receive little information from. Such gaps in informa

tion exchange may indicate potential sources of informat£on loss 

between your agency and critical actors in the environment. 

Following up on Questions I and 2, Question 3 in this section 

asks you to identify the ~egular receipt of various types of reports 

from agencies, organizations, and groups in your jurisdiction. These 

reports are viewed as important sources of information about environ

mental constraints and contingencies, and may indicate areas where 

• 

• 



• 

• 

367 

your agency might not receive information relevant to environmental 

change. For example, such documents as annual reports of other agen

cies in your jurisdiction may tell you about their intended missions 

and how far they accomplish their purposes. Similarly, proposed 

changes in city, county, or state ordinances or laws may profoundly 

affect how your agency accomplishes its objectives. The regular 

review of such information provides your agency with the opportunity 

to anticipate changes in the environment that you believe might 

affect agency operations, including those affecting manpower issues. 

The final question in this section, Question 4, asks how your 

agency monitors various aspects of the environment. Of particular 

concern here is whether your methods of monitoring rely on informal 

channels--for example, on what is assumed to be general knowledge 

(informal means)--or on formalized monitoring channels, called 

boundary-spanning roles. Although it cannot be said definitively, 

it has been argued that formal roles facilitate the organization's 

attempts to monitor the environment. Informal roles tend to be 

individual-specific, relying on the personalities of the various 

people involved, and information collected through such media ;~ 

likely to be influenced by individual distortion. Furthermore, as 

is evident from the various types of information monitored, some 

items may be more crucial to the agency than are others. For example, 

monitoring of information on changes in technology might be left in

formal and nonroutine, whereas monitoring of economic conditions is 

likely to be more formalized and routine. 



1. Outside of your own agency, vhich of the following individuals, 
groups, or organizations are likely to monitor your agency by 
regularly reviewing agency reports and information, and what is 
the extent of their monitoring efforts? 

lndi vidual, 
Group, or 

Organization 

Jurisdiction's 
chief executive 
(e.g., gove~or, 
county administra
tor, mayor) 

Legislature, 
city council, or 
county board 

Legislative 
subcolllIl1ittee 

Other criminal 
justice agencies 
in the same 
jurisdiction 

Criminal justice 
agencies outside 
of the jurisdic
tion 

Other non-criminal 
justice agencies 
within the juris
diction 

Other non-criminal 
justice agencies 
outside the juris
diction 

Government budget 
officials 

Civil flervice 
agency 

Local political 
figures 

Judicial authorities 

Media 

Regularly Review 
Agency Reports 

and Records 

Periodically 
Review 

Reports 

Very 
Rarely 
Review 

Never 
Review 

368 

Don't 
Know 

• 

• 

• 
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1. (continued) 

Individual. 
Group. or 

Organization 

General public 

Civic groups 

Influential 
cODDDunity 
members 

Labor unions 

Business 
organizations 
(e. g., chambers 
of commerce) 

Lobby 
organization 

Other (specify) 

Regularly Reviey 
Agency Reports 

and Records 

Periodically 
Reviey 

Reports 

Very 
Rarely 
Reviey 

Never 
Reviey 

Don't 
KnOY 



• 

2. Which of the following individuals, groups, or organizations are monitored by your agency, and 
what is the method of monitoring? 

Individual, 
Group, or 

Organization 

Chief executive 

Legislature 

Legislative 
subcommittee 

Other CJ agencies 
in the same 
jurisdiction 

Other CJ agencies 
outside the 
jurisdiction 

Other non-CJ 
agencies in the 
same jurisdiction 

Other non-CJ 
agencies outside 
jurisdiction 

Governmt"J\t budget 
officials 

Civil service 
commissions 

Local political 
figures 

Regularly 
Request and 

Review 
Agency 
Reports 

Informal Com
munication with 
Agency Personnel 

on a Regular 
Basis 

• 

Informal 
Communication 
with Agency 

Personnel on 
an Occasional 

Basis 

Rarely 
Monitor, 

Review only 
when there 

are Special 
Circumstances 

Never 
Monitor 

D9n't 
Know 

lJJ 
-....s 
o 

• 
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2. (continued) 

Individual, 
Group, or 

Organization 

Judicial 
authorities 

Media 

General public 

Civic groups 

Influential com
munity members 

Labor unions 

Business organi
zations 

Lobby Organiza
tions 

Other (specify) 

Regularly 
Request and 

Review 
Agency 
Reports 

• 
Informal Com

muni cation wilh 
Agency Persollnel 

on a Regular 
Basis 

Informal 
Communication 
with Agency 

Personnel on 
an Occasional 

Basis 

Rarely 
Monitor, 

Review only 
when there 

are Special 
Circumstances 

Never 
Monitor 

Don't 
Know 

• 

IJJ 
'-oJ 
I-' 



3. Of the following types of governmental reports in your jurisdiction, 
please indicate which your agency regularly receives. 

