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WEST VIRGINIA DIVISION OF PERSONNEL

EXECUTIVE SUMMARY

The West Virginia Division of Personnel is the state’s personnel agency. Responsibilities
include the recruitment of applicants for state employment and the development of policies
regarding the management of the state’s workforce. In addition the agency is tasked with
maintaining a Personnel Management Information System and the development of apprenticeship
programs for those state agencies with apprenticable occupations, as well as providing training
to the state government’s workforce

This performance evaluation identified six areas of concern which are briefly described
below.

Issue Area 1: The Division Of Personnel Has Failed To Consolidate All
Personnel Functions Into A Cost-Effective Centralized
Agency.

The goal in creating the Division of Personnel (DOP) was to "consolidate into the
division of personnel those agencies and employees performing personnel functions...all
personnel payroll positions and employees occupying those positions necessary to effectuate the
purposes of this article shall be transferred to the division of personnel...no later than the last
day of September 1989." This act, part of the reorganization of the executive branch of state
government as stated in West Virginia Code §5F-1-1, was to achieve "a curtailment and
reduction of governmental expenses and hold them (agencies and boards) within reasonable
bounds consistent with the economical and efficient administration of governmental services."
However, the centralization and desired cost reductions associated with this consolidation
have not occurred.

Issue Area 2: The DOP as of June 30, 1995 Accumulated a Surplus
‘Balance of Approximately $2 Million by Assessing Agencies
for Classified-Exempt and Vacant Positions and Neglecting

to Reduce the Fee to Reflect the Cost of its Operations.

West Virginia Code §29-6-23 authorizes the DOP "to charge each agency, department,
division, or unit of state or local government served by the DOP... for personnel services
rendered." The apparent assessment of classified-exempt positions, vacant FTEs and the
reduction in staff within DOP without a reduction to the FTE fee has enabled the DOP to
accumulate a surplus balance of approximately $2 million over the last five years. As of
June 30, 1995, DOP’s cash balance was $1.3 million in Fund Number 2440 with an
additional $787,000 in accounts receivable.

December 1995 Division of Personnel iii



Draft Copy for Review Purpose Only
Issue Area 3: DOP Recruitment Efforts Are Inadequate.

The DOP was created "fo attract to the service of this state personnel of the highest
ability and integrity" (WVC §29-6-1). Like a private sector organization that employs
professionals such as managers, engineers, skilled craftsmen and information specialists, West
Virginia state government’s DOP must effectively recruit a workforce of the highest quality.
However, the DOP relies on passive methods and applies few resources to recruitment. By using
passive recruitment methods, the DOP leaves the creation and maintenance of a state government
workforce of the highest ability and integrity to chance.

Issue Area 4: The Division of Personnel has never fully implemented a
Computerized Personnel Management Information System.

One of the responsibilities of the DOP is to maintain a personnel management information
system (PMIS). WVC §29-6-7 (b)(2) mandates the Director of DOP to: "Maintain a personnel
management information system necessary to carry out the provisions of this article." The DOP
has not implemented a PMIS system to effectively carry out its mandate made by the 1989
legislation.

Issue Area 5: DOP Has Not Fully Established Apprenticeship Programs,
As Mandated By The WV Code.

The DOP has developed apprenticeship programs. However, it is far from creating
programs for all State agencies that have employees working in qualifying trades. According
to the DOP’s Annual Report, there are approximately 100 apprenticable occupations within the
State. Also, only 270 State employees out of approximately 4,000 eligible employees are
currently enrolled in an apprenticeship program. These 270 employees are concentrated in
just 2 occupations and 2 state agencies.

Issue Area 6: The Division Of Personnel Policy Regarding Increment Pay
Conflicts With §5-5 Of The WV Code and Was Written

Without Proper Authority.

The DOP’s policy on increment pay is in conflict with §5-5 of the West Virginia Code.
The DOP’s policy allows permanent part-time employees to collect increment pay. In addition,
the DOP’s policy permits agencies to count past service from statutorily exempt positions as
qualifying service for annual increment payment.
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Audit Objective, Scope and Methodology

This performance evaluation of the West Virginia Division of Personnel is required and
authorized by the West Virginia Code in the "Sunset Law" (Chapter 4, Article 10). The
responsibilities of the DOP are set forth in Chapter 29, Articles 1 through 26.

