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EXECUTIVE SUMMARY

Fo noe ten 10 yeas kat daes hae been daetdy  aedy  howte
Feobd Goenmmet raus ad ssbds mewenbess Armagte mogt videe
days ae amgxr ceataAn o atoly  ad eqposily fon te US COF
e o Paord Maapret @ te Goarmets od pasord apw) b ik
vild Febd cgatmals  adapuos  Thee dages h s aoonpay dags
n te Ay poes h aste veyn wih Felbd ps ae adetd adte
matods by whth b gptas  ae asessed adssbaed Thepae o hee dagss
s qdeed o te B Bw yeas aspat o te gged nmoeretb Ehvat ad
Searie  Goemnmat

Whe mayd te gaud nes goeniy safiy hae daged diig s g ae
ey pogn o Bv hes benh éed adudagd &r o Dyeas ke a
wiepead peogan e | hes anureded  ad neggle npad an e Feded
hgy poes TE 6 te e o hee” whh equess nmamaps b sed ta v
hes fom amygte tp hee asdek a@audbs weaed b tem TE e
mat h un 6 hed b te ppAn o vwbas peBere Wwih gat apes
e h hip boaan nmly \veas adsnefny manasd vwaas h
ts mpot the US Mei Seers Roedn  Boad (MSPBa Boad) qesos te
afted wedte e dhe noas Coemat h Bns d boh B Uy n
te ogd hig poes adbs atd vde b wbhas Webo db dordies
ta vwat kel negte g o dady adsdy WYy qded ddr
& amdy b et pgks we nmedg te geb addpdes O te
by podrs o \aBas peBare

Background iy © ssah hing  bessd onmet  Knownas te
i ) ) e o tee’ ta bBwv reques manegers © se

Implemertaton oftheclv_i Semc_e_RefumAa lect new employees fom amongthe top three

of 1978 (CSRA) began apeiod  of sgniicat ackbe  caddies red ad ered D them

denges n Fedodl hig  pedces L colfes ) ooy oce Ths ot a0 examines

oy, Nonetekess  Fededd Hig  memas b ¢ ey g te e o e wh add s

pd D pocedud requements ta hae exdded vicel : f hichgrants

n bw for moe then 50 years. pekece i Fekd hig b .

Ths repot examines te efeds o ore such lbaw and famly members of disabled or deceased et

G USC. 3318 onte Feded Goverments &bl aas
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Executive Summary

This repot s based on information obaned from

() asampge o 1089 ‘teticates—oms con+

tnng te namesof canddates refered O man
agersforemploymentconsideration—prepared

ether by OPMofices o by agency ofices  wih

Oddegaied  eamining  authoiy, ad @@ rbaed i
fomaton  te examining ofices manteined on
ther  oatfiicaies. Or sampe coveed g un+
der thee tree procedures.

1Regsler hig apoes ta ues sadg it
veoes (@ ‘fegees) o caddes B

h ader o her rumeicd raings  ad esa
Bed i s asveaoes ae  Numeid
rings ae assged 0 canddaes onte bess
o her sooes onwien o paomane  ESs
o anasessmet o ther tang  and exer

e Vegais poos ontexe mgses  ae
enhanced by points added to ther  numerical

s

2 Case examinng, whch nvolves  requiing, ex
amining applicant  submissions,  and producing
a agiicce dejbs fr e idvdd
vecaoss riher ten wBg aregser o cank
Gotes tat hes aready  been esiabished Ths
pocedre,  which aso s caddaies i oder
o ter numeicd raings and which folows
the samevelrans pelrence mes tha gy
in regser hiingg 5 the most commoncompet-
v hing poosdue n use today.

3 Hing under aUS. Depatment of Agriculture
edges  bu wih tee dgicat difer
ans
@ Iseed o Mg rumeicd sooes  quek

fed canddates ae assgred D oe of wo
boed kg  caegoies.

(O Bxogpt when velerans  preference applies,
managers mayseledt  any candidate  re-
fered mher ten beg Imed © te
tree  candddies

Q Verans ae assgned © the sameraing
caegoies as nonveerans,  and oy on the
bess o ter ownmet, wihout te add
fn o eta pos Whn ter assgned
ene e, tey mu besdeoed beloe
noneerans. (Howvever, oefain disabled
veeras N the ower g caegoy  ae
peced ahead of canddaies n te higher
g caegay eocgt whenfing  poks
sod o Soenic ps a o aoe GS
gak 9)

Findings
n Ahagh onedod wedom suggess  tat man

aps daoe h hig ae amt dwas hid by
te tk dhee vedl it fd t5 b bete @e
Oen te e o tree 5 Mt een afadr n
managers hing  choces.  In more than one-
thd o te cae eang  catiicaies were
vewed, and for more than onesxh  of the
e ceficaes te e dd o edre
any candidates because fewer than three quak
fed canddbies were identied by te proce-
due. In these idances oy one or Wwo
cavdes wee Bed  onte odficae

Aaneiod b ta nmaagpes den ama
he pebed @utbes bease abses E ae
anoewbas aded d te pegred @b b
oestl

Aot oedh d d oaficaes fom regsEs
or case examnng and about onetenth  from
the demonstaion  proedt  ivoved  candidates
that managers had requested by name. In our
sample, managers were more lkey to be un
abe t appont ther nametequesed  candk

dates because of uncontrolable ewets such as
job freezes than because veirans ‘bloded’

those  candickies.
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Executive Summary

viii

» Angh afs  died fon sady e

Bs weenoekdy b o auths wh @
eas pebere aid hig o weas wesnoe
g/ whentey vee earled  hoogh e eanr
g addemodan pgd pooedies
O the  cartiicates vwerened for his Sy,
oer hef o toe fom regeers  oolaed &
kast one pason wih velerans preference,
wie 1 oe aetid o te oaicaes
fom case examnng and just over onefourth
franlhedennslraﬂm poed induded veler
ans. Case examinng and demonstration  project
pocedues  akso yeded  proportionately fener
ceviicates headed by veerans  ten dd regs
tr hing pocedues. However, the acd  ap-
potret s for veelas Bed 1@ n
caiicaes wee g fr ciicaes pe-
pared through case examining and demonstra-
fon poed  pocedaes  ten o caficaes
pepaed  flom regeEs

Tene o hee dbss mt gupear b beresed as a
mahad b saeen fom among an ovewheinig
umber o cadbees
Caseexaminingisnowtheapproachused

most fequenly 0 pepae  odfiicaes. T g
poach, fooussng  on spedic  indvidud vecat
aes,  typoaly does a yed eoese
numbers of canddaies. I or sampe of oarit
caes prepared trough case examinng,  almost
D pecent  of the vacandes ed © no more than
10 qualied canoicaies.

has wh ay aea o adbiess  te e o
bee anse sata’ e 5 I ans ae
by dH b et tH noeadis fkee
ered b emue adoe fom amoga mimun o
bee Wt ts g 6 g wd
Mostmanagerswhowerepresentedwith
fener tan three canddates dd not request

more candidates  when the  cartiicates were
prepared Via the case examining or demonsta
fon poed pocedue. Ben whente oati
Cales were prepared  fom sendng  regseers,
many of the managers did not request add-
tonal  names when fewer than three  individu-
& wee reared

Whenanumber of cadteess  hae beikd 1
s te afgmat o aobes b adkze ad
ebbs den b baed mammet  gpoadh—
te uwe o aobm numbas b besk ks

Therde o tree reques  qudlied canddates
O beed n rak oder and manages b se
ka fom amogte tp tree avalbe  candk
dates. But ofen a number of canddaies have
identical raings, and some method must be
used 0 decde which candidates wil be placed
onte rerd regser ad n whet oder Pue
ihg weas i3 e cae o smed thee
B fFtee aed & d& whas pexr
ence has been appied, accommodatng a
manegers request for  a paricuer candidate
can futher  deade fe  Sudions. Honever, 1o
oen texe tes ae bden trough uxe o a
random numbers teble,  essenialy uming the
eed poes D abay O te cicaies
weeamned, tree o emy e caticaes
pepaed fom regsers and one of evary four
prepared using the case examining approach
used the random numbers procedure as a tie-
bede:

Conclusions
m The hiing procedures  used in the demonstra-

fon poed & beer wh veeas peeee
requemens and ae aguabdy faler O veler
ans, nonvelerans, and managers than ae the
traciionel regser ad e ea@mnng @
proaches.  The traditiondl gppoaches  requie
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that ponts be added 0 poblemaic  numerical
soes ad et veleas  peerence  nieradt
wih te rde o tree These requemens put
pessire  on examnng  tednigues tat ae a
rady dessed © mestd o the eqeddios
paced on them. The demonstaion  proect &k
erave reduoss tet pessue by itk messr-
ig d cavdies  quelicaions and then
oconsdeing wveerans  preference wihout  the
oty oo o te e o tree
Ahough te hig st fom egees D e
examning in Federal agences coud reduce
veleras  oppotuniies D be cosdered  for
jobs, baoth case examinhg and demonstration
poed  oariicates kd © hgher goponiment
s or veeas Bed 8 ontem h te
ed beng hed & the most mpotant  aie
n

Gven the Imiaions o ament eamnng po
esxs, te e o tree Emas vadde oy
as a‘for” O ensue that managers hae
dooes (@Whch wesis oignd  pupose) Asa
aub on te number of candidetes refered D
managers, it does not represent  good hiing
pooy.  Futer, dgwen te abios n aiy
o pedd fuue job pefomance edhbied by
the dfierert Feded eaming pooesses, a
Ioe  byshied eerd ad sdedon  pooe
dure does not seem reasonabe.

Ouw finding  of managers evident  wilingness
0 he fom oaficaes oy oy oea
two candidates,  when combined with the in-
cessed e onassesdg  canddates
(aher  ten awien  edaminaion) faises
Quesions about fure  wokioce  qualy. Less
pedse examnng tedriques deay  shoud be
ofset by lager numbes of canddates, but we
foud atend n te opposie  dredion Faced
wih the pressures of immediate wok de-
mands, managers oo ofen appeared wiling o
choose from amonga very limited — candidate

pool—anexpedientapproachthatmaynot
yed the best empoee for the long haul

Manegers  wilingness O sded fom agsmd
number of canddates aso heghtens our con+
cem about the generaly  poor way Federa
agences have prepared managers to make hi-
g ssedos  tat Wl esue ahghqully
workforce,.  Managers untl receny have been
remoe fom muchof the hiing process,  rely-
ing on examinng ofices and ther own person+
nd ofices 1 makemanykey hing  decsions.
Thisapproach—whichmayhavebeenpractical
whenocerd  regelers  Bed  hundeds o even
thousands  of qualiied appicats—s =~ not
suted to today, when a vacancy announcement

may produce  relatively few candidates.
Somemanagers in the demonstration  project
wd te fediy o te pogeds  poodues
D redit consoiraion o somepodios D
snge ‘n house” canddates tey waned
aready been woking in the agency for as long
as o years under excepted appontments  as
postdociora canddaes. Wolkooe quelly it
terests  woud bejust aswd seved and com
petive hing beter seved  managers coud
smpy convet such candidates  the way that
particpants in te new Sudent Educatonal
EmploymentProgrammaybeconvertedto
permanent posiions  once they have met therr
Thefndngs n ts repot add © a gowing
body of evidence (discemble fom souces as
dese asthe US Gened Acocountng  Ofice,
the Perghania S Unnvedy (N repots
prepared for OPM), the former National — Adwv-
soy Cound onte Pubic Senice, and MSPB)
pontng O two key condusons.

1 The e o tree doess nat repeset the best
waey o foser meitbesed  hing ad

A ReporT BY THEU.S. M ERIT S YSTEMSP ROTECTIONB 0ARD IX
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2 Interacion betveen te ne o tree ad
the carent agppwach O velerans preference
o oen poduwes ress tet ae na in
the best nieress o manegers o job candk
detes, indudng canddees  wih veerans
pekee

m h e asessmes o te Fedkd o s

vice, MSPBM  need D pay partcuar atien

fton t adons taken by Federd depatments
and agences, induwdng the Ofice o Persomrd

Management, to addess te issues dscussed

nts gt

Optionsforimprovingthe System

ff legikion 5 poposed D émiee e auent
e o tee foud a 5USC 318 n avor o
more flexde requrement  for meibesed  hiing,
te gd o tet g sod be beter

seve managers and al job candidates  induding
veteransby—

m Encouraging selecion  fom amongas lage a
number of wel  queliied canddaies as b rea
soete  ad feashe

n Pemiing  agpproaches tat do ot requre  ad
mirnstaively otved  ebedes b foce
distinctions amongequaly raied  candidates;
and

» Retaining3astheminimumnumberbelow
whch manegers have alegd nght O request
elerd o addiondl caddaes  fhch ar
ey & poided for n 5USC 33L7)
Twoapproacheswhichwethinkwouldservethat
epesed god ae
(9 Repace the e of tree wih a requrement
tet shdg  dieb dd s fon
among an adequate number of wel qual
fed canddaes whoae refered 1 tem
the  appropriate

OPMor delegated  examin-
ing ofice.  The tam ‘an adequate number

of canddaies’ shoud be defred opera
tordy  wih rlerence © howwd each ex
amning instument  can disciminate

among candidates. Whenless  disciminat-
ing insluments  are used, lager  numbers of
canddates  shoud be refered;,  and

(b Auhoize  agendes 1 use acaiegay  rating
ssem smir o tet pemiied by the
USDAdemonstration  project  This system
soud repece the auret numeical soo-
hg sysem. (Such apodson 5 induded
poposed  daft  legeAion iled te ‘Fed
eralHumanResourceManagementRein-
veion  Ad o 19957)

Wealso recommend the folowing  actions:

1 OPMshould provide more help to agences
deveopng the sds  ter managers and s
pevsos Wl need n oder D phy anex
peced e n te hing pocess  spedical,
OPMshoulddevelopandmakeavailableto
agendes good tools  and techniques for manag
es ad spevsos 0 e h assesag  job car
mpoving  manegers: and supenvisors - by
o use OPMswiten  examinaions as pat of
ther canddae assessment process. Such ime
povements wil requre OPMo simpify  the
stheduing,  adminstration, ad soing o te
examinaions  so managers wil  use them.
2A the sametime, Federa depatments and
agences should emphasize to managers and
penvsos  te vae o g edng ESS
g, te Adminstaive Caeers Wih Ameica
tests) in newways. Depatments and agencies
shoud also cooperate  wih OPMn  developing
for managers and supenisos  the tools neces
say for epandng ter e n hing adte
b sy D e te o dedy

by 3Federal depatments and agences shoud em-
phasze to manages te impotance of seeking
suficent numbers (more than one or two) of

n

in
a
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welqueliied caddaes for vecades ad Sgeniic o reseath  aganzaions., Ts ar
shoud reguest good assessment toks  from thoiy shoud besmir © the fomer Co
ther personnel  ofices and OPMo help man- operative  Educaon Progam conversion  au-
agers and supenvisars . sdedt from among rela thoiy  (how authoized by the Student Career
vy lBrge numbes of canddakes. ExperienceProgram,acomponentofthenew
4 OPMould " a hing hoi b e StudentEducationalEmploymentProgram).