Financial and fiscal re
ports of the jurisdiction 

Financial and fiscal re
ports of other agencies 
in the jurisdiction 

Proposed policy changes 

Long-r(lnge plans 

Proposed legislation 

Annual reports 

Annual reports of 
other agencies 

Census data from 
jurisdiction 

Employment/unemployment 
data from jurisdiction 

Legal decisions in juris
diction that affect 
agency management (e.g., 
civil liability, con
tract negotiation) 

Proposed civil service 
changes 

Tax projections 

Business climate reports 

Proposed civic referrendum 

Proposed zoning regulations 

Changes in city, county, or 
state law affecting the 
enforcement of law or 
ordinance 

Changes in jurisdiction's 
charter 

Other (specify) __________ _ 

Regularly 
Receives 

Occasion
ally Receives 

Does Not 
Receive 
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Unknown 

• 

• 
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4. How does your agency monitor changes in the following factors 
that might influence agency operations? 

(1) Not monitored. 

(2) Monitored on the basis of the general knowledge of the members 
of your organization. 

(3) Monitored by informal information sharing between age~cies. 

(4) Monitored by formal information sharing between agencies 
where contact personnel in your agency and other agencies 
are identifiable. 

A. Changes in economic conditt,ons (e. g., economic forecasts). 

B. Changes in the jurisdiction's tax revenue projections or fiscal 
policy, and changes in agency budgets throughout the jurisdiction. 

C. Changes in population demographics (i.e., changes in service 
clientele). 
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D. Monitoring of community attitudes to and beliefs about your agency. 

E. Recent development in technology applicable to your agency (e.g., 
developments in the communications or computer industry). 

F. Changes in political climate or the monitoring of specific 
political leaders. 

G. Changes in the business climate, including employment projections 
for competitors for entry-level personnel. 

H. Changes in legal rulings that may affect agency operations. 

I. Changes in educational or training policies that may affect entry
level personnel. 

J. Changes in civil service requirements affecting the personnel 
process. 

K. Changes in the attitudes and beliefs of your agency's personnel 
(e.g., job satisfaction, morale, commitment to work) . 



NARRATIVE 

SECTION 2: 
SPECIAL ENVIRONMENT 

MONITORING 

In the first section of this questionnaire we examined the gen-

eral relations between your organization and others in the external 

environment. We asked you to identify your regular reporting prac-

tices, how and from whom information was regularly collected and the 

method of monitoring information. In this section these general 

relationships are considered in specific agency interactions. 

Questions 5 and 6 ask for your assessments of how much con-

straint unions and civil service commissions put on various aspects 

of manpower and personnel practices in your agency. The answer sets 

require that you assess not only current conditions (constra.ints) but 

future conditions not yet realized (contingencies). In making the 

former statements, you can no doubt rely on existing union contracts 

or legislation enabling the civil service commission to exercise ju-

risdiction over your agency. But in assessing the changes likely in 

these practices for the future, you need to consider the information 

this conclusion is based on. 

This information base is explored in Questions 7 and 8, which 

ask you to identify the agencies to which you regularly report agency 

operations data (e.g., work load and personnel use), or from which 

you regularly receive information germane to the acquisition or use 

of personnel. These two questions differ from those asked in the 

first section in that they ask for information exchange about manpower 

• 

• 

• 
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acquisition and use whereas the former questions asked for general 

information exchange. Often the agencies regularly monitoring your 

agency might do so for other than manpower purposes, e.g., the fiscal 

monitoring of agency accounts. 

Extending the identification of information exchange between 

your agency and the environment is a consideration of the importance 

of this exchange for personnel acquisition (position allocation) and 

use (position assignment). Questions 9 and 10 ask you to identify the 

importance your agency attaches to organizations, groups, and indivi

duals as they potentially affect decisions about the authorization 

and use of positions. In Question 9, the various identified sources 

are evaluated on the basis of influence in decisions about the number 

of positions allocated to your agency; in Question 10, the issue is 

influence in how these positions are used. What is important to 

remember about these four questions (Questions 7 through 10) is the 

degree of congruence between responses. For example, what you should 

be concerned with is whether those actors you identify as being in

fluential in decisions about position allocation and use (Questions 

9 and 10) are the same actors your agency is regularly exchanging 

information with about the acquisition and use of positions. If you 

identify individuals, groups, or organizations you feel are important 

or crucial in influencing these decisions and you yet also indicate 

that your ogranization rarely exchanges information with these same 

individuals, groups, or organizations, there is a potential source of 

environmental strain. Similarly, yet less obviously, if you find 
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that actors in your environment are deeply involved in exchanging in

formation with your agency yet still seem unable to understand your 

agency's activities, goals, or objectives and the like, then you must 

shift your concern to how the information you receive and exchange 

with others is evaluated, and the quality of the interactions and 

information. 

In considering how the information you receive is analyzed, 

Question 11 asks for an assessment of the frequency of analysis under

taken by your agency in examining environmental factors that might 

affect your agency's ability to acquire and to use personnel. In this 

question, we are again concerned with the regularity and the formali

zation of information analysis. In this regard we recognize that an 

agency might receive a great amount of information from the environ

ment as indicated in Questions 7 and 8, but that the received infor

mation be generally unanalyzed. Your responses to this line of in

quiry will allow you to begin to isolate possible problems in the 

information-exchange process. For example, problems in information 

exchange might arise initially from not receiving crucial information 

from outside sources. Similarly, information received might go 

unanalyzed in your organization, also resulting in information

exchange problems. 