The objective of this evaluation was to determine if the procedures used by the DOP are
consistent with the legislative purpose for creating the DOP. In particular, the evaluation focused
on whether the DOP is providing the services which it is tasked with in §29-6.

The scope of the audit included the policies and procedures, and compliance with the
state’s law over the 1989 to 1995 period.

The methodology included personal interviews with DOP officials and officials from
agencies which utilize the services of the DOP. In addition comparisons were made of similar
agencies from around the country and the latest literature regarding civil service systems was
reviewed as well as the policies and procedures used by the DOP to effectuate the intent of §29-
6. A review of DOP’s financial data was made and is included in the Appendix of the report.
Every aspect of this review complied with Generally Accepted Government Auditing
Standards.

December 1995 Division of Personnel 3
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Issue Area 1: The Division Of Personnel Has Failed To Consolidate All
Personnel Functions Into A Cost-Effective Centralized

Agency.

The goal in creating the Division of Personnel (DOP) was to "consolidate into the
division of personnel those agencies and employees performing personnel functions...all
personnel payroll positions and employees occupying those positions necessary to effectuate the
purposes of this article shall be transferred to the division of personnel...no later than the last
day of September 1989."! This act, part of the reorganization of the executive branch of state
government as stated in West Virginia Code §5F-1-1, was to achieve "a curtailment and
reduction of governmental expenses and hold them (agencies and boards) within reasonable
bounds consistent with the economical and efficient administration of governmental services."
However, the mandated centralization and desired cost reductions associated with this
consolidation have not occurred.

Lack of Centralization and Reduction In Workforce

The legislation stated that personnel employees and the functions they performed within
the agencies were to be consolidated into this Personnel Division. The reorganization of the Civil
Service Commission transferred 41 positions and the Governor’s Executive Order #11-89
transferred an additional 76 positions from state agencies to DOP. However, the actual
organizational structure and the paperwork flow processes did not change.

Based on Table 1, the DOP was centralized in September 1989; however, DOP returned
to its original status because the implementation plan was in direct conflict with the
centralization of personnel and the Executive Order did not take into consideration that
part of the positions being transferred should have been kept in the agencies to carry out
the administrative duties being required in the implementation plan. The plan stated that
"positions which primarily involve these duties should be classified as administrative, not
personnel. "> Executive Order 11-89 transferred all personnel positions from the agencies
to DOP; however, positions needed by the agency to adequately fulfill the duties outlined
in the reorganization plan were not considered prior to the transfer. This resulted in
agencies continuing to process paperwork and maintain personnel files but no personnel positions
in their budgets to carry out these duties. We reviewed the Governor’s Executive Order and
noted some employees that were on the list to be transferred either did not transfer as was
required or transferred to DOP only to return to an agency in a personnel position.

I West Virginia Code §29-6-9.

2 Report fto the Governor from the Implementation Project Team  September 1989,
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Table 1
History of Personnel Positions
By Full Time Equivalents (F.T.E.)

Pre-Centralization Centralization Current
Civil 41 117 75
Service\Division of
Personnel
State Agencies 76 0 53
Total 117 117 128
Salaries $2,386,212 $3,195,777

The September 1989 Implementation Project Team report to the Governor contained four
key objectives to implement the legislation. These objectives were:

1. Design an organization structure for the new Personnel Division with appropriate roles,
responsibilities and measures of performance delineated.

2. Develop an implementation strategy to staff the new Personnel Division with
knowledgeable employees while maintaining critical services to the client agencies and
departments.

3. Identify deficiencies, problems, add opportunities in current personnel practices and

develop appropriate recommendations.

4. Develop processes to control and reduce the size of the state workforce.

The recommendations to carry out these objectives were specified as duties to remain within
the agencies. This list of duties were:

time reporting and payroll posting,
vocational and job training,

employee file maintenance,

initiation of requests to fill vacancies,
agency or department communications

1

The Performance Evaluation and Research Division (PERD) conducted interviews with
the agencies to determine whether the objectives had been accomplished. According to the
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interviews with agency personnel officials, the following comments were noted:

The creation of DOP took personnel, equipment and budgets; however, we are doing the same
thing in 1995 as we were doing in 1989 despite losing personnel.

The mission of the DOP was ill conceived. We lost 15 professionals, but still had to do the work
out of necessity. It increased the work load on us.

The creation of the DOP did not save money. We would have to do the same job if they were not
there.