mt converson  of  postcodoral caddaes  n

A ReporT BY THEU.S. M ERIT S YSTEMSP ROTECTIONB 0ARD Xl




| NTRODUCTION AND BACKGROUND

Infroduction

Mareges sdfing  dedsos ulimeigly dea  te
aily o ter aganzaios 0 acoompsh e
immediate and longrange  missons. In the Fed-
ed Goemen, te quely o daf sdedos

can madeadieene n esseid  swviess D te
piic, suh aste indy poeessigy o socd =
cuiy daims; adequeiely inspeding  mest and
pouty beoe t mades te makepboe o en
urg ta  aoat ae awoty ad sy on
id wk hte a

Typcaly, Federd agendes havent  dore avety
good b of prepaing  manegers for ts  cricaly

mpotat sk Uil meoely, te hing  pooess
insulated  managers fom many of is  seps.  Man
aps aded o, adreoved amk adr B O
€igode  cadidaes pepaed by areud examnt
ing dficc  The number of rfered canddates genr
ey wessmal, and managers were imied
consdeing nonmoe then the top tree Lie o
no specal  effot  was madeto prepare  managers
for the task of choosng from amongte profiered
candidaies. Fewor no assessment toos o tedr
some diices powded Song  asssance petheps
not Most managers were very much on their

onn, operaing under the realization thet the

oo tey led e b the sooner e edig

wok woud get dore In spie o tis prooess,

manygoodselectionsweremade. There'snoway

A ReporT BY THEU.S. M ERIT S YSTEMSP ROTECTIONB 0ARD

ofknowing, however,whether—orhowoftern—
beter sdedos ocoud hae resuied

In et yeas, Feded maneges 10es n te e
auiing and hiing  process have eqanded as a
resut of numerous hing poicy and procedura
changes (Whch ae desobed N the ned sedion
of tis repor). Honever, two key laws goveming
Federal hiing have remained largely  unchanged
for moe tan 50 years. These ae

m The ‘tue of three” which requies  managers
o sdect from amongte top three canddates
theGovemment,and

n Veerans peference, which gves  an advantage
in Feded hing O indviduals who mest

sgeded diea ebed D may sve per
fomed by themsehes, ter spouses o de

ceesed goouses, o ther dhiden

The main focus of this repot s howtese two
lrgely  unchanged laws ineract  wih the marny
procedural  changes that have been introduced

ino te hing pooess. Asecond foous 5 how
BSes ae bdhr

m Aconcem for how Federal managers are or
aent beng pepaed for ther eanded e
in sdecting  new employees; and




IntroductionandBackground

m The wWin impeatves  of shinking  resources
andimmediatedemandsforimprovedservice,
which  increasingly ae kdy t oveshadow
bgem dafing  consdeaions when sekec-
fon decdsons ae made

Background

Enadment of e CM  Senice Refom Ad of 1978
st te sege or st deges n Feded
personnelmanagement,includinghowemploy-
ess ae hed iy hing dags wee nio
duced cauiousy — trough dosely drawn
Oelegation  agreements negotiated  between the
Office of Personnel Management and individual
agences o agency componens.  Considerable ef
fot weseqended © esue that agendes exacs
ing deegated examning authoiy aded D
poed te met bess o hing andtus the
ment system. As experience  was gained, OPM
delegated more and broader examining  authority
D apes

ated by the Natonal Perfomance Review and
budget redudions  endorsed by the administa-
ton ad Congess ae hasenng futher  changes
to Federal pesonnel  management, induding  the
hig pooess.  Pimaiy, agit hesooued n
whereexaminingisconductedandwhoconducts

it accompanied by profound changes in how can
ddates are examined and hired. Decreasing use
hes been madeof ahiing  process—Tegster hir-
ing—through ~ which candidates apply once to a
cetd Feded eaming dice adae B
fored for job consderation when agendes e
quest namesd canddaies. Insead,  inoeesig
usehasbeenmadeofaprocess— caseexamin-
ing—where  indvidual agendes gererdly  adver
te ter jds oea aime ad ndviduas any
for gedic  vecades  Conoureny, e o wi
en s hesdeded N v o asessg cad

detes trough  evaluation
work  experience.
OPM's operational roe in many personnel  man-
agement aeas s al but gone. OPMAso has sg-
niicantly reduced the amourt of wwiten
gudance it makes avaibble 1 agencdes.  Nat only
hae the mes danged, but thee ae fewer o
them.

Agendes have receved, O ae receMg, auhor-
ty for newor broader personnel management
res ewen as they ae epeded © redue the

nurber of peoge h her pesomd  dice  dafs
Managers and supenisors are being  delegated

newor eqanded auhoity — for reauiing and hi-
ing at the very tme whenagency ‘how to° and
‘Why’ experise to suppot and guide them is
rody  dedning

These changes have been iniiated or proposed
for te bet of reasons O gve managers more
ocond o the pesome  decsons  tet oot
ue b atading admreenig ahgly qulied

underscoring the many changes that so far  have
occued  ae b makehiing  esser, quder,  ad
more understandable. Honever, the key consider-
aion dmvng manyof the changes appears © be
mere expediency.

Aspat of 5 shloy  resoonstly 0 poet

the Federd met sysems, te Mei Sysems Pro-
don Boad 5 respodbe for coduding pet
odc examiaions  of operations, and changes, n
te Feded o sve sdem h et oot

we hiisied s dudy o te efleds o dages n
ad sve hig pedees © heh pigmaes
Olemine  te desed ress  of recent danges
are beng acheved and to uncover any unine

tended  consequences.

Onefocus of our study was howthe changes in
hig padees hae aleded o been afeded by
two longstanding oM senvice  lws govemning
hihg padces—the me o tree and velerans

o ter t@g  ad
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IntroductionandBackground

preference—paricuiary
anoher. Despe the manychanges n hing prac
ices snce CSRAMpementation began, these
udhanged sice 1944, They have been, n efieg,
twn dads o Sadiy n asea o dae The
tme s rfpe t© examine whether the procedures
requred O mpement tese dSauioy requie

ments remain  appropriate . in the  envionment

thet s ey n the Fedead Govemmet

hts ot we

m Deoss te possbe  oconsequencess o the o
et ted n Feded hing pdoes ad pec
s arines

Desate te amet ouediod eeds o the
e o tree adveeas peeece sEa
ey adastey nMead wih oe adher,

Bqlore  atemative approaches 0 achieving
the puposes o the wo laws;

» Recommendfromamongthepossiblealtema-

s te o9 webdee ae mot kedy ©
swve te dzies o e Unied Saes in te
coming years; and
Recommendedneededstepstohelpmanagers

gh ¢ n iy adskdy we
quelified employees, in keepng wih manag
as gedy eqady resposbiies or these
two fundions.

AnOvernviewofCurrent

Examinng and Hinng  Practices
Trekgsoe o te Feded o sve B B
meit bess.  Indviduals ae hred and advanced
on the bass of what, not who, they know. And
what they know is measured before they are
hred Thus, in teay, Feded manegers ae abe
o choose fom amongthe best awaidbe  candk
s fr ter ps

A ReporT BY THEU.S. M ERIT S YSTEMSP ROTECTIONB 0ARD

astey nead  wih oe  Examining

M  senvice bw reques  Federd eamnng  oF
foes © gwe b gpicats rumeicd soes ad
to refer canddates for employment based on
ter sooes  Hgher sooes repeset geser met
andthusimprovecandidates employmentop-

portuniies. Honever, an exspion 1 te dred
relaionship between examinaion scoe and i+
fered met 5 cesled byaoher ad s
v, the veeas peerene bwe Veeas  prefe-
ence requies  augmening the passng sooes o
ceen  indvoueks becase o miay  seve
peformed by them or members of ther  famiies.
The medhencs and efeds  of s exoepion  are
deased  Be

it shoud aso benoed tat whentee ae fener
then four qudlied canddaies, so0 bng as ether
a o nore d tem hae veieans  pelerence, e
eanming poess 5 ky O betucaed (n
contrast, amxue of veEras  and nonvelErans
regues r@ihg adrakig een f tee ae oy
o canddates) Baminng dfices usialy Wl
smpy deemine tat the canddaes  ae bes
cay quied adten e them as ‘Hghe
raher tan gvng them numerca scores and
ranking them, since the outome of raing and
ranking would be imelevant; managers may select
ay o te caddees regadess o ter  rEdie
WS

The toos  used o measure applicants’ knowledge,
ks ad adies ae qicd o mekdg good
employment  selecions. Sometimes  these toos  are
wien o peomance (b ess  whch gener
ay ae qie good a predding perfomance  for
spedic  jobs and which sometimes atempt o df
ferentate among candidates downto s of a
pot Bampes o witen s wih good pre-
dive dly indoe toe wed D Bt gyt
caits for Sodd Seauty Chims Repesenaive
ps fr Reene Oicer s a te erd  Rew
ene Senice,  and for Gimd Investigator jos
in several components of the Department of the
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Treasuy. However, no wien  or performance
test measures eventhing  important  about any
po. Wose, tere ae nosuch s for manyjos.

Adther way b assess candidates s by evauat-
g ter tanng adeeience  Ahough s
pecse N sy candckies then witen o per
fomance s, s fom of assessmet can use
o pefomance  &ss,  however, tis  process

doesnt measure eventhing  impotant about a
po. Thetend N eaminng for Feded jobs hes
Bd O noeesad ue O 5 S peode  assesSTet
gopoach a the eqense of witen o perfor-

mance Eests—and  possbly  at the expense of -
e wokioce  qually. Assessig  candidates

trough eadion o ter tanng  ad exet
ene 5 beter a sepading canddaes o broed
fed then n meking frer  dsiincions among
them.

Regadess of te assessment toos  used, most
manegers wot hie sdey onte bass o et

through  achies such as reference deds ad
on rounds out managers knowledge of cand-
daes, but 5 boh sugedve n raue ad ey
dot D qery

Thepot 5 ths ewen wih r@iond  eaminng
pooeses, vad s, numeicd  sooes,  and good
manageid  nentions, the examnng pocess  that
the abily © pedd fuure pefomance wih the
dgee of pesn tet den B esobed D G

Ths B animpotat  imiion n vew o te

large number of people the Federal Govemment
nomely hes each yer S te Feded mat
hig ssem 5 vesly sypeir © e g0k 95
emta t repeoed  and subsanibly beter  then
most aliemaives, whch oen ®ed D resk N
tirg  a Wb

Hiing

Decentraization ad increased  use of case exam-
‘e a atme” ae two impodant recent  changes
soniicanty dledng  howte Feded Goen
ment hies  Regser  hing e tradiod P
proach nowin dedine, pus case examnng and a
st te possbe ted fom ‘hing  ped’ D e
g fuue”  Abief  desapion o each process
dons

m Regser hing  Under ts ssem, hilng B
besed on sendng  inventories of candidaies,
ced  egEeEs Regser hig dons anex
ang dice D edEh h adae ak o
Qualfied cadideies n rark ader (nduding
addiional poris anerded for veeras prefer-
ee). Soreregees aogdt cavkdbes a d
mes, whie ohes ae open o new canddates
oly a seded nieneks indvidueks wsLely
appy ‘bind® for any jobs that open up on the
regser ad ae ered fom te top o the
regses  wennmaneges reques Bs o &
gk @dbes @@d @iEs d ek
o spy  cetiicates). Manegars must folow
te e o tree whensdedng  fom thee oer
s Hg fom eges B away o
cet poeess wentee s aneedio i may
jobs a many locations, ether  on a coninung
o onefime bass. Consequenty,  some agences
aoine b uerges bl key bBgepopos
bion jobs such as Cams Bamner jobs n te
Socd  Secuty  Adminstation, o Gmd I
vesipr s n te Seodt Sevie For abg
ime regeer  hing  weste taedkiord way D
dertfy — and refr  canddetes  for most Federdl
pos, but n et yeas te poess hes e
cqeasigy gven wayto hiing besed on case
examining.

m Hiing based on case examining. This process
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fos for aspedc b opeig (O muie
gnir  opengs) Under s prooess gk
cas kowvta agedc b h asgpedc

agey ess,  andwee tat b 5 Cadk
des ae sl rumeicdy sooed  and referred
Nk ady, adte ssedn poes 5 d
Ukt Dte ke dhee Lt B te poes
most frequenty  used today.

= HiringunderaUSDAdemonstrationproject
Begnning in 1990, two maor subdMvisions of
the US. Depatment of Agicuire began hi-
ingunderspecial OPM-approveddemonstra-
in poged ks Begal, ts pores
(Oscussed  later  under “An Atemate  Wayo
Refer Canddates and Grant Vetrans — Prefer
encg) invoves  hiing  trough case examining
bt wh tee gedH bds S,
canddaes  ae raed and refered by one of o
broed  qualiicaiion clegoies  raher  ten by
numerical  scores;,  managers mayseled  anyone
on te  caticaie wihout rmgad © te e o

tree adveeas peeence b gped O
bnig  dierent tues.
AspreviousMSPB  andGeneralAccountingOf-

fce (GAO) repots  have shown, hiing  new em-
poyees fom  certiicates 5 oy oe way
maneges can il vacandes  Oher opios v
die te tander o reessgmet o aet  Fed
e empoyees, o seedion  of curent  employees
under meit promotion  procedures. There are akso
alematve hing powons (uch as the fomer
Cooperaive  Educaion Program, now pat of the
Student Career BExpetience  Program) which per-
mit appontment of ouside canddaes  without

1US. Meit Sysems Proedion  Boad, ‘Bnieing  Professional Pasiions

2US. Generdl Accouning  Ofice,  ‘Federd  Hiing:
100, Washigon, DC, Jure 1995, p. 24.

s5USC. 318

+5USC. 3317,

A ReporT BY THEU.S. M ERIT S YSTEMSP ROTECTIONB 0ARD

Reconding  Managerial  Hexbiity

competition. Managers may consider  candlidates
under more than one of these procedures  concur-
et

TheRuleofThree

Aswenoed eale, te e o tree reques a
maneger ing peoe o te o seve D =
kd fom amongte top tree canddaes aval

ake * on a caficae o elghes Fom te  caoon
whodon'tworkforthe Governmentknowsome-

ting about tis requrement  ahough they may
not udestand & Impemen@ion o ts  daur

toy requrement s asssed by asecond bw

which requres examning dficess © refer  enough
names o a manager o alow consderation of a
ket tree caddaes for each vacany beig

ﬁj 4

Fewprocedural  requirements  goveming  Federal
oM senvice hing  ewoke stonge—or  more gen
erdly  negative—reactions fom managers and
pesord  dfices ten doss te e O tee

Why?Because tis provison  of pesonnd  law is
Wdely perceved  as limiing the choce managers
mayexercisewhentheyselectfromamongnew-

he caddes

Se the e o tree rEgues  manages D sed

inended to gve managers choices when they
hired new employees.

n te Fedeal Wolkdore”  Weashingon, DC, March 1994,
Wih Vetrans  Preference” (GAOGGD9%-
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Aste bif hsoy o te e o tee pesened posal by thet commisson D esabsh a‘fe  of
in appendx 1shows, this nie—so caled because oneg” tvough requiing managers to sdedt the top
t wesesdbdhed — admindEively sad s scoing  person on the rdevant  employment ex-
vee e long befoe it wes ncoporaed no kBw  aminaion. In apubished opnon responding O
asapovson o te Veeas Peeence Ad o that proposa, the Atomey General conduded
Moy &5 ddr ten the US OM  Sevie that ths woud deny Federal managers constiv

k wesesdbshed by a sothed ad e tionaly ganted appontment  discretion. The e
commission ceated duing the presdency  of o tree westhe appoach dosen o ensue  thet
Uysses S Gat Adis  fomuation wes a resut managers could exercse  choice  when making  hir-
of an 1871 Atomey Generdls niing  on apo- g ss=dos

Compared 0 the orig-

nely poposed ‘e of
ae’ dardive, te
ke dhee gt 0
iming Honewer, is
B © gedn
whether  restiding
managerial doce
tee cadbes b |5
h epeEy  dre
the examinaion  proce-
duresunderpinning
ts hig e vay n
ther ally © mae
fre  dsincions among
caviees Fute, as
wedsass By, te e
quement © imt
doe b te top tree
canddaes  avalde’
can reduce  competifve
hig b a
nonmeritoriousgame
o dave n somea-
anmgances.  In addk
in neadn
betveen the nie of
tree  and veterans
peeene n eec
ey e doae O
CLOSETOHOME copyright1994 JohnMcPherson/Dist. of UNIVERSALPRESS one o tWwo canddates,
SYNDICATE. Reprinted wih  permission. Al rights  reseved. a consequence we also
s He
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Veterans  Preference

Veeas pelence b apeeence n Feded hr-
ing et 5 ganed © many, but by no means &,
pesons whoae veerans  of milaly sevice,  ad
which is aso aforded 1t somepeope who have
neer sened n e miia. °
Appendx 2 coains  abief  hstoy  of veierans
peleence n Feded hing, dowing tet & hes
been mandated by law in some foom since 1865.
That appendix dscusses oy the povsons  af
jb reerion,  gped hs  and assessg  peror
mance ae ausce  te soope of this  Sdy.