A second concern in Question 11 is with the quality of informa

tion received by your agency from environmental sources. It may well 

be that your agency regularly exchanges information with particular 

environmental actors, and that the information is collected routinely • 
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but is of poor quality. By checking on the quality of the information 

received, you are in the position to assess whether the exchange 

between your agency and external actors in the environment results in 

your agency's receiving high-quality information. Therefore, the con

sideration in Questions 7 through 11 is the exchange of information 

between your agency and external individuals, groups, and organiza

tions that you deem to be influential in decisions about position 

allocation and use. And that the information is assessed as of high 

quality and regularly analyzed by your agency. Such considerations 

illustrate the various points of breakdown in the external exchange 

process. Such breakdown may be at the exchange stage, or in identify

ing significant others with whom exchange is to take place. Such 

breakdown may also result in your agency's receiving poor information 

or in poor or inadequate analysis of the information, once received. 

Questions 12 and 13 in this section depart slightly from the 

previous line of reasoning and ask how much your agency, through its 

various representatives, monitors developments that originate from 

professional associations identified with your criminal justice 

speciality. Such information provides you with an estimate of how much 

your agency can focus on long-range issues that may not be of concern 

in your immediate environment but that nevertheless affect your 

agency's operations in the future. For example, advances in methods 

of policing or alternatives to custodial treatment may be in opera

tion in other agencies throughout the country. The analysis and 

review of these types of programs is typically found in magazines or 
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is done in professional associations your agency or its representa

tive may belong to. By monitoring these trends or changes in prac

tice in other agencies through professional affiliations, your agency 

might be in a better position to develop programs and policies about 

long-range problems you believe might confront your agency. Ques

tions 12 and 13 identify your agency's monitoring of certain of these 

professional information outlets, how involved your agency is in 

these associations, and what person or position in your agency is for

mally charged with such monitoring. These measures are meant to get 

at how much your agency is engaged in exchange with an environment 

extending beyond the immediate environment confronted on a day-to-day 

basis. 

• 

• 
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5. Please indicate the extent to which the following kinds of personnel 
decisions and processes are affected by formal agreements and/or 
contracts with employee associations or unions. 

Initial selection process 

Promotion process 

Assignments/transfers 

Allocations to units 
or shifts 

Disciplinary process 

Changes In working 
conditions 

Employee compensation 

Fringe benefits 

Completely 
Mandated in 
Contract or 
Agreement 

Partially 
Mandated in 
Contract or 
Agreement 

Not at Present 
Affected but 
Likely to be 
an Issue for 
Future Bar

gaining 

Not Affected 
and Not 

Likely to be 
an Issue 
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6. Please indicate the extent to which the following kinds of personnel 

decisions and processes are affected by current Civil Service policies 
in your jurisdiction. 

Initial selection 
process 

Promotion process 

Assignments/transfers 

Allocation to units 
or shifts 

Disciplinary process 

Changes in working 
conditions 

Position allocation 

Salaries, fringe 
benefits 

Completely 
Mandated in 
Civil Service 
Policy 

Partially 
!-!.andated in 
Civil Service 
Policy 

Net Presently 
Affected but 
Likely to be a 
Civil Service 
Policy 

Not Affected 
and Not Likely 
to be a Civil 
Service Policy 

'I 
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7. For the individuals, groups, or agencies listed below, how regularly do 
you report information to them regarding agency operations such as 
work load or the use of personnel? 

Individual, Group, 
or Organization 

Chief executive 

Legislature 

Legislative 
subconunittee 

Other CJ agencies 
in the same 
jurisdiction 

Other CJ agencies 
outside the 
jurisdiction 

Other non-CJ 
agencies in same 
jurisdiction 

Other non-CJ 
agencies outside 
jurisdiction 

Government budget 
officials 

Civil service 
agency 

Local political 
figures 

Judicial authorities 

Media 

General public 

Civic groups 

Influential com-
munity membp.rs 

Labor unions 

Business organizations 

Lobby organizations 

Other (specify) 

Regularly/ 
Weekly 

Regularly/ 
Monthly 

Regularly/ 
Annually 

Occasionally Don't 
When Requested Rever Know 



8. From which of the individuals, groups, or agencies listed below do you 
regularly receive information that might affect how your organization 
acquires or uses personnel? 

Individual, Group, 
or Organization 

Chief executive 

Legislature 

Legislative 
committee 

Other CJ agencies 
in the same 
j uris diction 

Other CJ agencies 
outside the 
jurisdiction 

Other non-CJ 
agencies outside 
jurisdiction 

Government budget 
officials 

Civil service 
agency 

Local political 
figures 

Judicial authorities 

Media 

General public 

Civic groups 

Influential com-
munity members 

Labor unions 

Business organizations 

Lobby organizations 

Other (specify) 

Regularly/ 
Weekly 

Regularly/ 
Monthly 

Regularly/ 
Annually 

Occasionally 
when Requested 
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Never 

• 

Don't 
Know 

• 
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9. Please evaluate the individuals, groups, or organizations listed below 
for their potential influence on the number of positions allocated to 
your agency. 