Therefore, under the reorganization plan, agencies are continuing to perform the same
duties as was performed prior to the creation of DOP. The implementation plan used to
consolidate personnel functions appears to be in direct conflict with the Legislature’s intent
of centralization through the creation of DOP. In addition, Executive Order 11-89 did not
recognize the personnel positions needed to perform these administrative duties.

The plan implemented by DOP has misclassified employees at the agencies that are
performing administrative personnel duties outlined in the reorganization plan so it could meet
its mandate issued by the Legislature. Part of the reorganization was to "ensure orderly,
equitable, consistent and efficient job classification and compensation for all employees." The
employees performing administrative personnel duties are classified as Administrative Service
Assistants or Administrative Service Managers. The review of job descriptions indicated the
employees in the agencies were processing the WV-11’s, maintaining personnel files and related
personnel paperwork. One DOP official stated, "The role of the user agencies and their
personnel offices is to utilize these personnel functions in meeting the needs of their
agency." However, to force centralization, it was necessary to disallow agencies’ personnel
titles, thus creating misclassification of true personnel positions.

Reduction of Personnel Office Cost Did Not Occur

The ultimate goal of consolidation of personnel and personnel functions was to reduce
the cost for personnel services. The 1990 consolidation involved the transfer of 117 employee
positions (See Table 1) at an estimated annual salary cost of approximately $2.4 million. DOP
currently has 72 employees at a salary cost of $1.9 million to carry out its mission. This is a
reduction of $.5 million and 45 positions from DOP’s budget. However, interviews
conducted with various agencies’ management indicate that at least 15 agencies are
continuing to pay 56 personnel employees at a cost of $1.3 million (See Table 2) to perform
the duties as required in the reorganization plan.
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Table 2

Agencies’ Personnel Staffing and Salaries

AGENCY # of FTEs SALARIES
Division of Forestry 1 15,936
Division of Tourism 1.75 61,106
Division of Highways 8 227,808
ABCC 2 49,560
Workers’ Comp & BEP 8 155,124
DHHR 7 129,932
Division of Motor Vehicles 1.5 25,428
Child Advocate 4 68,004
Dept. of Corrections 0.5 18,570
Division of Natural Resources 3 73,092
Culture & History 2 56,938
Division of Labor 1 31,000
Public Service 1 23,568
Division of Rehabilitation Services 5 127,932
Division of Environmental Protection 7 194,424

As of October 1995, DOP and various agencies employed 128 employees at an annual

salary cost of $3.2 million. Therefore, the desired cost reduction has not occurred because
agencies are required to pay for employees to perform administrative personnel duties at a yearly
cost of $1.3 million and this is not reflected in overall cost to carry out personnel functions and
duties. The agencies lost personnel, positions and budgets, but were required to expend funds
to support employees to execute duties that agency personnel offices had been performing before
the creation of DOP. In actuality, the present "centralized" system is costing $810,000 more
annually than the "decentralized" system in 1989.
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Recommendation 1

The Legislature should legally recognize the present defacto situation by
decentralizing the personnel functions the agencies in state government and create
a merit system organization which is designed to support the user agencies’
personnel offices in the following areas: Merit rules and regulations, Training and
Classification and Compensation.

December 1995 Division of Personnel
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Issue Area 2: The DOP_as of June 30, 1995 Accumulated a Surplus
Balance of Approximately $2 Million by Assessing Agencies
for Classified-Exempt and Vacant Positions and Neglecting
to Reduce the Fee to Reflect the Cost of its Operations.

West Virginia Code §29-6-23 authorizes the DOP "to charge each agency, department,
division, or unit of state or local government served by the DOP... for personnel services
rendered ...The director shall maintain accurate records reflecting the cost of administering
the provisions of this article." The DOP’s budget is established by assessing fees based on the
number of FTEs in each agency. The Department of Administration Personnel Management
Information System (PMIS) Report of Personal Services by account indicates the total classified
and classified-exempt FTE positions for fiscal year 1996 is 33,268. DOP’s role with classified-
exempt personnel is limited. The following is a summary of the classified-exempt positions
PERD could determine from the Department of Administration’s PMIS report.