The domg powsos o te amet law ae
ot © s sudy:

1 Peasons wih velerans  preference ae gven pre
cedence n hing  ower equaly quelied  pecpe
bdig ta peeeos

2The peference 5 gated through addng ek
ter 5o 0 pos © te ndvidels pessg
socore  on whatever  examination  has been used;
3Veeas wh adssaly o a kst 10 peoat
(cded ocompensdbde veterans)  receve an adde
ford hing boot twugh apoees cad
“foeting o te oo’ That pooess poos te
cegpy o 10pot weas a te top o oe-
s o egis enf g soes ae
brer ten te soes o dhes onte ot
CEEG

SVelerans  preference

4A sedng  dfical may‘pess o’ a person
wih veerans pelerence D sBed aneqaly o
kess  qualfied peson bdig peeence oy

by scessly  dgedng D te pekece 6
ghe ad
5The reasonfs) for passng ower aveleran must

beapprovedbytheOPMoragencyexamining
oficc and madeknown o te afected person.

Athough te term ‘preference elighe” 5 moe
encompassing  than ‘veteran”  (because it indudes
those peope  whose eighity 5 deived from
mitery ~ senvice  pefomed by famly  members),
for puposes o bevy weuse oy te shge

tem ‘veerans’  twoughot  most of the rest of
ts gt

The Interaction of the Rue
of Three and Veterans Preference

Many of the concems about these two provisons
d ppsord Bw ae aesk o har  neadn
In combinaton,  the two requirements mayre-
g maneges dooes b ewer ten tree can
ddies Ths can ooor whenthe oaficaie o
eighles 5 heeded by asge wvwean o apar o
veerans, a siuation thet mekes the veterans
Bed i te oy posdke dooes ukes tey
dedre ajb dier o can be pessed o, Whie
aecdol  infomation ugess tat ts  Suaion
ocus faly  den wewaned D see for ouseles

5 an advaniege ganed by law © indviduals who meet cetein  dieia rebed o miary  senice  performed
by temsebes, ther  gooses o deceased gooses o ter chiden The quaiing codios ae ked
ghly eus fom @ sevie duing seded paos o tne O e sevioecomeced disablies;

n 5USC. 218 Peeee o
a © ude cah  dom

sances, death of asenice memberwhie on acive duy. Rered membes of the amed foces generaly  must have reired below pay

gae O4 (mgar o equivaen) D qdly for veeas peeene
6Ths povson  does not gy 0 hilng  for  pofessordl

A ReporT BY THEU.S. M ERIT S YSTEMSP ROTECTIONB 0ARD
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f suh imisions ocoured  feqenly  h oo (ouely’ and ‘eighe). Al candchies

sampe. Our fndngs  ae dsossed B wihn  each caegory ae oconsidered  equaly
oLeid

An AItemaIeWayto m EBimnates the requrement that managers

must seect  from amongthe top tree candr

ReferCandidatesand s ackbe s, mereges mayseed
Grant Veterans Preference ay eered  caddde, regadess o the num
Tots pot or dsosson  hes foased on the ber ket

o seve ks tet gy geedy D wmpk W Agdes weeras  perece noadieet way.
ive Federd hing  OPMues the authory, how- Qualied  canddaes ae assged © ore of the
e, D wave M saviee bws adis omn tho elerd caegoies  besed sody onther

reguisions N eeh idaos © pant sedc ouelicaions, der whch veeas  ae ek

ogazaios 0 Bt demdie pesonel men fed adpeced a the tp o ther  respedive

agement approaches.  These ‘demonstration caegoies. 7 Amanager must then sded o UG
projects”areapprovedandmonitoredbyOPM, cessily pess o veleras  beoe  beng per
vy aswasb et te eleds o dage mited © sdect nonveerans  wih the same
Aswenotedearier,iwoUSDAcomponentsare gy |g

curenty  operaing ahing  demonstation Because s demonstaion  poect  ofeed  an op
poect appoved by OPM.Three provisons — of pony © anpae te deds o k5  derdive

ts denmogEion poedt ae o patokr e gpuedes D te dess o te tediod hig
e bts ddy Saddy t processes, weincduded hiing under the demon

= Rephoes numeid sy o qelied e SO0 POd Doar sy
dates with assgnment to two broad categories

"TAnecpion D tis gened saemet 5 the demonstaion poeds  testment  of compensabe veerans wih - a disabily o 10
pecert o moe. These indviduels whoare raed ‘eigbe’ foat © te o o the ‘Qualy’ gop exep n cases noMg  hiing
for  pofessonal or soentic posios  a o adoe gade GS9 Ths keeps the demondidion poedt povsons  dossy  aigned D oregu
B veas peeene poslos o cen dsdbed e
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METHODOLOGY

Informaiion  for ths repot  camepimady  flom
ceffiicaies o eighes pepaed by soed  eam
g dices  togeher wih the bedgoud o
maion that examning ofices manan i
ot of te  catiicaies. The bedgound  nfo-
maion induded  job  gppcations; sooig sum-
meres; repots  of any invesigations thet  may
have been conduced to determine any candr
dotes  suiabity for empoymer; and mings  on
doedions 10, o poposed pess oves of  candk
dates. Weodleded  information boh fom exam-
inng ofices operated by OPMand fom two
USDAagency ofices  exerdsing  delegated  exam-
nng  auhordy. h addion weodeded ome
ton from one USDAofice  conducting

naioowide  examining for the demonstraion
poed  menioned aove  Cettiicates n our
samplewerepreparedbetweenNovember1989

and March 1994. However, the vest maoity (and
ad fom the demonsiaion poed) wee pe
paed n 1991, 1992 o 1998
TheOPMexaminingofficeswere:theWashington

OC) Aea Senice Center and the Balimore  Ser
ad te Macon Siafing  Senice  Center, which at
te tme of our dia ooledion povided  naiion
wde examinng senices for cefan oooupations
a the ey ad mdevd gades Weao i+
duded avery smal number of cases invoving

A ReporT BY THEU.S. M ERIT S YSTEMSP ROTECTIONB 0ARD

examinng by other OPMsenice centers  around
the county. These cases were idenified fom the
fes o te ageny eaminng  dices wevsied

The two USDAdelegated examining offices  pro-
Ve maiowide eamnng sevioes for ther e
sechve  agendes and for someaher agendes for
operaied by the Agiculiural Sehiization and
Consarvation  Senice  (ASCS) in Kansas Ciy, MO,
and the Agiculural Research Senvice (ARS) in
Greerbel, MD.These dices  operate  under det
egatedexaminingauthoritygrantedbyOPM.An-

aher ARSdice a the Greenbet  locaion
conduced al of the examinng under the demon
San posd s

The information wecooleced  camefom the indr
vdd e s o dadyg nveroies o cad
doies (cded  regsEn) mainaned by the
examning  ofices. Ou sampe induded atoal o
1069 randomly drawn records.  Athough ran
dom, or sampe wasnt dawn o be saisticaly
represeniive odd hg mrodk Ths ar
fdgps ae ma recsssaly  EpeEEle o d
Federd hiing.  However, the occupatons, grade
bes eogaphc cowerage, ad pdices o te
dicess ae ypd o Feded eamnng  dioss
aooss te Unied Saes Wih the noed exogpion
of some pracices  of the ARSdemonstration
poedt  dice) For tee easos webdee  ta
or fndngs  ae geredy  ndcave o Feded




Methodology

hing pradices Weookeded  the ormaion be
tweenMayandNovember1994.Appendix3pro-
sample.
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EXAMINING THE | SSUES

ActionsTakenonthe
Certificates in Our Sample
Federd managers mayoonsder  fiing a snge

b vecay a sswed dieat gak bk
Whentey dots tey moele  dieet certii

s By caddes for eah gae bl They

mayten hie fom awy (O none) o the oot
caes, but in any case must document on each oer-
o o moe jobs maybe fled fom asinge cer

e, bt 6 Bt den te e Tak 1bdow
shows the number of vacandes that were to be
fed by caficaes fom each o te thee hig
pocedues  ocovered by s report

In some cases, Federal managers mayend up not
mekdg ssedons  for reesos oay  ousce  ter
oo, Oreexampe o such a SiLition 5 the im
posion o a‘jb feeze” Avber 5 the ganig
o mandaoy prioiy seedion  consderaion 9]
past or curent Federal employees who have been

Tae 1

Distribution of Certficates

by Number of Vacances

ToBe Fled Fom the Certiicate and Hiing  Procedure

Hing Procedure  (Cetiicate Source)

Numberandpercentof Case USDA
vecat podios D Regster Examining Demonstration
One 19 79% 50 88% 130 95%
Two 19 8% 511 8% 6 3%
Three 3 1% n 2% 2 1%
Four 4 2% 7 1% 2 1%
Fve o more » 10% 5 1% 0 0%
Tod  oaiicaies n sampe 26 100% 6383 100% 190 100%

A ReporT BY THEU.S. M ERIT S YSTEMSP ROTECTIONB 0ARD
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Examining the Issues

@ ae tged © be) dgaced  duing

downsizings.  Whenrelevart, noetion  of such oc

o each relered  canddate and, f no gppontment
wes made fom the  certiicate,

curences maybe induded in the documentation Q
d acize g apat o eah calaes .
Table2belowshowswhath nedinour
docurenigion s ahsoy o s oupome Ths e o i e
hduwes arecod o te adon tEken wih regped
Tae 2
Distibution of Certificates by Repoted Action Taken and Hing  Procedure
Hiing Procedure  (Cetiicate Source)
Actionmanagerreportedtaking Case USDA
on te cicae Regser Examining Demonstration
Seecion  wes maedefrom it 186 76% 30 57% 123 65%
Selecion  made from
avle i 5 2% B 9% 2 11%
Job fled through meit  promoion 3 1% il 7% 10 5%
Job led by reessgment
o rensaement 2 1% “ 2% 7 4%
Job fled by dspaced  employee 1 * 2 k3 3 2%
No selecion—fewer  than
3 candidates 3 9% 57 9% 2 1%
Nosgedion—job  freeze;
bk o moey, ec 5 6% 5H 7% 8 4%
Managementdecided
bl tep 2 5 4% 4 2%
Offer made; no candidate  accepted 4 2% 5 1% 6 3%
No seledion; no reason
gven for  nonssiedion 5 2% 5 4% 6 3%
Tod  ceticaies n sampe 246 100% 100% 190 100%

* less then 1 peroent
Note: Percentages maynot egual 100 because of rounding.
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Examining the Issues

Fomibe 2is dear ta managers dont  aneys
i ta ps yskdyg adbes fon «f

caes o eighes. In or sampe they medeseec
fos moeten hef o te ime, but a rkies te
vaied oonsderably by hing  procedure. We

were suprised o find that case examining had
te bred ssdn e 92 tet B te poes
through which outsde canddaes apply for spe
dc jos n gedic agendes Ceseeamning hed
the lonvest selecion rate  even when we combined
B X i3 wo‘ado?’  cepies (skdg

fom dher the caticaie revewed o anaher

G )

TheRuleofThreeandOurSample

How, and een whether, the nde o tree afiedts
hing 5 n pat deemined by te number of &
gbe caddaes. In te fdlowng dsousson we
eame s ded  uder tree dieet oeraos.

WhenThere Are Fewer
ThanThreeQualifiedCandidates

Fom the Comptoler  Generdls  decson  in 1871
btedd sve b ol B da ta har

g adoce n sseding newemployees s an
mpotat pat of amanege’s  auhariy. In fad,
when managers retum  certiicates o examining
dicss © et onte adon ©Een te ae
pemied 1 ndcae tat tey madeno seec
fon becare te caficae coiaed  fener
than tree names. (Ths happens whenthe ex
anmnng dice hes ener then three  qualied
adbes D )

Table 2 shows that managers in our sampe de-
dred © makesdedios  becausse of too few
canddates 9 pecet of the tme fom bah te
g ad te e eamig  oaficaes
However, ony 1 percert of the demonstration
poed  ceticaes wee euned for ts &
son most key  reledng e hoty  Egeed
nare o te reauiing conduced  for  many of
te demorstaion poed  jobs.

Howoten were there fewer than tree cande
ceies on ceiicates,
those  cettiicates dd managers not make sekec-
tons? Table 3 shows howofen the reviened
cattiicates hed oy ore or o canddates.

Wealsowantedtoknowhowthepresenceof

ener ten tree cavdidees  on oaticaies a
Take 3
Distribution of Certiicates With Fewer Than Three Candidates,
byNumberofNamesonCertificatesandHinngProcedure
Hiing Procedure  (Cetiicate Source)
Case USDA
Number of names on certificate Regser Examining Demonstration
One 5 10% 116 18% C?) 20%
Two 16 7% 119 19% D 16%
Tod  oatiicaies n sanpe 246 633 190

A ReporT BY THEU.S. M ERIT S YSTEMSP ROTECTIONB 0ARD
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Examining the Issues

the kelhood o sdedons nat beng medewes
reated B te tpe of hing pooedue used The
asners ae found n e 4

Astebe 4dons, there wasadear ik between
hing pocedue and whether mied  choce I+
fLerced maneges nat © sfed  fom a ceticaie.
More than haf the tme managers reumed  regs
erbesed  caviiicaes oy Bener ten tree
names. The comparable figure was only about
oefouth  of te tme for case examnng, ad

minue @ percert) for hing under the USDA
demonstaion  proect
Oepossbe  eqaonaion for the diferences

amogte tree gous ks n te Fk te die-
et pooessses Ofer  betveen reauling and hing
Regser hing ey hesthe ket dedt  Fk
between  reauiing and subsequent Elerd for =
kedion  because regsers  mayencompass lage
geographical aeas, mayindude  candidaies for
more ten one ooccupational fied, ofen  contain

sy  goed ‘bid o weeer b B oF
feed n ther fed  ad maykead © deys o
manymonthsbetweenwhenanindividualap-

pes adsbseqely b eered for ajpb

O te tree hing pocedues, regser  hig

wuwly wl hae te boget  number of candk

Ges brelr b s et k&y O pest maeg
es wih caddaes tey aduely  reauied By
contrast, Ccase examining paces a premium on re-
aung D hep drad  caddbes b, onae-
ag, ydbks fener caddes for eed uess
edtaodnay requiing gots  were underaken
f the one or o candickies refered are ones re
auted by a manager, that manager s moe kely
D be siisied wih te caxidbies mered ad®D
meke a sgedion.