383 

Individual, Group, 
or Organization 

Of Great Of Little Of No Don't 

Chief executive 

Legislature 

Legislative 
subcommittee 

Other CJ agencies 
in the same 
jurisdiction 

Other CJ agencies 
outside the 
jurisdiction 

Other non-CJ 
agencies in same 
jurisdiction 

Other non-CJ 
agencies outside 
jurisdiction 

Government budget 
officials 

Civil service 
commissions 

Civil service 
agency 

Local political 
figures 

Judicial authorities 

Media 

General public 

Civic groups 

Influential com-
munity members 

Labor \mions 

Business organizations 

Lobby organizations 

Other (specify) 

Critical Importance Important Importance Importance Know 



10. Please evaluate the individuals, groups, or organizations listed 
below for their potential influence on how positions are used within 
your organization (i.e., the determination of where positions are 
assigned throughout your organization). 
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Individual, Group, 
or Organization 

Of Great Of Little Of No 

Chief executive 

Legislature 

Legislative 
subcommittee 

Other CJ agencies 
in the same 
jurisdiction 

Other CJ agencies 
outside the 
jurisdiction 

Other non-CJ 
agencies in same 
jurisdiction 

Other non-CJ 
agencies outside 
jurisdiction 

Government budget 
officials 

Civil service 
agency 

Local politial 
figu=es 

Judicial authorities 

Medi<l 

General public 

Civic groups 

Influential com-
munity members 

Labor unions 

Business organizations 

Lobby organizations 

Other (specify) 

Critical Importance Important Importance Importance 

• 

• 

• 
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11. From the potential sources of information listed below that may 

affect human-resource acquisition or use in your agency, please 
estimate how much your agency regularl:" analyzes information 
from these sources and give your assessment of the quality of 
information received from these ~ources. 

Source of 
Information 

Reports of 
chief executive 

Reports of 
legislature, city 
council, county 
board 

Reports of 
legislative 
subcommittee 

Reports of 
other CJ agencies 
in the same 
jurisdiction 

Reports of 
other CJ agencies 
outside the 
jurisdiction 

Reports of 
other non-CJ 
agencies in same 
jurisdiction 

Reports of 
other non-CJ 
agencies outside 
jurisdiction 

Reports of 
government budget 
officials 

Reports of 
civil service 
agency 

Reports of 
local political 
figures 

Regularly 
Analyzed 
by Agency 
Personnel 
Assigned 
to Such 
Functions 

Information 
Stored and 
Analyzed 
Primarily in 
Conjunction 
with Specific 
Problems by 
Whomever is 
Assigned 

Information 
Received 
but Not 

Analyzed 

Information 
Not 

Received 
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Quality 
High = 5 

to 
Low = 1 



11. (continued) 

Source of 
Information 

Reports of 
judicial 
authorities 

Reports of 
media 

Reports of 
general public 

Reports of 
civic groups 

Reports of 
influential co~ 
munity members 

Reports of 
labor unions 

Reports of 
business organi
zations 

Reports of 
lobby 
organizations 

Other (specify) 

Regularly 
Analyzed 
by Agency 
Personnel 
Assigned 
to Such 
Functions 

Information 
Stored and 
Analyzed 
Primarily in 
Conjunction 
with Specific 
Problema by 
Whomever is 
Assigned 

Information 
Received 
but Not 

Analyzed 

386 

Quality 
Information High = 5 

Not to 
Received Low· 1 

• 

• 
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12. Please indicate the extent of your agency's involvement and contact 
with the following organizations. 

Scale of involvement: 1 = no contact or involvement with the organization 

Organizations: 

~: 

2 = member of organizations not active, rarely 
review organization's materials 

3 = member of organization, not active, occasionally 
review organization's materials 

4 c active member, frequently review organization's 
materials 

5 D active member in organization, participate 
in confp.rences, regularly review organization's 
materials 

From Scale of 
Involvement (1-5) 

International Association of Chiefs of Police 

Regional or State Police Associations 

Metropolitan Police Commissions 

National Sheriff's Association 

Police Executive Research Forum 

Police Officer's Standards and Training Co~ssions 

Other (specify) ______________________________ ___ 

Corrections: 

American Correctional Association 

National Council on Crime and Delinquency 



13. For those organizations or associations you previously identified 
(Question 12) as being a member and reviewing materials, who in you~ 
organization is primarily charged with this review? ---

(1) (2) (4) (5) (6) 
Other No Chief 

Administrator 
Staff of Chief 
Administrator 

(3) 
Planning 

Department Department One Unknown 

Organizations: 

International Association of Chiefs of Police 

Regional or State Police Associations 

Metropolitan Police Commissions 

National Sheriff's Association 

Police Executive Research Forum 

Police Officer's Standards and Training Commissions 

Other (specify) _______________ _ 

Corrections: 

American Correctional Association 

National Council on Crime and Delinquency 

Person 
Involved 
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NARRATIVE 

SECTION 3: 
FORMAL RELATIONSHIPS) 

INCLUDING BOUNDARY
SPANNING ROLES 

This section of the Environmental Questionnaire is focused on 

identifying formal responsibility in decision making for various 

389 

activities undertaken by your agency, and for identifying who in your 

agency is responsibile for interaction with various aspects of the 

environment. Together the two questions in this section begin to 

isolate your organization's authority for manpower-related decision 

making and those within the organization responsible for maintaining 

relations with the environment. 