Classified Exempt Employees # of FTE positions
Higher Education: 9,913
Legislative: 157
Judicial: 944
Board of Public Works: 639
State Police: 935
Total 12,588

The remaining 20,680 FTE positions are within state agencies, boards and commissions
and within the 20,680, there are other classified-exempt positions, such as seasonal employees,
department heads and policy-making positions. DOP’s revenue is based on a $155 per FTE for
all positions within the Executive branch. The fee structure developed by DOP during
reorganization was based on 117 personnel positions and related costs to operate DOP. During
the past five years DOP has reduced its staff by 45 employees, however, it did not reduce the
fee to reflect the cost reductions in personal services. The apparent assessment of classified-
exempt positions, vacant FTEs and the reduction in staff within DOP without a reduction
to the FTE fee has enabled the DOP to accumulate a surplus balance of approximately $2.3
million over the last five years. As of June 30, 1995, DOP’s cash balance was $1.3 million
in Fund Number 2440 with an additional $787,475 in accounts receivable. (See Table 3)
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Table 3
DOP’s Ending Balances for the Past Five Years

Unsision of Personnel
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The fees are for personnel services rendered; however, PERD questions the
reasonableness of the amount being charged for the limited service provided to classified-exempt
and vacant positions. DOP is charging agencies a flat $155 per FTE annually whether the
position needs DOP’s full services or limited services. The DOP relies upon Department of
Administration’s PMIS for determining the billings of fees to the various state agencies because
DOP has not fully implemented a Personnel Management Information System. Also, the DOP
has not performed a cost analysis of their operating expenses to determine if the fee being
assessed to agencies could have been reduced.

PERD’s review of financial data indicated DOP was reimbursed for personal services
and upon further inquiry, we found that DOP had been reimbursed for $129,649 which
were not DOP employees. Based upon information from DOP the division provided personnel
staff to higher education through FY-1992. InJuly 1992, the staff assignments were transferred
to higher education; however, vacant positions were not available in higher education’s budget.
The DOP continued to pay for these positions through FY-1994. These positions accounted for
$102,892 of the above reimbursement. The remaining $26,758 was for positions in the
Department of Administration finance division accounting section and the secretary’s office. The
costs were not a true reflection of administering the provisions of the DOP article.
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The DOP surplus balance is a result of agencies paying for classified-exempt and vacant
positions and the DOP’s failure to evaluate its fiscal operations to determine how much of a fee
reduction could have been given to state agencies. Also, state agencies were paying DOP for
costs that should have been incurred by higher education and the Department of Administration.

Recommendation 2

The Legislature should define DOP’s responsibilities and services provided
to classified-exempt positions and determine DOP’s budgetary needs through
appropriation.

December 1995 Division of Personnel 13
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Issue Area 3: DOP Recruitment Efforts Are Inadequate.

The Division of Personnel (DOP) was created "fo attract to the service of this state
personnel of the highest ability and integrity” (WVC 29-6-1). Like a private sector
organization that employs professionals such as managers, engineers, skilled craftsmen and
information specialists, West Virginia state government’s DOP must effectively recruit a
workforce of the highest quality. However, the DOP relies on passive methods and applies few
resources to recruitment. By using passive recruitment methods, DOP leaves the creation and
maintenance of a state government workforce of the highest ability and integrity to chance.

The reliance on passive recruitment by state and local civil service systems has been
identified as a problem nationwide.’

Recruiting is an area that needs improvement. Most public employers have traditionally relied on
a passive recruiting strategy: they have simply posted vacancies, usually within the agency and
at employment offices and expected applicants to find them. Any recruiting was likely to be
simply by word of mouth which was adequate when government jobs were attractive and when
large numbers of people usually applied. Now state and local governments are in increasing
competition with other sectors.

According to this commentary, a personnel office that uses passive recruitment system
has several identifying characteristics: first, the organization provides only limited exposure or
notice when a vacancy occurs; access to the application process is not easily and/or widely
known; the applicant or prospective employee initiates contact with the employer; and the
organization does not have resources in place to predict or project its employment needs.

Resources for Recruitment

Agencies pay an annual fee of $155 to the DOP for each full-time classified employee
on their payroll including vacancies. In exchange for the fee, DOP is to provide the following
services: recruitment; processing of employee status changes; consultation; and training.
However, DOP has dedicated only limited resources for recruiting: out of 72 employees, only
3 persons work part-time on recruitment. Nonprofessional employees offer a less complex
skill and can possibly be attracted through traditional testing methods and registers. However,
professional positions are made up of a compilation of less tangible skills that are not as easily
monitored and attracted through traditional testing methods. With only three part-time
employees dedicated to recruitment it is difficult for DOP to have a qualified pool of candidates
of all job classes available for agencies when the need arises. Agencies that use the DOP for
personnel services indicate that they view DOP’s recruitment efforts as inadequate. They made
the following statements about DOP recruitment efforts:

] There is a recruitment problem.