Fdong ts bgc  ahgh skedn e fom the

the names of dozens, hundreds, or even thou- wih fanwer then tree canddaes s noewoty. |
sands of appicarts, ad o most of whomhave es maybe eqaned in pat by te fad that about
Tdke 4
Distribution of Certificates With Fewer Than Three Candidates,
by Selecion  Acion Taken and Hiing  Procedure
Hiing Procedure  (Cetiicate Source)
Case USDA
Action  taken Regsier Examining Demonstration
Selecion  made 18 44% 178 76% 67 97%
No selecion  made 3 56% 5 24% 2 3%
Tod  oatiicates wih fener
than three candidates 4 100% 25 100% ® 100%
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onethird  of our demonsration proed sampe
oaficaies wee Ir esgach sl phs whih
oen mnove rreouing for uigue o hghly un
wa  quelicaios. Ths feqely w3k n
vay fageed  reauing o |y eede reauk
g in asmadl canddate pod Eiher way, manag
es o these jobs mayconsder  themseles
sucessl i even one or Wo canddeies  ae re
fered © them

Honever, te demonstaion  proeds high sgec-
ton rae fom among catiicates wih fewer ten
tree namess aso eqamabe by a partoiar
fediy t gals © maeges Asnoed n te
it adseocod anud evaddion rpots  of ts
demonstaion  proedt, managers mayadust  re-
auing dSaeges © cotd  the rumber of gk
cas. The loMg  quoatons  fom those
eddon pos  ae instudve the td an
nel epat wesdat onts  BE)

Asad I | wsgoed tH te bgh o
ime tat vacay aroucemets ramaned qoen
bsod the mnimum deperded on whether  sie
paord  wee anae tet Bk atbhes
wad tegpig F S pasard  wvee anae
ta Yy qdad pasard wad gy te
aleterat paid wesduolr Atagh  tee
5 metbre o ayrege npad amte g
p=En o mat pigs 5 He vaat
it atn ¢
Dermodan S egovets den |goed
ta tyy ajsed m\qumat  dagEs  h @t
b ard te nnta o gak Gen ta
exsse rumnes o guEbs atd poik a
wakbed buden ad sow te hig poess a

8US. Ofice of Personnel Management, ‘US. Depatment of Agricuiiure

crodan  gs  te afpad b o
gut=s dn nevd ath I &
te nmradban o as  wsd or Al
alelsy Ths ¥ hded h hig unle
te togdn  pggd eede adgee o
atd oe te numbe o goak T an
besen ass st wh e darodan
pgs dpde o emesry Bl ad
eosess b bd eauy reak °

Ou sampe induded eanpes o ts  fediys
use. In somecases managers had exended the
vacancyannouncementtimeandexpandedits
geographic reach in atempts  © expand the pool
of appicants. In aher cases manegers hed re-
sidced 0 te absoue minimum bath the time
the announcement stayed open (@ 3day period)
woud be acceped  (ocal  commuing area). Vit
dy d o teer s noed  snic ps a GS
gades Mo 12, whch usuiey ae sued D a
tos hadte efled o yedng oy oe cad
subsequenty  seleded

The danger o restiding ompelion ks h te
fac that manegers end up subsitiing ther judg
ment of whoare good candidates for the judg
ment of a moe neural  examning process. N SO
dong, they deny themseves the oppotunity fo
fd ou f eqaly good o b, caddes ae
avaisble. Adtey deny poenial  canddaes  the
gpony O sovhe e, adkd =
veey imt ther opotny © dots h te
manegers  defense, most of te indances  weob

Personnel  Management Demonstraion  Proect At Anr

nual Buaiaion  Repof’ (prepared  under contact by the Pennsyhania Siaie Universiy), Washingon, DC, June 1992, p. 45. There s

addiional reied commealy onp. 65 of ths  source.

*The Pennsyvania State  Universily,
niel Bvalaion  Repot” Washigon, DC, Al 196, p 7.

‘US. Depatment of Agricuture

Personnel  Management Demonstration  Proect Second An-
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Examining the Issues

senved invoved  post-doctoral candidates  who
hadworkedforthemanagersunderexceptedap-
pontments  for as manyas 2 years, and te man
ook o restict the number of canddaies were
taken o ensure they coud connue to employee
mens ended. That s asiong agument for esiab
kg apocdue © convet such indviduals o
compefve  gpponiments (Smiar b the conver-
son authoity found in te new Sudent Career
Bqerence Program). But what they dd is nat a
goad jsticaion for imhg onpdin b B
Vo a paior gooicart

Wehave one frd  concem wih the high selecion
rate from both case examinng and the demon-
deion  poed Boh of tose hing  procedues
e the s pede asesImat poosss of evala:
g tanng ad eqeience.  Even when taiored
0 gedc s ts aseImat gpoah B ks
cagpabe of predding fure pefomance ten are
wien o pefomance s bt B most useld
when used to make grosser  distinctions among
bBoe mumbes of caddaiess Udg ts s re
fired assessment technigue with smaler  numbers
of canddates compounds managers  selections
problems.  Managers then see only afew candr
daes who have been assessed by relatively rough
measurement tools, and they havent been gven
vey good bos 0 compele the assessments. To
compensate for these weaknesses, managers hi-
ing under case examining or the demonstraion
poed  shoud seek relively boge rumbes o
candidates.  They then should demand good as-
sessmet s  we b deny te vay best
cavibes for ther gedic s Sdedos nmece
uder ament  ocondiions rase  oconcems  about the
fure qully o te Feded wokioce

0US. Ofice of Personnel Management, “‘US. Department of Agrculure
nual Bvauaion  Repot’ (prepared  under coradt by the Pennsyhana Ste  University),

Wh eped D te e o heg Bbes 3ad4io
ogher demonstae  tet, n dout onesdh o te
regser  oatiicaies wervened, adfor oer
oetid o te oafiicaies fom boh case eam
nng adte demondraion  poed, tat e dd
nat It maeges does I tese insances,
te e o tree wesawkbbe asafr © heb
guaanee tat te sdeding  dficd woud hae a
rea, meangd doce Bu most of te time
managers presented  with case examining or dem-
or two names chose fom amongthe refered  can
ddates rather than ask for moe. Managers akso
madeseecions  fom more than two of every fve
one- o woname  certiicates prepared  fom reg
BBs hd o tee cas te ke o hee hed o
efec—nat ewen the one of ensuing that manag
es woud have choce fom amongat least three
caddgles.  Ths maywdl be a refledion o te
pesue maeges ed D i ps mmediiy,
rgadess o the lbngem  impications o such
Oecsos o wokiooe quelly.

Inerestingy, te demosaion poes  td
annual repot  dd noe tat one of the advantages
of the demonstaion poedt ded by manages
and pesomelsls  wes'a maneger’s abity O re
vew and have access b more than three  candi
dees” “Wegee tet 1 Todiy B adegh
o that aemaive approach but are concemed
with  how infrequenty it was used.

WhenThereAreExactly ThreeCandidates
Someimes  cattiicaies coan eedy tree
names. Whenthis happens the rde of tree usw-
ay had noeflet because manegers can seedt
ay o te eered caddaes (Uess, as noed
eal, doe B med lecase acice B
headed by a veleran o veerans).  Anoher  excep-

Personnel  Management Demonstration  Proect Thid A+
Washingon, DC, August 1994, p. 37.
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ton © ths gened pemse woud ocor i oe o
moe of the canddates dose D dedne  consider
don @d thus nmt be ‘avabbe o te ).
Then the e of tree woud agan be afoor that
amanager coud use to ask for more candidates.

h or sampe, oy 19 ceticaies fiom  regsers
and 26 fom the demonstraion  proect  produced
eady tree caddbdes — Abou foudts o
tee e caficaes B D s=dos whe
te sdedion r@e fom tese demonsraion
poect  oerfiicaies wes 50 pecert. The numbers
o teepasn  oaficaies fom tee souces
were 00 std O pamt adlss such as denk
fying the number headed by veterans.

In cones, amost VD pacat of or sapes 633
e eamg  caticaies hed eady tee canr
ddates. Managers madeseecions  fom two-
tds o tee sbdos Ths 5 abner sbedmn
e ten wesfoud for case eamning  cetit
caes wih fewer ten tree canddaes  Veeans
wee Bed fid ondout oe o ey tree o the
teepasn catficaes tae esdled n a
nonselecion. Ths caused us 0 wonder f the
pesence  of those velerans  controuied o the
higher  nonselection e ocompaed D tat e for
cattiicates wih fewer than tree names. How
e, the caegoies uwsed h oo sudy O repat
reesons for nonsdedion were to broad o pemi
rrechng ay condsson  onreasons for e difer
et nonssedon 1EEs.

WhenThereAre
More Than ThreeCandidates

Uder nomd safing ndes, te e o tee
dealy b afadxr whenaneamnng dice iden

iies  moe ten tree qudied caddies for a
vacancy. Since by lw candidates must be isted
on a oatiicae n rak oder, adshee n may
scores, examning  ofices  must have away o
break te sooes. ™ Tie breskers mayeven be used
to determine whether someone wil  be incduded
o acice 2

Veeas peeece b dvas te id e beden
Later in this repot weexamne howusng \eter
as pellene as afe beder aleced or
sampe o oafiicaes. For mow, s dmpy  impor-
t © remember that pesons wih velerans  pref
egence aways ae Bed  on a oatiicae ahead o
persons wih equal scoes but wihout  veterans
preleee

f veerans peference doe doest bresk edsing
tess maydices wl tum D Tame reqed’ as a
solution. ‘Name request’” s a procedure which
pemis  managers 0 request placement of a spe-
dc ke oaocice Ofes ta pami
nmereges W ndwe  the indvdud i hs o
her sooe 5 high enough. f the hodvidlels e
tes te hget sooe adveeas peerence
nes pemi,  tet indvddl woud ten be ed
i, and mayeen be the ony name referred.
Namerequest pemis ared ink  between reaui
ing ad hiing  Howewer, is vaue depends on
te sooe o te regquesed  indvidl e D
the scoes of oher  canddaes, ad on e veer-
aspeee s dd adbes FHdHy,
oy o vabe f te eamnng dice hoos te
regest  Ore o te diices i oo sampe ddnt
permit managers 0 use tis  procedure)

UFor exampe, fve canddates maybe ted wih te highest possbe socoer Somemeansis needed o determine te oder in which

tey ae Bed onte e

2For exampe, aregser mayootan 50 canddaes  fed wih the highet possbe sooe The eaminng  dfice maywish o refer
oy 10. Somemeansis needed not oy © deermine  which canddaes wl  be referred, bu aso O deermine te oder tat those re

fred W e bed

A ReporT BY THEU.S. M ERIT S YSTEMSP ROTECTIONB 0ARD 17
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ff managers were pemied  © sded  fom a lger
candidate pod, namerequest might not be
needed. Honever, uder curent bw, s atod
managers mayuse to help a prefered  candidate
aod beng eminaied  fom consideration n a
Bdsoe dHm

Trefrd  ad unvesay ed, e beder B A
domnumbers. Using the last dgt of each
candidate's  sodal  secuity  number and a random
numbers e,  each eaminng  diice  uses adf
ferent random number daly to deermine the re-
ford  oder for candidaes whohae equd

iegs

Fom a dSatistical Sandpaint, ths random num-
bas apooach s edemdy far becase &t dons
bd deare idead o sdpde fBdDs D de
temine howte canddates wl be odered. But
i5 it necessay? Randomnumbers usualy —are

ued D breek tes oy becase the e o tree
requres canddaes © beked o rak oder ad
seedions 0 be ffom amogte op tree aalk

abe caddaes. Honever, consdeing  te pev
osy dsoussed  imiations o amet eamnng

pocedues, t 5 not resoebe D e te ader
g d eqes Nors t resosbe D e eam
g posssss o vayig ady D asge red
gpoach tat Imis  consideraion b oy te top
tree asbbe  cadddes

Qie sy, foog te denicaion o te o
tree caxidbes 1o den ksds © te inuson
of administrative expedents  (such as random
numbers) that add nohing to the meit hiing
pooess. Wesay ‘oo ofe?’  becase of the o
mation potayed in Bbe 5 That tEbe shows
how often  tie-breakers were used in our sampe
D demre te erd  oder for  canddaes,
and most spedifically how frequenty ~ random
numbers peyed  a sgniicant pat n te sgedion
poess Take S5ekds ol duEios whee e
breakers were used o determine  the oder on cer
ficaies d inohiolals wih eqa soes
Asthe e dons the use O tebredes varied
oonscerably by hing  pocedue. For cetiicates
fom regdes o cae eannng, A tree types
o tebreskers were sed © deemine te oder
of candidates, but random numbers were by far

Tae 5

Distibui

of Cettificates That Had TieBreakers Used 0
Order Refered Candidates, by Type of Tie-Breaker

and Hring  Procedure

Hing Pocedue (Ceficle Soue)

Case USDA
Tie-BreakerUsed Regster Examining Demonstration
Randomnumbers 145 59% 6B 26% 0 0%
Namerequest 5 2% 5 2% 0 0%
Veleans  prelerence 9 4% 5 2% L 22%
Tod  oatiicaies n sape 246 633 190

18

THE RuLe ofF T HREE IN F EDERALH IRING: B 0ON ORB ANE?



Examining the Issues

the most heavly used device. Since the USDA
gushng among candidates  wihin  the two rating
caegoies tet sydem wses, oy veeas  preer-
ence had any tedreaking efet  on candidates

scored under tat  sysem.

Alematives o te ‘Rue of Thee’
Withor\WithoutNumericalLimits

In tree pest repots MSPBwes dscussed  the de
ey d idg andardie 0 o adoh
ing te arent ne o tree “Whatwold &t Ble
for the Federd Govemment © accompish  this
goa? Asadat wepesat beow for aema
es for cogdean

1 Ore atemaive woud be o use caegay rat
ings such as te ‘fually’ and ‘eighe’ ct
egories  used in the USDAdemonstration
poet  Ths gopech emees te e o
tee ssafdr et as a'foo) ad ao
emnaies the need © makefre  dsindions
amongcandceies  before te sdeding  dfical
ges dedy mwoved n te pooess.  Proposed
daft  legsition led te ‘Federd HumenRe
sourceManagementReinventionActof1995

woud gve agendes the opion of usng ths
dardie

Aguelly, caegoy reings  ked D befer  seec
fos Rang bycegpy s wd sued D

auh,  ad indhvidues aet ket of o oo
caes o dened real employment oconsideration
N aseemingy ahbiray way because of nu
med Ik

f managers are gven good tos © use i make
g har futer assessmes o eered  cad
dates, * they shoud be abe to make good
ssedon  doees Wy cegoy @ings D es
sess and refer candidates o managers who are
wel prepaed 0 compete the assessment po-
0ess before making sdedions ooud  strengthen
meit  hiing. Honever, gving pooly prepared
mereces te oessad  eddies adts o
temave  appoach coud have te opposie  efF
fed Webdeve tat muchress on what kind
o eiot s made pepae maneges for ther
epaded e n hing.