Question 14 asks you to determine whether or not your agency 

retains sole responsibility for making various types of manpower-

related decisions or whether your agency shares the 1ecision-making 

authority with others in the environment. This question isolates 

agency authority, and so should be of great concern to agency admin-

istrators. Obviously, the identification of external agencies as 

having sole responsiblity for certain manpower decisions will iden-

tify some of those in the environment likely to be significant and 

influential in your agency's policymaking. These responses can be 

cross-referenced with those in the last sections calling for the 

identification of persons, groups, or organizations influential in 

position allocation and use. To the extent that these answers are 

congruent with those previously attained, you have begun to isolate 
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the core of individuals, groups, or agencies importantly constraining 

your agency's decision making. Beyond this, however, the response 

set in Question 14 requires that you indicate shared responsibility, 

and over a range of decisions much broader than those merely about 

position allocation and use. 

For example, the determination of shared responsibility implies 

that your agency has more potential influence in affecting the out

come of these decisions than it might have if decisions are totally 

removed from you!' agency's decision-making authority. Such distinc

tions are important for the development of agency strategies for 

interacting with decision makers who are co-equal in determining 

policy outcomes that affect your agency, over against strategies 

designed for interacting with decision makers whose status or impor

tance is greater or less than that of your agency in such decisions. 

Determining the basis of decision making can help in the making of 

such strategy distinctions. 

Question 15 explores the formal relationships between your agency 

and external others by asking you to identify who in your agency has 

formal responsibility for engaging in a number of boundary-spanning 

activities. By boundary-spanning activities is meant roles or duties 

that require that the individual interact both within and outside of 

your agency. These individuals represent the formal linkages between 

your agency and the wider environment. Further, this information 

supplements that acquired from previous questions about whom you 

interact with. • 
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As can be seen in Question 15, your determination of the level 

of responsibility for these external relationships tells you much 

about your agency's conscious attempt to understand, to predict, and 

to interact with the environment. While it is obvious that the agency 

administrator cannot do all of the tasks outlined in the question, the 

responiles may be viewed as on a scale, with the highest level of 

agency effort expended when the chief executive is directly responsible 

for certain activities; a high level of effort when the immediate 

administrative staff of the administrator is responsible; a moderate 

level of effort when such efforts are formally assigned to a planning 

unit, personnel unit, or other organizational unit; and clearly no 

efforts when the activity is not measured, through no one's being 

responsible. By identifying who is formally charged with such respon

sibility, you are implicitly identifying those activities deemed impor

tant by your agency. Thus the measure reported in Question 15 might 

be interpreted as the degree of importance your agency attaches to 

specific external relationships. Such an interpretation can then be 

compared to the responses from questions in previous sections about 

the identification of influential others. Importantly, these signi

ficant or influential others will of necessity change as the organi

zational decision or activity changes. By examining those felt to be 

influential in relation to the types of activities the organization 

attaches importance to, you will be in a better position to isolate 

important actors in the environment • 



14. In general, is the decision-making authority for the following kinds 
of agency activities retained primarily by the administration of 
your agency, shared between the administration of your agency and 
other governmental officials, or retained primarily by other govern
mental officials? (Where the response is either shared or retained 
by other governmental officials, specify.) 
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Agency Activity 

Primarily 
Retained by 
your Admin
istration 

Shared with 
Other 

Government 

Primarily 
Retained by 

Other 
Government Specify 

Determine agency 
missions and goals 

Determine number of 
authorized positions 

Determine agency 
work load 

Select agency 
personnel 

Promotion of 
agency personnel 

Prepare and execute 
agency budget 

Determine agency 
budget 

Program development (e.g., 
long-range planning) 

Assign and transfer 
personnel 

Tactical planning (e.g., 
operational or short
range planning) 

Recruit agency 
personnel 

Determine departmental 
operational policy 

Negotiate union 
contracts 

Discipline agency 
personnel 

Wage and salary 
levels 

• 

• 

• 
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NARRATIVE 

SECTION 4: 
GENERAL AGENCY 

RELATIONSHIPS' 
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In this section of the questionnaire we are concerned with three 

primary issues. First we want to examine your agency's distribution 

of positions among the various funding sources supporting such posi-

tions. Question 16 asks for such information. To the extent that a 

sizable portion of your agency's positions are supported from funds 

other than those from your jurisdiction, this becomes a significant 

concern for environmental management. 

The second concern in this section is with identifying your 

agency's long-range planning approach (whether it has one or not) and 

your assessment of various environmental actors as aids in obtaining 

information germane to manpower planning. Questions 17 and 18 get at 

this. Question 18 begins to isolate the type of aid agencies might 

provide your agency, such as information or direct af,sistance in man-

power planning. For example, you are asked to assess agencies on the 

basis of their importance as sources of information, advice, and 

direction, and as providers of technical assistance. Obviously such 

considerations form an ordinal scale with providing information at the 

low end, and directly providing assistance at the high. Each of these 

agencies can be so evaluated, and the resulting picture can be a help 

in your agency's manpower planning. Compare this assessment with 

prior assessments of the degree of influence exercised by various 

actors--is there congruence between the two? 
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The final concern in this section is your assessment of inter

actions between your agency and others in the environment, including 

the issue of frequency and intensity of interaction, the quality of 

the interaction, and the direction of the interaction. 

