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With the increnge in the area of governmontal
activity and the complexity of governmental op-
erations, public personnel administration has bo-
como of inerensing importance. In the last fow
years thero has been a rapid growth of public
gentiment for cffective administration on a merit
basis, ovidenced in various polls and in the interest
of civic organizations. Much lip service has also
beon given to merit management of public per-
sonncl,  Thisn has affeeted tho freshness of the
arguinents for the merit system but not their logic,

It is as true now as when it was first said, that
greater cconomy and efliciency can be achieved
through the employment of tha best qualified
persons in a career service; that the development
of employeoe morale and effectiveness through
sound personnel practices is an cssentinl of good
management; that open competition is the most
democratic way of obtaining the most competent
personnel; that administralive oflicinls are re-
lioved of personnl and political pressures and
antagonisms through n merit system; that public
confidencoin the operations of a public ngency may
bo increased by assurance that its personnel has
been appointed on the basis of merit; and that
decentralization can best bo achieved where
proper personnel standards prevail at all lovels of
government,

In o merit system the cmphasis should be on
merit rather than on system., llowever, unless
definite personnel rules are promulgated, ade-
quate machinery established, and proper proce-
dures installed, the merit principle may not be
put into effect. Justice eannot be guaranteed
without a legal system, but in administration, as
in law, procedures must not usurp the place of
purposes.  The emphasis in modern personnel
administration has como to be placed upon the
positive upproach-—the utilization of scientilic
techniques in selection, placement, staff dovelop-
ment, job classifieation, and salary standardize-
tion as aida (o cflective management, rather than
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meroly ns negativo dovices to prevent the intrusion
of politics in persennel administration. 'Theres is
still need, novertholess, for courage and firmness
on the part of administrators in provoenting the
avils of the spoils systom.

From the outset of its activitios, the Social
Seccurity Board lns encouraged the dovelopment
of porsonnel adininistration on a merit basis in the
Stato agencies to which Federal funds are granted
for administering unemploymont. compensation
and for publie assistance. The Board does not
oxcrciso control over the selection, tonure, and
compensation of individual omployecs in the
Stato and local units administering these pro-
grams, but it has required the States te obscrve
minimuin objective standards necessary to pro-
moto cflicient administration and safoguard the
uso of Federal funds, To assist State social so-
eurity agencies interested in sotting up merit
systems, o Stato Technical Advisory Seorvice was
ostablished in November 1937 in thoe Offico of the
Exceutive Director. This Service offors the
State agoncies, through the Board's Bureaus of
Publie Assistance and Unemployment Compensa-
tion, ndvice and assistance in formulating merit-
system rules and regulations, installing a system
of personnel administrotion, and training members
of State stafls in personnel work, :

I'ho Board has pointed out that under the Social
Sccurity Act it is unablo to certify Federal granta
whien conduct of a State programn violates any of
tho specific requirements set forth in the legisla-
tion. To withhold Federal {funds, however, is, in
tho statement of the Board in its Third Annual
Report, “a drastic step to be taken reluctantly
and only as u last resort, sinco it is likely to work
hardship on the needy and the unemployed.” 1In
view of this dilenuna, the Board suggested, “It
would be more effective and certninly moro
cquitable if the Social Security Aet were amended
so that approprinte corrective action could be
taken without injuring beneficiaries.”” From a
mimber of sources the suggestion has come for the
amendment of the act to clarify the provisions
relating to administration and to give the Board
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explicit authority to require morit systems for the
election of Stato porsonnol.

In his messago to Congress on social socurity
on January 16, 1939, Proesident Roosovelt do-
clared: “Much of the success of the Social
Security Act is due to the fact that all of the
programs containoed in this Act—with one nccos-
sary exception—are administored by tho States
themselves, but coordinated and partially financed
by the I'ederal Government. This mothod has
given us floxible ndministration and has cnabled
us to put these programs into operation quickly.
Howover, in some States incompetent and politi-
cally dominated personnel has been distinetly
harmful. Therefore, I rocommend that the
Statos be required, as a condition for the receipt of
Federal funds, to establish and maintain a merit
system for the selection of personnel. Such a
requirement would represent a protection to the
States and citizens thereof rather than an en-
cronchment by tho Fedoral Government, sinco it
would nautomatically promote officiency and
eliminate tho nocessity for minute Fedoral scrutiny
of Stato operations.”

In the Iast sossion of Congress bills stating such
a requircment wore introduced, and the report
issued in January 1939 by the Spccial Scnato
Committee on Unemployment and Relief recom-
mended thet it be made o condition of Fedoral
granis to tho States that personnel administering
uncmployment compensation and public assist-
ance be chosen through a merit system. A
similar recommendation was included in the
special report on proposed changes in the Social
Security Act made by the Social Security Boar
to tho President and the Congress in January 1939.
In this report it was steted: ‘In the opinion of the
Board it is sound policy for the State unemploy-
mont compensation agencies to have entire
authority and responsibility for tho sclection,
tenure of office, and comnpensation of individual
employces. But this authority and responsibility
should bo oxercised in pecordance with a systematic
merit system for tho establishment and main-
tonance of desirable porsonnel standnrds.”