Acher pesse  deraie B b e te ne
o tree O pemt alwger numbe, such as a
e die osen aen Seed SEe g
emmentshaveadoptedsuchlargernumbers

for referd of canddaes.  *° Honever, because

BUS. Meit Sysems Proecion  Boad, “Atracting and Selecing  Qualty Appicants for Feder Employment”  Washingion, DC,
Apl 1990, p. 30, “To Meet e Needs of the Nationss Safing te US. CM  Sevice and e Pubic Semvice of Camada” Washingon,
DC, January 1992, p. 51; and ‘BEreing  Professiond Pasions  in the Federa Govemment” March 1994, pp. X and 62

“This theme has been raised in severa previouss MSPBepots, indudng “Workforce  Quality  and Federd  Procurement An Assess

mer’ Washingon, DC, Juy 1992, and ‘Eneing  Professond Posiions

in the Federa Govemment” Washingion, DC, March 1994.

SWehad two souces for  information about sate govemment pradices. A, ¢af  of the Intematonal Personel Management As-
socaion  (PMA) provided us wih asummary repot  fled  “1994 Personnel  Program Invertoy (PPl which repoted  on a 1994 sur-
vy conduced by PMA IPMASEf aso povded us wih spedadl  pinous fom that 1994 suvey, provdng  addiional detal

Second, the author of the notyetreleased MSPBeport  fited

‘Improving State  and Federal HumanResource Management Shared

Needs and Obecies’  povded  nfomeion about Seles sy pracices fumished by Seies i esponse D te deia iy for her

ay
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ts derdie old d kd D afeget
need for adminstatively deemined  (@d ar
tiical) tiereakers, MSPBrvoud nat recom-
mend i.

Atid  aemaive thet ooud beadoped 5 o
aso used by severd S govemments. Ths &
D kepank o tree bt D adnisr & F
ey, hgeed o g ol te tee
hghest sooing  candidates,  examines  wouid
referandmanagerswouldselectfromamong

d caddies wh te tee hgest swoes .
Thus, in acase whee te top sx canddates
were one canddale  wih ascoe of 100, one
wih asooe o 97, adfor wih asoe o R
the manager woud recehe  a cetiicaie oo
g d X cavides adoodd sed ay
one of hem. WhenSlates using tis approach
fnd that it yeds moe canddaes than a man
ager ocoud reasonably oconsider,  some reduce
the number by imiing te referaks o tose
haing oy the top scoe o top o Sooes.
Many States  also have some fom of veterans
peeene ta cn sawe & atebeder f
they need to imt te number of nameson a
Gz 1

Whe ts mlerd adsdedon  appoach B an
mpoemat ovwer the Feded e o three,
gl paces moe e on a predeemined
pocess ten webdee B recessay. Adit of
s te possiiss d bag boh Do et
tve and o permissve,  depending on
doursaoes (posdly o redtidve i tee
ae few canddaes for ajpb adter soes ae
woey dwess  possty o pemssve Fothee
ae mayhgh sooing canddaes for ajob, v
ddng ke numbes ted for te top tree
scores).  Therefore MSPBwould not  recom-
mendths  approach  ether.

. Thebst  deraive wedker for consoklaion S
D repe e aret e o tree wih apo

20

veon  ta gwes maneges te doe o sged
ingfromamonganadequatenumberofwel

Oueliied canddaes rmered o them by the ex
annng ofice  The defniion o ‘an adequate
numberofcandidates “wouldbedetermined

h each nsance by mupe fdos  ndudng
te b beg d b diy bein  te &
evat job make, the examining instrument
wed b e te caridbies adte @Aings &
sged O canddaes  wih pessng  sooes.
Pracicaly speeking, te caddae pod shoud
be as brge  as feadoe, ad te number of re
fored caxidbes sodd o N e e
kionshp D te capeblly o te eamng
instument o makefne  disincions among
canddaes (e, more candicaies  refered . when
te eamnng stument b ks capabde o e
dsindons, &b oy te cae whenex
amnng is conduced through assessng  candr
does tanng  ad eqeiens) Ths
aemative woud alow eamnng ofices ©
e, ad maeges b ssed,  canddaes wihr
at te NuEn o ald ebedes a a
brasy imis onte number of canddates.
Wih adequate guideines  and training, and a
coninuing ~ OPMaudit presence, delegated ex-
annng diicess shoud bedde © powde ther
manegers  highrquialty senvice under s aer
nvee Adi aopeas © us D bevay conss
et wih the curent emphasis on delegating
auhoiy and hodng those whoexerdse  the
auhoiy  accouniabe for te resuis. MSPB
sypats  ts  ademaive onte gouds ta &
Upeses te aret e o tee n b aiy
b gwe opeaiod meanng © te i @ik
oy met ssem pihdpe,  whch sys
Raumat dobd befan qaed itk
vles fom goooee  suces h aner
aa b atbe awak fiee fam d
st o By adsxdn  adal
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vareret Sobd bedemied By ante
s o e dly kol arl 96
ay & adqen anpdin whh asues
ta d ede aqd qmiy P

Oursampleofcaseexamininganddemonstration

poedt  oaiicaes sgess e, wihot  te e
o tree, tee wodd be ile need b cp the

number of canddates. " Tabe 6ocoves al  ind

viduals  whowere minimaly  qualiied under the
two hiing  processes.  These candidates  made up
the goups tat were futher assessed and then
atered for referd, eher  wih rumeical  sooes

o bycegy Benif d o the e eamng
candidaies for each job opening hed ted  soores,
anst Vpacet o te g oaticaies
woud have contained no more than 10 cand-
dates—anumbermanymanagersalreadysee

under merit promotion  procedures.  For hiing
under the demonstaion  proect,  the comparable
fgure  would have been more than 80 percent
Snce both case examinng and the demonstration
poed usely ease canddaes  twough  the
bss dieenaing gpoach o asessg  ther

Take 6.
Distribution of Certificates Fom Case Examinng and the Demonstration
Proect, by Number of Elgble Canddates for Jobs Being Hied
Hiing Procedure  (Cetiicate Source)
Numbercfeligible
canddates for te jobs being Number of Certificates NumberofCertificatesFrom
fled fom each ceticae FromCaseExamining USDADemonstrationProject
1trough 3 336 55% tSe] 48%
4trough 6 127 21% 3 20%
7 twough 10 V4 13% 2 15%
11 trough 20 vie] 8% % 14%
21 or more 2 4% 6 3%
Tad Ceaticaes 611 100% 187 100%

Noes: Toaks exdude cerficates
pee.  Pementages maynat equal 100 because of rounding.

15USC. 23100()

thet hed no canddates o for which information conceming  candidaies  wes incom-

TWedont have smiar  information for most oatiicates besed on regsiers. Ths 5 because weddaned the catiicates monts af

' tey wee pepared ad coddt  delermne,  aer te fd,  te oot of the regsers

A ReporT BY THEU.S. M ERIT S YSTEMSP ROTECTIONB 0ARD
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o caddaes 1 manegers for afnal  assessment

B ek

There doesnit seemto be any appoach o siafing

that wont a least someiimes impose apparenty

abirary nes. For earpe, te dedson  regad

g whch canddates ae peced h the top cat

egory under acategory raing  system may

sometmes  appear  abirary, as may a deasion

concemng  how many candidates to refer under a

gsem tet reques agendes  reler ‘an adk

equate number of hghy  qualfied canddates.”

Pehaps then, the goadl shoud not be b seek ©

dhee  seemigy  abiay es n elmy g

bu raher © redue ther ntuson and O keep

As they consider ways to improve Federal  hiing

pradioes, Feckd  diicels dod ol te €

Bds o vaiouls Sae padies  dwe somed those

pracices  seemto suggest  opportuniies for m

porg hovte Feded od sevie s cat

ddaes. Ao, knowing what Setes  are dong
mayhep Feded oficals b trk ‘ou o te

box” to be more innovative when necessarly o

develop  effective new approaches.  The goal

shoud beto find one or more appoaches  that
bebnce e meit hing  operaiond Qonoens:

1 Ideniifying ad g hohauely  cand
s onte bess o =bve mei

2 Esabishing asog bk beween reauing
eiots  ad sbsequet caddae rElenas;

3 Providingmanagerswithchoicesfromamong
areasonaby lage number of candidates;

4 Gving managers good tools, and the knowt
edge 0 use those os  popely,  whentey as
$ss  candidates; ad

5Hodng managers accouniable  for te sdec

Finally, wesee no reason why the Federal  Gow-

emment has o achieve these goals through one
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the dversly o Feded jbs and oganizaions,

thee s dmost catany no‘ore gt way' O ac
complishmasthumanresourcemanagementpro-
ceses, hduwdng  hing  Dud o muipe

approaches  mayvery wel  be appropriate,

asd podoe metbesed  sdedos

as long

The Additional Effects
of Veterans Preference

HowOften  Certificates

ContainedVeterans

Weeqhined ealer te te nieadon o veer-
as peference wih te e o tree can reduce
managers  coces o fewer ten tree  canddaies.
Ths mayocor even if there ae tes o even hun
decs o welqualied appicas, Tde te et
ean a te op o te odiicae f hea de wats
the job) o take no one” maybe the managers
ony choce—a choce esiabished by public
poy ad aiobed n aw
Wewanted to know how often veterans  prefer-
ence afected manegers hing  doces fom te
cettiicates N our sampe. The ansmer begins  wih
tbe 7, whch shons howofen o cefiicates
conaned  veerans,

Aste tble dhons, the popoton  of velerans  on
te oaticaes h or sape vaied  sonicanty
by hiing procedure, and the magnitude of the
differences was much greater  for  compensable
than noncompensable  veterans. Because most of
the veleras h o sudy Qualfied as
noncompensable, the numbers for that subgroup
dossy resambe the ‘ay fom o peference’ g

Ues

Based ontebe 7, regser  hiig  gopeas D be wet
gans pefered  mehod of apphing  for  Federd
jobs. Adore possbe  efed o the Govemments
reduced rlance onregsers  for hing gopeas ©
be that  propartionately fewer veerans  ae being
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consdered  for jobs. Ths maybe paty a conse
qence o lang areerd advantage  assodiated

wih  regsers indvdlals hae © apy ol

one D be consdered  for muipe s Candk

daes onregaers ae queved wp for possbe  jos.
Especaly n todays job makets, some maybe
ered o ajh dede adbBe bererd o
adher b, whe dohes meysay onregses o
yeas wihot eer receMg ajb dier,  even wih
pebed  soes

The oner agppicat  r@ies for veerans  uder case
examining and the demonstaton  proect  may
aso bepaty aoonsegquence o veeras  beig s
bdve n deadng wheher O gy for jos an
nounced under those procedures.  The gain for

case examnng and demonstaion  proedt  candk
Gtes 5 tat thee b amd job openng whenthey
oy, Thebss Bty  mat sseded for te par

fr b, tey aet asbomaicay  conscered
fr oy, S fis

HowOften  Certificates
WereHeadedbyVeterans

Howvthe pesence o veierans on cetiicates a
feds sdedions depends on where the velerans
aopear on te  cefiicate. Veeras anways hae
pecedence for sdedion  ower nonvelerans  ked
aer tem Tabe 8 shoas howolen  ceficaies
or sanpe hed veerans Bed i h tese
cases, the manager could choose among cand-
dees oy F @ te pasn Bed 8 deded o
Hed Drepod Dah der o @ awean
was aso ised as the second name(or second and
subsequert  names) on the  cattiicate. Wihout
these  condlions, te doe wesb sfed o nat D
s  te toplsed cadde—a defadd ‘e o
oe”

Tde 7.

Distribution of Certficates

Wih a Least OnePeson Wih

Veterans  Preference, by Type of Preference  and Hiing  Procedure

Hing Pooedue (Ceficle  Source)

Type of preference held by at least Case USDA
oe veeran  on the  cetiicate Regster Examining Demonstration
10Pont  compensable  preference & 24% Y 6 % 5 3%
Noncompensablepreference 126 51% 20 33% 9 26%
Bher fom o pekerece 13 56% 22 35% 5 27%
Tod  oatiicaies n sape 246 633 190

Note: Because some cettiicates comained both compensable and noncompensable  veterans,  the ‘Hther  fom of prefer

ence’ figues ae smder ten te sumd te oher o caegoies

A ReporT BY THEU.S. M ERIT S YSTEMSP ROTECTIONB 0ARD

n each coumn.
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Tae 8

Disiibui

of Certiicates Headed by a Veteran,

byCompensableStatusof\eteranandHiringProcedure

Hing Pocedue (Ceficle  Source)

Compensablestatusof Case USDA
veean  headng  a ceticaie Regsier Examining Demonstration
10Pont  compensable  preference & 26% 3 7% 6 3%
Noncompensable  preference 2 21% 112 18% H 24%
Base number of oertficates 24 619 187

* Base numbers exdude 29 certiicaies which conteined  no candidates.

The frequency with which compensable  veterans
headed cattiicates vaed noady by souce, wih
regses poduong  te hignet dae Ths nd
g 5 pobely paly reEed D e tpes o jos
fled tough te dieet hing pooesses. Ou
revew of catiicates reveded tat moe ten one
fouh o te jobs fled touh boh case eamin
ing and the demonstration  proect  were higher
gade soeniic o poessord oesnat st D
te Tt © te g posson ta pooss meey
quisliied compensable  disabed  veferans  ahead of
d o caddaes h atasy oy ahadu o
jobs in the regsEr  sampe were exempt fom the
e’ poson  Popotore, ten f&r fewer
compensable eterans  apphing  for  jobs  under
case examning or te demonstation  proect had
te poel © beet fom feing D te p o
the regeer. Thet, pus te need b gy for each
sedic  job 0 be considered  under those o pro-
cedues, pobeby accous for muchdf te dife-

24

T

ence in howoften compensable veterans  were

B | aotEs

The highest popoton  of catiicaies headed by
noncompensable  veterans  was found in  those

fom the demonsraion  poed  (dighty exceed
g toe fom g hig) Ths Bt neosssar
iy supEy, e uder tet derse

pocedues res  ay veeran n the ‘gually’
group would automatically be paced at the top
dte iy e haowes md

noncompensable  velerans who qualfy  for  certifi

caes uder conveniondl  Safing des  neoessar
ly goto the top (some mayhave augmented

soores thet ae beow the socoes achieved by some
nonveerans).