Question 19 is about the frequency and intensity of interaction 

between your agency and externals. Frequency refers to the amount of 

interaction, while intensity refers to the emotional quality of inter

action. Agencies might interact frequently but with low intensity. 

Similarly agencies might interact infrequently, but intensely when 

they do. By examining both dimensions, we begin to develop a working 

measure of the quality of interactions between your agency and others 

in the environment. 

Question 20 calls for your assessment of the quality of inter

action between the agency and the environment. Quality is measured 

on an ordinal scale ranging from highly positive to highly negative. 

Combining these responses with those on the previous question, we 

amplify previous assessments of intensity by separating out those 

that are intensely negatj~e and those that are intensely positive. 

Lastly in this section, Question 21 asks for your assessments of 

the direction of interaction between your agency and others. In this 

question, we ask who initiates most of this interaction. Like the 

previous question examining the basis of authority in decision making, 

Question 21 helps trace out the network of relationships between your 

agency and others by identifying how these interaction channels are 

activated. • 
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Taken together, the three questions (Questions 19 through 21) 

explore the nature of formal relationships between your agency and 

others and help to identify where relationships are believed to be 

strained. Such an assessment, when placed in relation to previous 

considerations of influential others, and the degree of interagency 

decision making, extends your picture of the relationships valued by 

your organization and the identification of those significant to your 

organization's po1icymaking . 



16. What proportion of your agency's total positions are funded by each 
of the following sources, and how many positions do these percentages 
represent? 
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No. of Positions Percentage of Base 

City government 

County government 

State government 

Federal government 
or federal grants 

Other (general) 

,.~ 

• 
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17. Does your agency have a master plan that anticipates actions the 
agency will need to undertake in the next 2 to 5 years (excluding 
and emergency or disaster planning)? 

A formal statement exists 

A formal statement is being prepared 

Such a plan does not e~~st 

18. What is your general perception of the following agencies as a 
possible source of information or assistance in manpower planning? 

KEY: 1 = very helpful 
2 somewhat helpful. 
3 of very little help 
4 of no potential assistance 

Criminal justice state 
planning agency or equivalent 

Standards & training council 

Regional CJ planning unit 

Other criminal justice 
agencies 

Bureau of budget 

Civil service 

Employee union 

Higher educational 
institutions 

Professional associations 

Consultants 

Other government agencies 

Pri7ate or business groups 

As Source of 
Information 

or Data 

As Source of 
Advice and 
Direction 

As Source of 
l'echnical 

Assistance 



19. Agencies often engage in interaction with othel' organizations over 
issues of mutual concern. In this question, please indicate the 
intensity of these relationships (i.e., the degree to which they are 
highly charged encounters) and the frequency of interaction between 
policymakers in your agency and the following individuals, groups, 
or agency administrators. 
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Intensive 
and 

Frequent 

Intensive 
and 

Non-Inten- Non-Inten
sive but sive and 

Chief executive 

Legislature/city council 

Legislative subcommittee 

Agency heads from other 
criminal justice agencies 

Agency heads from other 
non-criminal justice agencies 

Government budget officials 

Civil servicft commission 

Local political figures 

Media representatives 

General public 

Civic groups 

Influential community members 

The judiciary 

Prosecutors 

Labor unions 

Business leaders 

Lobbyists 
Other (specify) ______ _ 

Occasional Frequent Occasional None 

• 
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20. Please evaluate the general nature of interactions between policy
makers in your agency and th~owing individuals, groups, or 
agency administrators. 

Chief executive 

Legislative subcommittee 

Agency heads from other 
criminal justice agencies 

Agency heads from other 
non-criminal justice agencies 

Government budget officials 

Civil service commissions 

Local political figures 

Media representatives 

General public 

Civic groups 

Influential community members 

The judiciary 

Prosecutors 

Labor unions 

Business leaders 

Lobbyists 

Other (specify) 

Cooperative 
and Mutually 
Supportive 

Formally 
Cooperative 
But Not 
Supportive 

Uncoopera
tive and 
Strained 

399 

Antago
nistic 
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21. Consider the interactions between your agency and outside individuals, 
groups, or agency admi~istrators, and indicate who normally initiates 
these interactions. 

Chief executive 

Legislature/city council 

Legislative subcommittee 

Agency heads from other 
criminal justice agencies 

Agency heads from other 
non-criminal justice agencies 

Government budget officials 

Civil service commissions 

Local political figures 

Media representatives 

General public 

Civic group 

Influential community members 

'The jud.iciary 

Prosecutors 

Labor unions 

Buo1ness leaders 

Lobbyists 

Other (specify) 

Predominantly 
Your Agency 

Initiation 
by Both 
or Either 

Predominan tly 
Initiated Out
side Your Agency 

Don't 
Know 

•• 

--. .. 



NARRATIVE 

SECTION 5: 
AGENCY IDENTIFICATION 

OF ENVIRONMENTAL SUPPORT J 

COMPETITION J AND STRAIN 
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In previous sections of this survey we asked for information per-

taining to information-exchange processes, and the identification of 

significant others. We also asked for assessments of the quality, 

intensity, and initiation of exchange between your ageney and others 

in the environment. In this section we concentrate on environmental 

support and competition for resources, in.cluding personnel. Specifi-

cally, we consider your agency's experience with position increases, 

competition for entry-level and experienced personnel, and competi-

tion between your agency and others for resources. 