At the present timo 39 Stato agencies adminis-
toring unemployment compensation sclect their
personnel on the basis of merit examinations con-
ducted by the Statoe civil-service commisgion or by
a morit system established for the unemployment
compensation agency. In the public-assistance
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fiold, whore tho Stato agoncics ofton administer
othor Stato relief and wolfare activities in addition
to tho Fedoral-Stato program, «oevelopiiont hag
beon loss rapid. Ninoteon State public-nssistance
agoncios scloct their staffs undor civil servico or
undor dopartmontal morit systems.

The objoctive standards which have beon found
ossontinl as o, result of the oxperienco in tho States
in administration of public assistance and unem-
ployment compensation have been formulated in
statoments concerning oach of these programs, and
in n general statement of standarda for personnel
administration.  With respect to public assist.
anco, the Bonrd holds that, sinco administration is
8o largely dependent upon the competenco of staft,
“tho personncl procedures and rules and regula-
tions established by tho Stato public-nssistance
agoncy aro an cssentinl part of a Stnte plun, and
« .« . the adequncy of the provisions is to be con-
sidered in approving such a plan.” In this con-
sideration, ‘“‘examination will be made on the
basig of objective eriterin of good personnel nd-
ministration, taking into nccount tho experience
and operation of the State ageney.”  With respect
to unemployment compensntion, tho I3oard corti-
fies grants to cover the totnl cost of “proper ad-
ministration,” and the Douard’s statement indi-
cates tho nccessity for formulating standards in
that porsonnel services are the major expenso itom
in the administrative cosls of the program.

The general statoment of standards for per-
sonnel adiministration in State unemployment
compensation and State public-assistanca agen-
cies, adopted by the Doard in December 1938, is
as follows:

As part of its responsibility for the development of good
administration in Stuate socinad security prograang, the Board
will from tiine to time recommend standardy for the guid-
ance of State agencics, indieating objective eriterin of
proper adminisiration.  These standards will be formu-
Inted with full consideration of the experience and opera-
tions of Stnte agencics,

‘The Board belicves that good administration requires
clear definition of functions and assignment of responsi-
bilitics, the emnployment of the most competent nvailable
personnel, and the development of staif mornle and cfli-
cieney. These necessitate the establishment of n systesn
of personnel administration on & merit basis wnder rules
and regulations promulgnted by the approprinte State
ageney.

It a State-wide merit system In conformity with the
standards sct forth below i3 nob in operation, the State
ngeney should formulate and adopt completo or supple-
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montary rules and rogulations to put the ontiro merlt
pyatem into effect. Such a system should cover all per-
sonnel of the social security ngonoy on both State and
joes! Jevels and should operate in accordance with the
tollowing standarda:

Classification Plan.—A classificatlon plan based upon
gbaervation and analysls of the duties and responsihbilities
of positions should bo established and maintained. The
dsssification plan should include a job desoription and
a statoment of mintmum requirements of edueation, expe-
fience, and other qualifieations for cach clavs of position.

Compensalion Plan.—A compensation plan should bo
established nnd maintained. Such a plan should provide
a salary range for each clnss of position, adjusted to the
responsibility and diilieulty of the type of work to bo per-
forined, and in lino with provailing rates for comparablo
positions In other departinents of the State. It should
inclucle regulations for salary advancement on tho baals of
perodically evaluated service.

Merit Fxaminations.—Provision should be made for
open competitive exnminations administered by a civil-
servico commission or by a qualified supervisor of merit
system undler & nonpartisan commitico appointed by tho
Btate ageney from persona of known aympathetio interest
in and knowledge of tho probleina of publio personnel
administration,

Appointment.—Iimployees of the ageney should bo
appointed by its administrative hend from pmong n limited
number of persons certified by the merit-gyalem supervisor
in the order of their standing in the merit examinations,
A definite probationary period should be established for
all new appointecs.
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Promotions.—Provision should be mado for promotion to
higher positions on tho basis of porforinance and qualifica-
tlons. Candidates for promotion should meet the minimum
qualifications establishod for the olnss of positions to which
they are to bo premoted.

Separations.—Job securlly should be assured satisfactory
employces within the limita of the nced for stalf, Pro-
vision ahould be made for lay-off of surplus employces
under an oquitable systcin, and for dismiissal of omploycoes
for cause with fmpartinl roview of such dismissala,

Service Rotings.— A systom of perlodic service ratings for
the evaluation of performance should bo established and
mainiainod. The uso of such ratings in promotions, salary
Inerenscs, and sopatationa should be covered by regulation,

Leave.—Proviston should be made for granting, on a
uniforin and equitable basis, vacations, sick leave, and
other lenvo.

Personnel Records— Adequate cmployce records should
bo kept and neccssary personnel statlatica compiled.

Prohibition of Diserimination-—Political and rollglous
diserimination in merit-syatein administration should be
prohibited. Participation of any employce of the agenoy
in politient activity, direct or indireet, shiould be prohibited,
except that an employco should have the right froely to
expreas his views ns o citizen and to eaat his voio,

Cooperation in Merit-System Administration.—rovision
should be made for cooperation with other publie agencios
in the administration of tho merlt sysiomn, and, whoere
praclieabie, with due regard to similarity of standards,
riles and regulations, and cquitable distribution of costas,
the estahlishiment of 8 joint personnel comnitteo and joint
ndministration of examinations.
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