ResultsWhenVeterans

Headed Cetificates

What happened when veterans  were lised  fist
on oaticaes? Regser hing  wih te hghest
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n g

‘epphing bind’”  for ay job tat Ber  becomes
aaldbe and déays between appying for jobs
ad reMy b dlers)

By comparison, about onetid of veeras  ised
it on cetiicaies fom boh cese eamnng ad
the demonstation  proect  were appointed,  whie
the nonssedion e wes 64 peoent for a2 ex
amining and 47 percent  for the demonstration

poed  In te ed gpponment r@ies ae te

most impaiat sige aiieion O ook, ge
oy appontments meanjobs. Based on that e
ron, weoondude that case examining and the
i o oriicaes
ig hied ten doss rgslr  hig

Acther way o examine te efed o velerans

peference onhing B B ask howodlen any sgec
ton wes o wasnt madefrom certiicates headed
byveteranscomparedtoonesheadedby

nonveterans. The GAOnduded such an analysis
n asudy onveeras peference & pubished n
1992. 8 Ther analyss promped GACQD report
tata tee b ageser dae tet acdiice

W beuwsed i aveelan b a te o’ h e
9wecompareresultsfromGAO'sstudywithour

omnfgues,  concentraing oy onnoscedos .
Because GAQand we made different kinds of dis-

a be

18US. General Accounting Office, ‘Federal  Hiing:  Does Veterans'  Preference Need Updating?’

DC, March 1992, pp. 27-28.

A ReporT BY THEU.S. M ERIT S YSTEMSP ROTECTIONB 0ARD

o cetiicates headed by veirlans,  had  indios amogte soues o the caticaes,

e 9dons oy oed fgues

Aste B dons ar eals  dieed S
cany from GAOSs, wih ous showing \itualy
no diierence n te nonsgedion fes  fom o
tiicates headed by veterans  compared o those
headed by nonveterans.  Aswel  dstuss  shotly,
honever, for our sampe these oved  fgues
mesk major  difierences N sdedion raes based on
cetfiicate souce,  The diferences n te MSPB
andGAOresultsmayhavebeencausedbythe

Wwo samples being drawn at different tmes and
fom  diierert oues aswd aste bt et et
ther sampe wes dawn b be daisicaly repre-
e o d Feded hig

Diferences  n Hing Resuis for
CompensableandNoncompensable
Veterans

Aswele adready noed, tee ae some sonifr
cant differences in how compensabe and
noncompensable  velerans  are teated  under the
preference  law.  The difierences—which indude
Kihg ocompensdbe \eerans before

the ‘foating o te tog' o qudlied compensable
veeas eoyd on oaficaes o sinic a
professional jobs a or above GSgade 9—are the
sk o pooy dedsos  tet ae neded D
grenghen  the preference for  compensable  veler-
as. Thexe dfierences h tegment kd ws D ok
fr deerss h ek

Wehoped o answer three  questions:

1 Were cettiicates headed by compensable veter-
ans used subsiantialy moe o kss oen  ten
ones headed by other veterans?

(GAOIGGD-9252),

Washington,
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Tae 9
MSPBand GAOFindingsonNonselectionWhen
CertificatesWereHeadedbyVeteransComparedtoNonveterans

Percent of tme aselecion  was not made

f acice Wes In  CurrentMSPB Study In EarlierGAOStudy
HeadedbyaNonveteran Ky g8
HeadedbyaVeteran K33 6
Combined (total) IO 510
Tod  oatiicaes revened 1040 1136

Noes: Pementages ae not rounded n tis tble because GAQddnt round the fgues n s repot  The number of cer
tiicates repoted  for MSPBs sudy exdudes 29 oetiicaies for whah tere were no canddates.

2 How dd the use of certiicates headed by vet: eal, st hef o ar oaficaes besed on ey
gas n ether caegoy ocompae © te use of Hs  reked i dedeios o des a
cettiicates headed by nonveierans? nonappointment  because the candidate ‘feied 1o
3Dd the hing procedure used appear t0 have respord © an ofer” Boh ae muchhgrer fg-

. ues than were ddaned for hing under te
any efiect outcomes quesions 1 and
on e o oher procedures, and undoubtedy have a bear-

2 ) . i
The resuits shown in tebe 10, which foouses o n e
ae in ) ) ..
on ot gy i Astebe 10dons te paen for regeer hiig

5 noicdhy  diierert fom te paten o e ex
Weshould emphasize one point conceming  table amnng o demonsraion  poed hing. For reg

10; ssedon  fom a cetiicaie headed by a par- ser hing te @es o sedon o ay peson
folr  caegoy of veeen  doest  necessaly a catiicie wee hges o caticaes headed
meantet et caegoy of veran  wes seleded by compensabe  veerans,  next highest for those
For eanpe, | a cefiicate wes headed by a headedbynoncompensableveterans,andiowest
compensableveteranandhadnoncompensable for nonveeranhesded  oatiicaies. Ths hoghio
veerans sed  second and thid, the manager low scedion  paten  wes compeiey reversed  for

ooud sked ay oe o tee tree weas O hing based on boh oher pocesses.  The kinds
a oeificate wes headed by aveleran  foloned by  of jos being led  mayhave cobed © ts
a number of nonveterans, the manager coud se- ouoome. Mogt of e regser oetticaies n ou
b ay do te tp thee nneeas | e et sampe wee for  whieoolr adminstraive or
ean a te p dedned ajb der  Aswenced poessod s & GSgades 5 7, or 9 Thee ae
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ety o eay mdled gades haig reaively
gereic  quidicaion fequemens. h oontas,

jpbs n or sampe that were beng fled  through
case examning and the demonstaion proect i+
dded afl rage o wie ad bueodlr s
a d gadks Mayhad vey spedic qualication

recuremens. t maybeta the moe sedic
quemens o thee Hir jds ocotbued O the
bner sdedon ries flom  ceriicaies headed by
compensableveterans,someofwhomwereonly

bescdly  qelied bt hed beed D e oo

s  moe dificuk D hypohesze  an exanation
or te dieecs N ssdn e pders oo
ceriicates headed by noncompensable  veterans
(vho dont ‘fost 0 the top) and those headed
by nonveerans.  Peataps tis dso wesmled
te ks o pos beg fled Ve te tee hig

sral numbers of canddaies  (ypcal of bah case
examnng and the demonstaion  proed). Or it
ocoud bereaied ® te geaer dependence on
managera  recuiing found in case examining

and the demongraion  proed, wih  nonseledions
aly recuted—and thus prefered—nonveteran

candidates.  ooud even be some combinaion  of
texe fdos

As noted, case examinng—which uses a tradr
tond appoach O veerans preference—increas-
gy b5 te waycompeive jdos ae fed

Honever, the demonstraion  proect—whose a-
temave  hing procedues ndude anewap
poach O velgrans preference—also coud be
used moe widdy n te fuure.  Theeloe, the
outomes from those procedures deseve dose at

pocesses. It coud be a consequence of receMg =in
Tabe 10
Distrbution of Certiicates From Which a Selection
ofAnyCandidates\WasMade, by VeteranStatusofthe
Person Heading the Cettificate and by Hring Procedure
Hiing Procedure  (Cetiicate Source)
Satus  of person Case USDA
heedng  oatiicaie Register Examining Demonstration
Compensableveteran 85% (362 47% 43 50% 35
Noncompensableveteran 82% 4049 49%  (EH112) 53% (2445
Nonveteran 74% (123 61% (285464) 71% (9613%)

Noe: The numbers gppearing below the percentages refled te numbers produdng  the perceniages. Thus, 53662

meastat 62 oattiicaies fom regsers were headed by compensabe veerans  and 53 of those 62 cetfiicaies

bs
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Wenoe that for boh case examinng and the

demorgiaion poed,  caticaes wee ks kel
o resut in appontments of any candidates  when
they were headed by velerans, wih quie  simiar
es for boh hing pocedues and for boh

competive  and noncompetitve veterans. How
e, weaso found tat case examning and te
demonsraion  poedt resued i the appont

ment of velerans  a higher raes tan were ap-

poned foom regsers. Fom ths  we condude

e

1 The demonstation proed's demaie  appoach
o ganing \erans preference produces  about
te sareresls  as te tadiod approach,

and

2 In ems of te uimae measue—acial hi-
ing—caseexaminingandthedemonstration
poet  ae moe key  ten mgser  hing O
resk  n te goponimet o veeas

WhatResultedWhen

the Qually of Cancidates,

Incuding  Nonweterans, Wasan Issue
Althoughwespeculatedabovethatmanagers do
sometmes choose nat 0 sdedt  anyone rather
than sded aweran they dont want, weexam
ned or sampe o oaticaes for moe der ed
dence of whether the presence of velerans on
sos. Spedicaly, webded for eddence o wt
eans bloding nametequested  candidates.
Twerywo pecet of our sampes  regeler oer
tilcates imoved nameregquests. The comparable
fgues for oofiicaes fom cese eamning ad
the demonstaion  proect  were 21 percent and 11
percert,  repecively. Ih or sampe, eeas
blockedmanagersfromreachingname-requested
canddaes oy infrequenty. 2 percent of the
e or caficaes fom regeEs dpacat o
those fom case examnng, and 5percent for
those fom the demonstaion  poect Futher

more, 16 percent of a nametequested  candk
dates subsequenty  appointed were themselves
\egas

About 7 percert  of al nametequested  candidates
in our sampe were wihin  reach but were not se-
kbded (The fgues were dbout te samefor d
tree hing procedures)  Wewere cuious  about
why this  happened. In afew inslances  managers
sdected oher canddates  even though they ocoud
have chosen the  individuals they had requested
by name. Honwever, most of the tme selecions

werent made because of everis beyond the se
bdg maneges ooid, such as b feezes  boss
ad s o te ke

Whenconcems  are eqoressed  about veferans  at
te p o caficaes oeta B feqely ex
pessed 5 tat manegers cat  suooessiuly aoedt
o tem; that manages must ether take them (e
s o ter  qeios o Sy o
the o) o ke nooe Our sudy fndngs suyr
et et &t Bt recsssaly e tat maneges
ait died  suooessl, dhough te rebivey

hoh monsgedon  raies for  ceficates headed by
veas  ndcaes tet the ‘Be moong opion B
wd Gy den

Athough our sample reveded barely a handful
o omad manegeid  ojedos D wveEas, tose
wefound were more likely to be sustained  than
oerded Wenoed smir reslls h an even
sraler number of dgedions O candidates with
o veerans  peleence. Mot of e doedions

Guoosssili o ndt, adb vweras o nd) wee
besed on e suishily o paricder candideie

for agedc b whie te few ahes wee besd
on caddbes qudicaions.

s possbe tat te vey smd number of dogec
tons in our sampe maybe accounted for in three
ways:

1 Manegers ae gerey  satisfied wih  candk
daes refered  trough  examining  processes
tet ae wokig pety wel
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2Manegers dmpy eed D reun oetfiicaies ut
used when they determine  that the persons
they can hre (Wheher veleras o
nonveieans) dont meet ther  expedaions; or
SMaeges aet wihg D eet te et rec
essay D puske andgedon 0 the qudica
fos o suddly od acadde ues a
bner @ed cavdee B patobdy atrachve.

Ouw daia suggest that  unqualiied or unsuited

canddates, whether veerans o not,  can be dat
lenged  successily by digent  menegers. The
probable reason managers chalenge  candidates
ey b tat te pooes regues e ad e
fot  which managers would be lkely to expend
oy f tey foesee a patokr payof  (uch as
beng abe © appont ancher canddae on te
oaficae) Ohewee tey W poely 1 te
vacancy through  aemative procedures.

The Additional Efiects
ofVeteransPreferenceinSummary
Thefollowingsummarizeswhatoursampleof

ceriicates revesked about howveerans prefer
ene deced te Ferd adskedn o cadk
s, e doe o n cocat wh te e o
hes

s Ahigher propoton  of velerans  (compensable
or noncompensable)  appeared  on certiicates

dawn fom regsiers  than on those fom case
examning or the USDAdemonstraion  project

s Compared 0 regster  hiing, case examining

and the demonstaion  proect  both had higher
gpotmet r@ies or veeas kBed iE o
oaficaies. Apportmet @es  for ioplsed
veteransundercaseexaminingandtheUSDA
however, aso had more nonselections than ap-
pontments.

In the few instances where managers contested
te queicaios o job sishly o dher
veerans (O nonvelerans), the managers  ogec
tt weas peeee st omgd te i
foces te sdedon of someore bdieved by a
manager 1o be unqualiied o unsuted for a
jdh

Veeras pefeence peveed te ssedon  of
nametequested canddates N oy 21t 5 per
ot o d  oaficaes (eving byhig pooe
due) imohMing  name requests.

The reively hoh mossedn e o o
caes headed by veerans  suggests,  however,
that managers farly  ofen choose t© make no
skedn  @d ue derdie pocedues  © fl
vecandes) e ten ssed o ddege awet
aan

A ReporT BY THEU.S. M ERIT S YSTEMSP ROTECTIONB 0ARD 29




HandlingSexualHarassment

SuMMARY CONCLUSIONS AND
OPTIONS FOR | MPROVING THE SYSTEM

SummaryandConclusions

Whet are weto make, then, of te mie o tree

ad s neradion wih te pdcy gating  hing
preference  t somevetrans o famly  members of
veerans?  Dothese kegd requrements  hep o

hhder Federa hing  besed onrebive mei,  ad
dothe gound nies tat govemn ther  operaion

suppot  that goal? Our findings  add to a growing
body of evdence * conceming two key points:

s Therde o tree does not repesent the best

way b foser nmeitbesed  hingg and

= Ineradion between te e o tree ad the
amert  gopoach © veerans  peferece o oF
en podoss el tat ae it n te best i+
eress o manegers o job candidates,

The sgniicance o ar epots  fdgs B hege
ened by the cument emphasis on improving  the
operaions  of the Govemment Owver the past 15
years MSPBhas reporied  criicaly on a number
of broad issues that webeieved weakened or un+
demined menit  Stafing. Amongthose  issues

19 Refleded
eans  Preference” and ‘Does Veerans Preference Need Updating?);
of te US. Depatment of Agriculture

n repots  fom souces as dvese as GAOn te pevosy ded repots  ‘Reconding Maregerid  Fexbity

were quesionable  uses of exceped o temporary
appontment  authoriies and vaious proposals O
changehowtheGovemmentexaminescandi-

daes for employment and sets  whie-colar pay.
h e assessmes o e Feded od sevie

wewl pay patodar denion 0 ados tken
by depatments and agences (incduding OPM)to
addess te sses deossed n s repot,  wih

geedd  foos on te fdonng

TheRuleofThree

1The sy suggess tat te e o three

doest Imt manegers doce as olen  as oo
ventional  wisdom would have us believe.  The
st © e eamning h pae o hing  fom
egeErs gopeas 0 artbue Subsaniely o]
ts fdg Thene o hee 5 Mt aimig
facor for managers when fewer than four

Queliied caddaes  ae named on ceriicates.