In Questions 22 through 28, we are specifically concerned with 

your agency's experience with allocated positions. Question 22 asks 

for an assessment of change in position allocation over the last two 

years; Questions 23 to 25 examine your experiences with increases in 

positions, and Questions 26 to 28 examine your experience with respect 

to the loss of positions allocated to your agency. In both the con-

sideration of position increases and loss, we are concerned with your 

identifying the factors in the environment that you believe to be 

associated with either occurrence (increase or loss). By identifying 

these factors you may begin to examine those external forces you 

believe to be influencing positions within your organization. A cau-

tion, however, must be offered. For position loss, it is tempting to 

blame factors external to the organization like "politics," while at 
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the same time maintaining that factors internal to the organization 

are responsible for position gain, say good planning. Such response 

defeats the purpose of the question--name1y, to isolate those factors 

you believe to be influencing position allocation in your agency. 

Following each question asking for these factors to be identified are 

questions asking how much your agency has had influence in the change 

in positions, and how long in advance you were able to anticipate such 

changes. Taken together, the two series of questions tell us much 

about your agency's ability to cope with and to influence the environ-

ment and how far into the future your agency is able to predict changes 

that will affect agency positions. If, for example, you argue that 

agency planning allowed you to acquire more personnel, yet the time 

horizon was less than a month, or even 1 to 6 months, then the p1an-

ning you attribute such success to may not have been as important as 

you may first believe. Similarly, if you indicate that losses in 

positions are attributable to politics, yet that you had sollie 1nf1uence 

in the process and a large amount of anticipatory time--say, 7 to 12 

months--then your agency must be, at minimum, monitoring the politi

cal environment pretty well. By examining the interaction of the 

factors you identify and the degree of your agency's influence in the 

final outcome and the amount of lead time associated with the particu-

1ar change, you may approximate the importance of the factors you 

identify and your agency's ability to monitor environmental factors. 

Questions 29 through 31 focus attention on competitive relations 

between your agency and other employers in your area as they compete 
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for entry-level and experienced personnel. Question 29 focuses on 

overall competition for personnel between your agency and some other 

agencies likely to be found in your jurisdiction. Question 30 extends 

this line of analysis by focusing on the competitiveness of salaries 

between your agency and the others. In this regard two questions are 

implicit in Question 30. First is the degree of competitiveness you 

identify, and second is the extent to which your agency is in a posi

tion to assess this competitiveness. Question 31, using the salary 

competitiveness issue, gets at the level of competition for experienced 

employees as reflected in salary differences for similarly qualified 

personnel. Obviously, the three questions taken together assess your 

agency's knowledge of the employment market and the likely sources of 

competition for your agency's employees. 

The final three questions in this section are concerned with the 

outcomes of competition for resources between your agency and others 

in your jurisdiction. In this r.egard Question 32 asks for your. assess

ment of the ability of other agencies to attract resources in compari

son to your agency, while Question 33 asks for your assessment of how 

your agency would fare in comparison to others in competition for 

increased resources available in your jurisdiction. Such comparisons 

trace out the degree of perceived competition between agencies in your 

jurisdiction as well as identify thti~e agencies who benefit more than 

others. But such asses~ment tells us little about why certain agen

cies do better than others. Question 34 focuses on this issue by 

asking for your assessment of why agencies who receive more resources 

than your agency are able to. Again, taking together the final three 



404 .~ 

questions (32 to 34) you have begun to identify competitive relations 

between your agency and others and the likely outcomes of such compe

tition. You have also identified why such differences are found to 

exist: such information may provide you with suggestions for possible 

strategies designed to improve your agency's competitiveness vis-a-vis 

others in your immediate jurisdiction. 

• 
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22. During the past two years, the number of positions allocated to your 
agency has: (check one) 

Less 
than 5% 5-10% .1Q.::ill. ~ 20-25! 25%+ 

Increased 

Decreased 

Remained stable 

405 



The following two questions are about specific instances in which your 
agency has experienced a major increase or decrease in the number of 
personnel allocated. 

23. When was the last time your agency experienced a substantial 
increase in the number of allocated positions? 

406 

Year Number of new positions ________ _ 

A. What was the importance of the following factors for this 
increase (using a scale of 0 to 5, where 0 = No Importance. and 
5 = Strong Importance)? 

___ Agency scandal 

___ Improved economic conditions 

___ Public's image of the agency 

Union activities 

< ___ Agency effectiveness 

___ Crime level (UCR) 

Public's fear of crime 

Critical incident(s) (e.g., riots, a heinous crime in 
--- your cotmllunity, job-related death of employee). 

Specify: _____________________ ___ 

Political factors 

____ Agency analysis and presentation of needs (rational planning) 

Law suits 

Decreased funding of another agency 

Increased departmental responsibilities (advocated by agency) 

Increased departmental responsibilities (imposed on agency) 

Increased geographical jurisdiction 

Increased agency work load 

Other (specify) 

Other (specify) 

24. How much influence do you feel your agency had in bringing 
about this increase? 

A great deal 
of influence 

A moderate amount 
of influence 

Little 
influence 

No 
influence 

• 
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25. How far in advance were you able to anticipate this increase? 