Whie only sighty moe than onefouth  of
or sanpes  ceticaes fom regees oo
tained tree o fener names, the comparabe
propoion  fom case examining was nearly
aanhen hd o tee aes  te e

Wih Vet

the Pemsana  Sate Unvesty ([ anud evauaion repors

Personnel  Management Demonstraion  Proect  prepared  for  OPMn 1992, 1993, and 1994), the

fomer Naiond Adisoy Cond onthe Pubic Senie (Emsuig e Hghet Qually Naiond  Pubic Senie?  Washingon, DG,

Sepember 1998 and MSPRN the pevialsy  died repots  ‘Erieg  Professondl Posiions

‘Workforce  Qualty and Federal  Procurement  An Assessment).

n te Federd Govemment” ad
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Summary,Conclusions, andOptions

o tree spy ddit imk maneges  dhooes es b sded fom amogte top tree avalbe
Honever, regadess of te hiing  procedure candidates  when carticates oconen  more than
wed d - oatiicaes n or sampe whch oo tree names Abou treefouts o d oaii
taned ony one or two nameswere subect O s fon s ettt aiein te i
the oher requrement of te e o tree—the ue wesony about oretid for case

one which gves managers te gt 1 request eamny oaticaes adte e o tree
addiordl  candidaies. doesit gopy n te demonsaton  proed).
2The shit in howte Govemment hies appears Becase they must reer  canddees  norrk or
0 be accompenied by adedne in te impor- d, eaming oices  met @ ad Ak ek
Bre manegers abe D te gt D request gbe canddaes when there alemorethan
adionl  canddaes o that  they may choose free qelied  cdees  Ats pot te
EgsEs  mecessedos fom caticaes oo g see

finng just one o Wwo names, the comparabe Ay te dieerss n eamdin o &
figues  were treefouths fom case examining soed D caddges ofen ae o stdl et te
andalmost100percentfromthe USDAdemon- meaning and impotance  of the dferences s
srion poet Fomts wernfer tet maneg  quesiosbe  Therak oder of the canddaies

e

es fequenly dont see aneed fr the suing fom tose smal sooing  diferences may
gueraieed foor o a ket tree canddbies be decepive.  Consequertly,  requiing  cancidates
when selecing  new employees,  especially o bebed adsdeded n rak oder does kess D
whente hing pocess & aeta eaus o ensue sdedion  based on meit than appearance
ey for te o bayg #d sgoess. The caiegoy  raing  process  of the

3Jdgng fom the pevdence o sdedions fom  USDAdemonstafion  project  may serve  organiza-
very low numbers of candidates,  managers fors beter  then does the pocess of ushg  spedic
had avey shotsged vew of ther  safing soes D deemie  the oder of canddaes,  par-
resporsholies, donng  immedbie  sefing fouady f tee ae armrhbiey boge nube o

neecs D die ther hing decsons  whenthey mridales Ths & becawse t dons  manegers
shoud befoousng  onthe long tem. Managers ~ COsder  moe aspeds  of candddes  qualica:

0]

may be sagificng qualty for epedency when 0 dung te seach for te best caddee for

they make selecons  from among very few te ppr o

wnddates Sud1adecisio_rmak‘ng process  has Second, bige numbers of candidbies  are receving
poentdl  ongem  negaive  consequences  for fed sooes. Sice sdedon must be fom among

te e qaly o e Feded  wokdoe. te tp hee ackbe cadddes  novles
This outcome is madeeven more likely by the wih equal sooes must be paced i rark oder
goug we of he kss dsoimieing  pOESS gy p dow ki d te o tee’
of examning canddates trough assessment of Ths, eaming ofices  mut appy tebedkers
ter tang  and eqeience h reay teefls o ar s ceiaes

4 Bxamingion  sooing  podems  that suface  in based on regsters—and  more than onefouth  of
the gpplcaiion o te e o tree have met thosebasedoncaseexamining—arandomnum-

hing  implcaions thet need aenion As bers procedure weas used 0 determine  the  order

badgound, te e o tree reques manag o te Bed caxidles Adhn oethid o te
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oattiicaies besed onregeers  ad aesh o
thembasedoncaseexamining,randomnumbers
were used o determine  whether candidates  with
ted scoes woud even be namedon te cerii
cate. Alhough the applcation of random num-
bes poedies 5 vay B soEdEY, i doest
ootbue  © hing besed onmet Futher,  te
pocess 5 needed oy because te rie of tree
eqies caddbes D belbed h Ak ode.

Wih regad 0 the Bsues deassed thus fr n

ths summay, webdeve tat te e o tree as

now witten  should be supplanted by an ap-

proach that would:

s Cove © bebesed onamiond  nid exan
g pocess

n Aterpt o daw canddates fom the lamgest
pracicabe caddae  poct

m Gve managers good assessment tooks;

m Teach them howto use those ok eflecively;

s Use aneweer ad sgedion e tha
would—

O Seek o refer to managers an adequate num-
ber of top ranked canddates,

0 Let managers determine  which refered can
dbies ae bet fr paiolr s (OMU
gopopicle . deference 0 velerans preference
ws) ad

m Hod managers accountable for the process

tey ue adthe resus tey ddan

Ths appoach ks ocosiset wih te Naiod  Per
fomance Reviews emphasis on leting managers
make most personnel  decsions  and holding  them
aoouebe  for te resus ks angopoach tet

hes been gpled  eflecively h te Pc Sence
of Canada for many years. ® However, it wouldnt
beaneasyapproachtoimplement Managersand

personnel  ofices  (including OPM)wouid have t
overcome decades of expefience  in an ermion+
ment where a managers e in assessing  candk
daes hes been imied. t woud repeset asea
dange n rdes and behavior, but a dhange that
woud beter ft todays emvionment

Oneway to implement such an approach is t0 ex-
ed Dte red o te Feded ad  snve te
‘category  rating”  process pemmited by the USDA
the need © makefre numeicd sooe  dsinc
tons among candidates  (which  may mean litle
o nohng n ay @x)
Andher opion 5 D repece te e o tree wih
arequrement simpy to refer “an adequate num-
ber of canddates” The defniion o that ©m
woud belet 1 the eaminng dice and the
manager, and would hinge on fados  such as the
nae and gade e o the g te duy loca
ion o te oy adte Eevat b nmaket Pop
ely applying Qgood assessment ftools,  managers
woud ten ssed te caddae onthe oatiicae
whobest meets the job requirements. Veterans
preference procedures  coud operate under this
approachinthesamemannerastheydounder

the e o tree emsuig ta te manege’s e
oveig o caddees ddit  adversey  afed the
s o vweas onte odfice Ths gopoach
woud eimeie te need 0 dsingush arii
aly amogtop caddates wih fed soores,
woud acknowledge that our examining  instru-
mers aet asfe asawet  padoes  Suges

2US. Meit Sysems Poedon Boad, “To Meet te Needs of e Naions Safing  te US. O Sevice ad te Pldc Sevice of
Canada” Washingion, DC, January 1992, pp. 2932 However, the Canadan Govemment does not have veterans preference  laws in-

ey wh B met Hig  Bas
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and woud strengthen  the rde of the manager in
te hing pooess

Boh of tese demae  appoades doen ocodd i
aease te number of candidaies preserted 1 a
managercomparedtothenumberpresentedby

the e o tree. However, our sampe suggests
that—especily gwen te deoessed use O regs
ters—ether  altemative would present  managers
with overwhelming  numbers of candidates.  There
were usualy  fewer than 10 qualiied candidates
for joos beng fled trough dher a2 ea@min
g o te demongraion poet Benif d tose
ek o ead ote cice wee pe
sented to the managers, the number usualy
wouldnt  exceed the number now often consid-
ered by managers making ment promotion  selec-
makeraioral  (@nd defenside) decsons  concem-
ing the number of canddates t refer  when the
oetticaies wee besad on regeers

Boh of these opions have appeal  Boh addess
or concems wih auret  padice @ requing
more fom the examnng sysem tan t s ca&x
pebe of gvg ad (@ rhig on admnstaive
procedures 0 make atiical distinciions among
apparenty equal canddates o meet te require-
mers o te w caled e e of tree  Hher
opion  woud requie  legsition D impement
There appears to be room for boh in the
Govemments  invertory  of hiing  procedures.

The key 0 effectively impementing  changes  of
ths naure s howwel manages are pepared D
ke onagedy eanded e n assessing  cant
dbies Pat o tat pepgaion nvoves  per

suadng managers to think about the long term
when they hire. Taking the longterm  viewpoint

indudes recognizing thet moe canddaes  are

peebe © Bner h Mot isaesss een i a
tadng abor gqpcat pod regies  addk

d e

Anather pat of the pepasion s teachng man
ages b hnk about g s n was vy df
et fom tdys ue Indeed o tyig B awod
used as screening hurdes,  managers need

thnk of them as addiiondl os tet tey can use
O assess the best gppicans. Such a dange hes
implications for where, when, and by whomtests
ae gven It udobedy Wl reqie wWyg ed
noogcd gais D adminser B (uh as te
AdministrativeCareersWithAmerica,orACWA,

sies)  fser  and moe convenienty, s that man
ages mayoet the resuis  amost immediatiey af
e te aqpicas ©e te s Thee dages
pose achdlenge not oy t managers but aso
OPMand to agency personnel  offices. Good as-
sessmet ook eds,  and ahes  can be developed.
The chalenge is 0 make managers want 0 use
them because tey ae readly avalbe ad

hghy usel assessment tds, whie a the same
tme poedng te tess fom compromise.

Fnaly, managers Wl need guidance in what as
sessment technique o use when. Whenal  of
these peces ae put together propely,  Feded
managers Wil be betier abe t© make good hiing
dedsons  tat cowbue © te mmedbe, dhot
m, and ongiem  goas o ter  omganzations.

ANoteAboutRestrictedCompetition

in the Demonstaion  Proect
Wenotedsomeinstanceswheredemonstration

poed  manages resticed competion 0 be cer
twin tet they coud reach canddates who had
workedforthemunderexceptedappointments

for asslhg as2yeas Cetanly tose canddaies
had aready been examined faily—they had per-
fomed te wok But resticing the fowv o ap
plcaios D beret  pafoer inovoLes Bt a
good answer.  Rather, such siuaiions vwarant a
secd  adholy eghdet D te oetat pe-
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mis converson  of Student Career  Experience
.

Inieracion of Veerans

Preference  and the Rule of Three

The dlowng  resuls shoud be noied n parior
la:

1 Oursudy dd not suppot the ofen eqressed
vew tet veerans  dien bodk te sdedon o
pefered  canddates. Insead,  ushg name-
requesed  canddbies  as o pot  Of reference,
wefound that wveterans blocked nonveteran
nametequested candidates  only 4 percent  of
te e

2 Weound ite sypot  for the conventional
pacpin tet te ssdn e r ceficaes
headed by veterans is oconsderably  lower  than
te e for ceticaes headed by noneleras.
Wihout regard t hiing  procedure,  we found
te dierenoes n ssedon s o toe wo
Gcepoes o caftaes 0 be nyicaly
smal  However, wedd find that proportion
aely fener sdedions were madefom case ex
amhng O demorsieion poect - certicates
headed by veterans than for those headed by
nonveterans.

3 Veeas pefrence doesnt  gppear O emsue
s for inoviduals woaent qeied o
siighe  for them. Our sudy beled te wide
soead percepion  that manegers cant  success
fly det 1 unudbied o usuigbe
veieans  but raher must elher seledt them o
no one. Athough the numbers of dbecions in
our sampe were smal, wefound that obec
tons t boh veerans and nonveterans usualy
were sustained. Obedions appear © be saved
for tmes whenthe manager beleves the top
raed candidate (Whether aveleran o
noneeran) 5 a patoialy poor  cancicie,
and when someore ese  on the  cettiicate 5
worth  fighting

o reach. Othewise, making no

skedon ad w&g  demsive measob 1 te
b apears © bete usd regpone.

4. The ‘foeting b te o posn
compensable veterans—the primary focus  of
many managers concems about veterans
bodig  oeticaies—s becomig ks o ans
se wih te sht anay fom hing fom regs
pace  indviduals wih sooes tet maybe ut
pessing ahead of even canddaies wih perfedt
sooes.  Howeve, the gesr use of aher hiing
pocedues 5 migaing s ded Fo eame
dhough oefouth o o sampes  oefiicates
fom regsters  were headed by compensable
weas, anpade fgues  for ceticaes
fromcaseexaminingandtheUSDAdemon-

daion poed wee oy 7ad 3pecet, e
Sect Y

Aste for pos st highighied indcaie, oo+
it maywel be possbe to change how velerans
peerece B abhiseed © te sadbadon o
boh vetran and nonveleran  agppicants as wel as
managers—at least in most areas of concem.  One
promising  atemative is the USDAdemonstration
poed  gpoach, whch reques  tet a  qudlied
caxidaes  be paced n the appopise  raing
cegay (Qely o eige)  besed by onter
queliications. Oy ten B werans  preference
pelerence over nonvelerans N each g cat
egoy. Honever, the foat 1 the tof’ povison
sooes a te top o the ‘oually’ gop exept for
soentic o polessord ps a o aoe gake
GS9. Thus, broader adopion of the demonsta
ton poeds \vEeas peeence posdos
wouldnt  dleviate managers  oconcems wih  the
“float’ podson  for compensabe  \eErars.
Averan namedfist  on a ceticaie wes sghtly
more ikely o be appointed flom  demonstration
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poedt  cafiicaies ten fom caticaies dawn
fom case examinng (35 versus 31 pecent  of te
time,  respectively). Wethnk that the USDAdem-
angration proeds gopoach © eeas preler-
ence makes astong efot o baance two
impotant Bsues  emsuing et manegers ae &
loned to choose fom amongthe very best candr
Ges adkbe wente ae fing ther  vecat
popise

Optionsforimprovingthe System

ff legikion 5 poposed D émiee e auent
e o tree foud & 5USC 318 n avr o a
more flexde requrement  for meibesed  hiing,
te gd o tet g sod be beter

seve managers and al job candidates  induding

veteransby—

m Encouraging selecion  fom amongas lage a
number of wel  queliied canddaies as b rea
soete  ad feashe

m Pemiing  agpproaches tat do ot requre  ad
mirnstaively otved  febedes b foee
distinctions amongequaly raied  candidates;
and

» Retainingthenumber3asaminimumbelow
whch manegers have alegdl nght O request
elerd o addiondl caddaes  fhch ar
ey & poided for n 5USC 33L7)
Twoapproacheswhichwethinkwouldservethat
epesed god aE

(@ Repace the nie o tree wih a reguirement
tet ssedng oices dd sked  fom amoyg
an adequate number of wel qualiied candr
daes whoare relered  to them by the appro-
The term “an adequate number of candi
daes’ shoud be defired  operationaly with
reference ©© howwel each examning  instiu-

A ReporT BY THEU.S. M ERIT S YSTEMSP ROTECTIONB 0ARD

ment can discriminate among candidates.
used, lrger numbers of candidates shoud be
eered  ad

(b Auhoize agendes 0 use acaegay  raling
system smiar 1t that pemited by the USDA
demonstation poedt Ths sysem shoud re-
pece te curent rumeicadl  socoig sysem.
(Such apovson s induded in proposed
daft  legsiion ted te ‘Feded Humen
ResourceManagementReinventionActof
198)

Wealso recommend the folowing  actions:

1 OPMshould provide more help to agendes in
devdopng the sds  ter maneges ad s
pevsos W need n oder D pay anex
peced e n te hing pooess  spedical,
OPMshoulddevelopandmakeavailableto
agencdes good toos  and technigues  for manag
es adspevsos D ue h assessg job can
mpoving  managers  and supevisos'  abiity
o use OPMswiten examinaions as pat of
ther candidae assessment process.  Such im+
provements wil requre OPMo find ways to
gy te scheduing — adminstaion, ad
scoing  of the examinaions so managers Wil
use them.