Not at All 
Less than 
1 Month 

1 to 6 
Months 

7 to 12 
Months 

Over a 
~ 

407 

26. l~en was the last time your agency experienced a substantial decrease 
in the number of allocated positions? 

Year Number of Positions ____________ _ 

A. ~at was the importance of the following factors for this 
decrease (using a scale of 0 to 5, where 0 = ~o Importance, and 
5 = Strong Importance)? 

_____ Agency scandal 

_____ Improved economic conditions 

______ Public's image of the agency 

Union activities 

______ Agency effectiveness 

___ Crime level (UCR) 

Public's fear of crime 

______ Critical incident(s) (e.g., riots, a heinous crime in 
your community, job-related death of employee). Specify: ________________________________________ __ 

Political factors 

_____ Agency analysis and presentation of needs (ratior.al planning) 

Law suits 

Decreased funding of another agency 

Increased departmental responsibilities (advocated by agen~y) 

Incr., lsed departmental t"esponnibilities (impQsed on agency) 

Increased geographical jurisdiction 

Increased agency work load 

Other (specify) 

Other (specify) 



27. no~ much influence do you feel your agency had in minimizing the 
size of this d2crease? 

A Great Deal 
of Influence 

A Moderate Amount 
of Influence 

Little 
Influence 

28. Hew far in advance were you ab1a to anticipate this decrease? 

Not at 
...m:.--

Less Than 
1 Month 

1 to 6 
~ 

7 to 12 
~hL 

Over a 
~ 

29. Rate the ability of the following (on a scale of 0 to 5 where 0 = 
Little Ability, and 5 = Great Ability) to attract personnel from 
your agency. 

_____ Non-crimina1-justice governmental agencies 

_____ Other criminal justice agencies 

_____ Industrial organizations (e.g., factories) 

_____ Private security companies 

_____ Non-industrial operations (e.g., farming) 

Other (specify) 

408 
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30. How do the salaries of entry-level personnel in your agency compare 
to the salaries of other occupational groups in your jurisdiction 
that may compete for the same personnel? 

Personnel of similar skills 
in industry (i.e., factory 
workers) 

Personnel of similar skills 
in other criminal justice 
agencies 

Personnel in other non
criminal justice agencies 

Personnel of similar skills 
in retail business (e.g., 
sales personnel or clerks) 

Personnel of similar. skills 
in private security 

Personnel of similar skills 
in non-industrial or retail 
business (e.g., farming) 

Other ______________________ __ 

Your Personnel 
Salary Higher 

Salaries are 
About thE' Same 

Your Personnel Don't 
Salary Lower Know 



31. How do the salaries of experienced personnel, say those with from 8 
to 10 years employment in your agency, compare with the salaries of 
other occupational groups in your jurisdiction that may attract your 
experienced personnel? 
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Your Personnel 
Salary Higher 

Salaries are 
About the Same 

Your Personnel Don't 
Salary Lower ~ 

Personnel of similar skills 
in industry (e.g., 
factory workers) 

Personnel of similar skills 
in other criminal justice 
agencies 

Personnel in other non
criminal justice agencies 

Personnel of similar skills 
in retail business (e.g., 
sales persons or clerks) 

Personnel of similar skills 
in private security 

Personnel. of similar skills 
in non-industrial retail 
business (e.g., farming) 

Other ____________________ _ 

32. Compared to your agency, how would you rate the following agencies 
in your jurisdiction on their ability to obtain funding? 

Other criminal justice 
agencies 

Fire departments 

Transportation agencies 

Roads/streets departments 

Housing departments 

Much Better 
than Your 

Agency 

Health agencies 

Recreation/parks departments 

Sanitation departments 

Welfare agencies 

Other (specify) 

Other (specify) _______ _ 

About 
the 

Better Same Worse 

Much Worse 
than Your 

Agency 
Not 

Applicable 

• 

• 
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33. If your jurisdiction (i.e., city, county, or state) revenues were to 
increase by 15 percent during the coming year, how would the following 
agencies be most likely to fare with respect to potential for increased 
funding? 

Your agency 

Other criminal justice agencies 

Fire departments 

Transportation agencies 

Road/street departments 

Housing departments 

Health agencies 

Sanitation departments 

Recreation/parks department 

Welfare agencies 

Educational agencies 

Other (specify) 

Not Funded 
from Same 

Substantial Some No Sources as 
Increase Increase Increase Your Agency 



34. If other agencies within your political jurisdiction were likely to 
receive a greater proportion of revenue increases than your agency, 
which factors below are significant in accounting for this difference? 

Of Little Of No 

412 

Don't 
Crucial Important Importance Importance Know 

The agency has a more active 
clientele group 

The agency is better able to 
define, measure, and present 
information on agency work 
load 

The agency has greater influ
ence with political leaders 

The agency has better rela
tions with the chief 
executive 

The agency has better rela
tions with the legislature 

The agency has better rela
tions with other criminal 
justice policymakers 

The agency has a greater 
ability to plan for increase 
and to make manpower pro
jecti·ons 

The agency has clearer 
missions and goals 

People agree on the agency's 
missions and goals 

The agency appears to be 
very efficiently managed 

The service provided is viewed 
as more critical than the 
one your agency provides 

The agency administrator has 
a reputation that enhances 
the agency's ability to 
attract resources 

• 

.. 