2 A te sametme, Federal depatments and
agendes shoud foocus atenion on developing
managers  and supenisors undersanding  of
te vdle o WY edyg Bk g te Ad
minstative Caees Wt Ameica &5) n
newways.Departmentsandagenciesshould
cooperatewithOPMindevelopingformanag-
es ad spevsos the toos necsssay  for ex
ppdg her e n hig adte d&b
neessay D ue te oos  eedy.

3. Federal departments  and agences shoud em+
phesze to manages the impotance of seeking
suficent numbers (more than one or two) of
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welqueliied caddaes for vecades ad
should request good assessment tos  from

Sdeniic o resach  aganzEions Ts ar
thoiy shoud be smir 1o the fomer Coop

ther personnel  ofices and OPMo help man- eraive  Educaton Program converson

agers and supevisos sded flom among rela-
vy lBrge numbes of canddaes.

OPMEhoud esiebish ahiing  auhoidly O per
mt coveson o postdocord caddeies  n

auhoty  (now authorized by the Sudent Ca
reer BExperience Program, a component of the
newStudentEducational EmploymentPro-

gam).
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APPENDIX]1:

PLaciINg THE® RULE oF THREE
IN HsToRrICcAL PERSPECTIVE!

The'tle o tred & apokon o Feded per
sonnel law that requres  managers who are  hiing
new employees to select from among the top
tree caddbes aebbe Hig for te Feded
ad sve B ocompeive Axdcas ae eam
ined through any of several methods, those who
ae judged most qualfied ae reered  for em
poyment  consderaion on a ‘oettiicaie o e
ghes”  Poemet on the catiicaie 5 deermined
by e caddaes mbive  qudicaios. N
meic sooes ae uwsuay  used, and peope ae re
fered for employment consideration in
descendng  sooe oder. Addiond  pons  ae
added 0 the sooes o peope egbe fr \eems
preference,  which 5 dsossed moefly n ap
penck - 2)

s cded a‘e’ becase beoe t wes macke
pat o Feded pesomd bw, t was esabshed
admingraively asaM s=ve ke byte
Goemments  cenrd pesonnel  authorty, the
CM  Senice Commisson. (These nies have been
adminstraive udepnings o te Feded ov
savee  fom i begmings)

Trene o tree n Feded hing & een doer
ten te US G4 Seve Whe te dd  save
does © pessage of e Pendeon Ad in 1883 the

2lUness ohewise noed, the infomation

A ReporT BY THEU.S. M ERIT S YSTEMSP ROTECTIONB 0ARD

e o tree hesis ogns n an Aigust 1871 de
ason o the Atomey Gererd o te Unied
Saes. Pesdent Gat stogy  suppoied  ne
ford od seve rmom, adin 1871 suooeeded
h gaing pesssge of acd  senvice Bw Hethen
appointeda7-member“AdvisoryBoardofthe

g es © impement the bw. Pesdet  Gants
iom of Feded hiing bsed oy 2yeas dy-
ing in 1873 when Congress refused to oontinue
udg ot

Pesdet Gats shothed o s epar
ment wesan impoiant it sep. t led the way n
refoming Federd employment practices by re-
quing @ oompeiive  eamnaions o ap
pontments  wihin  the lowest gades in each
oocupetional - group;, () compefiie  promotion
for advancement o gades aboe te lonest (© a
6-month  probationary peiod folowng  appoint
ment and () esabishment  of a Board of Exam-
ners in each depatment © acialy  examine
caddaes ad manan ks o qudlied 20
plcas. Adfor te puposss o ts sy,
i edded te tk o hee

ThemembersofthepopularystyledGrantCom-
misson proposed armle that would requre  man-

n this appendx wesedaded flom ‘Bogaphy of anldedl AHstoy o te Feded
US. OM Sevice Commisson, Washingon, DC, 1974, pp. 31-34 and 4648.
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apEs eeeMy Bs O cavidees © sked ad
appont  those canddates N accodance  wih  ther
dgandng onte B pepaed by the eamines.  In
aher wods, the peson Bed it by e eamn
es woud havee © begven fist  oppotnty ©
accept o dedne  gppontment This proposal
rased  a constiuional e becase the poner of
gpoaimet s vesed N aike I sdos 2ad
3hoabn guedc ol dies The conen
wes “***tat the desgdion o asge pasn
for appontment by aboad not estbished by the
in a body unknown to the

The ssle wesrefered 0 the Atiomey  Generd,
who submited an opnion  chalengng  that  ap-
proach. Hewote that the pomer of appointment
cotered by the Constiution wes substanial and
not merey anominal funcion. Hefuther  woe
thet requing goponing  diicas o makeap
poniments accodng O te judgments of an ex
amining board would vitually place the power
of appointment in tat boad, which would be at
vaiance  wih the Consiiution. However, he fu-
ther opned, the judgment of the examining board
ocoud beused O ‘nom te oconsdous”  of the
person hoding te power o appont, and the
Presdert o Cogess coud pesobe  qualica
fos adreque ta sdedon  sd  befom

2Q0pnions  Of The Attomey ~ General:
2k, p 56

among persons  determined by proper tests
hae toe quicios 3
MembersoftheGrantCommissionsubsequently
proposed  permiting managers o select  from
amongthe top tree scoing  indviduals—and the
e o tree wesbom Ths e bsed aslog as
theGrantCommission.

The CM  Senice Commisson esiabished by the
Pendeion  Ad took ofice  on March 9, 1883 The
ommssones  fid sk wesb esaEh s D
gve an operatona famenok © the o sawve
Bwv whent wet o eled onJdy 16, 1833
Mindiul of the experiences of the Grant Commis-
an tee comissones iy estahished a
ne of fou, whch n 1838 they danged b the
e o tree Ths posn D asue sgedn
doe remaed add sve e @ regue
ment esabished by adminstatve athoity i
Seed o W) ull & wesiooposed b od
seve bBw asaposon o he Veeas Peer-
ee Ad o 194

Perhaps the most impotant  thing to remember is
that tis nle wesinended D emnsue that manag
es had choces, red mesningd  doces, whense
kcing fom among candidates for Federd
empoyment It wes an aematve o te oig
naly poposed e of oethat ealy  proponents
o oM sve rom bdeed weshboh far ad
approprete.

516, Washingon, DC, August 31, 1871, p. 517.
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APPENDIX2:

PLacING VETERANS PREFERENCE HRING

PROVISIONS IN

HsTtoricaL PERSPECTIVE”

Fomte begrigy o the gpermet  any o
s bangooel b athpdos asad
ks o agns md digs adaneas
erd  meale dies adamises o
btas 4t te mk adke aied ropeBae
wh tem Aste Rediomy  pais  gew
dl t pos we den bydes sy h
te Wad 182 Ths mdy wes honee,
wien b e PRy mt diss  wee
te masd efig b te gtk O te
auty &r may sue 3>

In 1865 Congess passed te fit law ganing
peference N gponimet b Feded  ovin s
besed onpest mialy save Shee then te Fed
el Goemment has had laws ganing at least
somevelerans  somefom of preference in hiing.
Ui 1919 te Bws gatng ts hing pee-
ence focused only on ‘persons  honorably  dis-
chaged fom milaly o navd sevice by reason
of disabity resuiing fom wounds or sickness
houed n te e o dy” “Asarek o wwo
lans passed in 1919, employment preference  was
edended O ndude nondsabled veeans,  te
wdows of veterans,  and the spouses of inured

24The information
Preference
= hd,
*m pl
“H p Bk

in Federd Employment, 18651955
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n ths appendx wesedaded fom anundaed US. CM  Sevice Commisson booket  tiled

veerans.  These povisons  remaned n efed i
i Jue 27, 194, whente Veeas  Prelerene
Ad of 1944 wes enaced.  That law, wih subse
guent amendments, remains the Siatutory basis

The 1944 act wes approved by arecod wvoe of
3/ o 1in the House of Representatives and by
unanmous wole in the Senate. The moodof the
coutty h 194, wih resped © veerans,  can be
judged by te folowing  saement,  contained  n
Pesdt Roosadls Hr edogg te d &t
was submitted  in the House of Representatives:

| btbe ta te Fbd CGoemet Ldar
mhb gay asaenmbe dSuld de
te kd h asuig toe woae h te amed
s ta wentey un geH aHEbE
an w kger btenh ta dm b @&
e embmat | 5 amdd/ ok b
e mbs o ar yarg menadt o e -
mpmeks & te e o iy b pe
se te A  adten eped tem b eUTe
A asbdan o b ten ¥

‘Hsioy  of Veteran

p. 1L (The GM Sevice Commisson booket  atoutes ts quoe © Leonad D. Whie n “The Jeflersonars”
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As oiginaly enaded, preference wesexended ©
veeans  and oher peference  elgbes by auy
mening ther examnaion sooes wih ether 5
fr rmocsabed wveEa®) o Vpos (o &
aded veerans  ad the preference dgbe wies,
widows, and mothers of veterans). The augment
g pons were added 0 the indviduls soore
before deerminng  whether the person hed
achieved the minimum passing score of 70. Ten
part  elgbes wee peoed a te top of the ap

Amendmentsenactedin1953changedtheopera-

ftos o vweans peeence n saved  impotant
ways A, egde  indvdies hed D reOBNE A
pessng socoe on the appopiste exambeore  re-
ceMng augmentng ponts.  Second, automatic

peemet ategpp dte B o s wese
seved D wveerans  wih  a compensable  senice

comeced  disabity o 10 pacent o moe. (Other
10pat  eges d meeed tee Dpoks ki
were paced onte Bt ahead of nonveleras o 5
pat weas wh eqd soes) FHdy, te e
sticion agand  adomaic  peoement a the top
odte B wesrded sotda ts ‘dng no

bgr gyed © poessod o Sdernic ps a
gade GS9 or higher.  These revisons  had two
G des (1) tey dmaied angxr pat o

aiicsm by equing apessg soe beloe

ganing te augmening ports, and @ they

cealy esdded te pdoy o gaing cin
dsdbed veeas  (hose wih  a dsahily gest
enough O warmant  disabity compensaion)  the
eta hig adaiage o ‘foaing’ o te p o
BEEs o M s

B5USC. 2108

as povsos conceming specd  preference
ganed © werans n removd and ceian aher
adee adons. Whke tese poisos ae im
potant © veeans, tey ae not gemare b this
Sudy ad tus aent dsoussed  hee

For the puposes o ts sudy, the key hing  po-
vios o e aret peleece bBw ae as o
bns

n Veeans ad oher pefrence elgbes
fred asfons #

(@ Veterans  are indviduals whosenved on ac-
tve duy in te amed foces duing awer,
N acampaigh o expedion for which a
campaign badge has been authorized, or
whoservedduringtimeperiodsandunder
condions spedied by Bw o eecuve O
der, and whowere separated from the
amed foces under honoabe  condiions  (f
separated  through  refrement, generaly
these indvduals maynot have retired
above pay gade O4 (maor or equivalent)
ukes tey ae dsdbed \eE@®)

(D Dsabled velerans  are indviduals who have
seved onadve duy in the amed foroes,
have been separated therefom  under hon-
oable  condiions, and hae esabidhed  the
peset edene o asevioecomeded ds
ady o ae reMyg anpasdon,  ds
aily miemen  benls o peEos
because of apubic law adminsered by the
Depatment of Veerans Afais o ami
tery  department

Q Pekee  eges  ndoe (1) d ek
ing veterans, (2 the unmamed widows or
wdoners o veerans, (3 under cefan O-
aumsances @ the spouses o senvicecon
neced dsabed veeans, o () the mathes
o eher () indvdes woks ta  bes
whe svig n the amed sevoess o ()

as wd

ae e

a o
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veerans  wih a pemanent and toia  ser-
vieecomeced cisatly.

s Egbes hae 5o 10pos  added © ther

pessig scoe on te gppropriste . examination;
(@ 5 pos  for nondsadded  veEas.

(O 10 pos for dsdbed wEEAs O pee-
are efies

The names of persons  elgbe for veeras  pef
gene ae anweys eeed onegees o EBs
o eighes ahead of pasons wholadk  veterans
peference who have the  same rating.
comeded  disabiies o 10 pecet o moe
who pass the appropriate quialifying examina-
n aeeld @ mmteegr ok dd
gbes. Ths pracice s commonly known as
“foating D the o’ Thee dsdbed \elEETS
aopear a te top o B h agmened scoe o
der, adae doned byd oher qualied can

doaies. ‘Hoatng 1 the g’ does not gopy ©
Scertic o poessord psions  a o doe
GSgrade 9.

A ReporT BY THEU.S. M ERIT S YSTEMSP ROTECTIONB 0ARD

m Excepied as noed below, whenselecing  from

a cetiicate amaneger must aweys seedt  wet
egas Bed aead of moveas Ths B tue
wheher avelerans sooe 5 eqd D a
noneerans o, as meyooor as arest  of the
‘et D te of pokEn  awee’s soe b
bner ten a nonveerans. fsaed veErans
ae lEed o a te p o adice a
maneger 5 not requied O sded the one
named fist Insead, the manager s pemitied
D ssed  fom amongte tp tree avakbe
veleran  candcaies.

A manager may chalenge the requirement to
s awveean twough apoceduae caled a
‘pass ower” Passng ower aveeran  must be
susained by OPM.The affeded  wveteran 5 i
fomed of ths adion and under cetan  droume
dgances Wl begven adance b repond B the
managers proposed pass over. A successiul
pass over mayalow amanager b seled a
nonveteran wih ascoe equa ©, o lower
ten, ta o te ddeged eEEN

41




APPENDIX3:
| NEORMATION ABOUT THE STubY DATA SAMPLE

This appendx provides — addiional information about the sampe of ceriicates and suppariing
reoods rvened for ts  sudy

Ceriiicaie Souce
ReferFrom Case USDA
fem o Inerest Regser Examining Demonstration A
1 Number of cerfiicates 246 633 190 100
2 Pay pan ddituion o oaticaes
GS 27 92% 591 93% 12 91% 90 93%
WageSystem 19 8% L2 7% B 9% N 7%
3. PATCORIstibuion o ceriicates:
Poessord 118 48% 178 28% %5 30% 2 33%
Adminstrative 1 29% 22 45% 6 3% IO 34%
Tedricd 2 8% 107 17% 8 46% 25 20%
Cad “ 6% 5 2% B 12% 2 5%
Other 4 2% 9 1% 0 0% 5 1%
Bleakr 18 7% 2 7% B 9% B’ T%

continued»
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Ceficcie Souoe

ReferFrom Case USDA
fem of Inerest Regser Examining Demonstration A
4. Destrioution o oatiicaies by eamiing dice -
OPMBaltimore,MD,
Senvice  Center O 33% 117 19% 0 0% a7 18%
OPMWashington,DC,
Senvice  Cerer 1 ** 20 32% 0 0% 201 19%
OPMMacon, GA,
Senvice  Center 160 65% 0 0% 0 0% 160 15%
OPMother examining ofices 3 1% 7 1% 0 0% 0 1%
ASCSKansasCity,MO,
Oclegated  exam dfice 0 0% 20 32% 0 0% 20 19%
ARSGreenbelt, MD,
Oelegated  exam dfice 2 1% 10 17% 0 0% 1 10%
ARSGreenbett, MD,
emodaion poged dice O 0% 0 0% 190 100% 10 18%

" Percentages
* less ten oehdf o 1 pecent

in coumns maynot equal 100 because of rounding.

A ReporT BY THEU.S. M ERIT S YSTEMSP ROTECTIONB 0ARD
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