¥ Frank Thompson, ed. Revitalizing State and Local public Service Jossey and Bass, 1993, p 83.
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L] We help recruit.
L] We have to go out of state to recruit for certain positions.

. DOP is worthless when it comes to recruiting.

A survey by PERD of state employees hired during the 1995 fiscal year, also indicated
that DOP’s involvement in recruitment was minimal. Table three reports the following
findings:

] Forty Eight Percent of respondents contacted an agency other than the DOP for
information concerning the position they currently hold;

] Two thirds of respondents found out about job opportunities through other sources;

L] Fifty Six Percent of respondents received their job applications somewhere other
than the DOP; and

. Less than one half of the respondents ever talked to the DOP.

Finally, the DOP does not have a personnel management information system in place that
tracks turnover in state government thus providing information on recruitment needs. If an
automated system were in place, the three person staff could be more productive. Vacancies
could be tracked and agencies queried as to their intentions regarding the vacancy. In addition,
trends could be observed concerning what types of employees are needed in the coming year and
those classifications targeted for aggressive recruitment. Furthermore, the deficiencies of the
reactive employment process described below could be eliminated.

This survey was conducted using a computer generated list of random numbers based on a population size
of 1489. The sample size was 50 or 3.3 percent of the overall population. The confidence level is 95% + or - 5%.
For complete survey see appendix A.
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Table 3

Recruitment Survey

Question Frequency Percentage

1. What agency did you contact for your position?

a. DOP 26 52%

b. Other 24 48 %
2. How did you first learn of the position?

a. DOP counselor 1 2%

b. another state agency 15 30%

C. media 3 6%

d. high school/college 2 4%

placement
e. state employee/ friend 15 30%
f. other sources ( includes 14 28%
DOP posting)

3. Where did you obtain the application and job description packet?

a. DOP 22 44%

b. State agency/ other 28 56%
4. Did you ever talk to DOP?

a. yes 23 46 %

b. no 26 52%

x Sample of 50 state employees from population of 1489 hired during FY

1995. See Appendix B for survey instrument.

Recruitment Process

When a vacancy occurs or the agency needs to create a new position, the following
process occurs. The agency must first initiate a staffing request form. This form flows through
the various levels of management, up to the secretary of the department, and then to the DOP.
Within the DOP, the staffing request is first sent to the classification and compensation section
which reviews the request to determine the job classification of the position, approves the
position or modifies it, if necessary. The classification and compensation section then prepares
a job posting. The posting is sent to individual agencies and the staffing services section of the
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DOP. The major deficiency with this system is that it is implicitly a passive approach to
filling positions because, neither the client agency, nor DOP, is expected to take a lead in
recruiting prospective employees. The Staffing Services section forwards a register to the
requesting agency. After receipt of the register the agency is then responsible for interviewing,
selecting and preparing a WV-11 form to actually hire the employee. Upon deciding to hire an
individual from the register, the agency sends a WV-11 to DOP and the Department of
Administration where several more steps are executed to receive final approval and place the
individual on the payroll.

As a practical matter, when an agency needs to fill a professional position, they are
responsible for contacting a specific school or advertising in trade magazines or local newspapers
to get applicants. DOP may assist the agency by cooperating in the development of the
advertisement and mailing out the notices. However, when an agency advertises for a position,
the cost paid to the newspaper or trade magazine for the advertisement is in addition to the fee
paid to the DOP for recruitment. Further, DOP does not appear to view paid advertisement
favorably. For example, one agency interviewed was having trouble getting applicants on the
register and asked the DOP if they advertised. The DOP responded by saying, "We only
advertise in the media or newspaper if it is free." However, DOP indicates that they do
"occasionally pay for advertisements, but that normally the agency with the vacancy pays." DOP
spent approximately $1,225 during the last five fiscal years on advertisements.

Recruitment Activities

The Division of Personnel uses a number of recruitment methods to attract people to the
service of the state. First, it recruits applicants by mailing out examination announcements
which is "the most passive method of recruitment.” It should be noted that examination
announcements are not job openings, they merely indicate that the Division will accept
applications or test for certain positions. For example, 1,008 examination announcements are
periodically sent to the following organizations:

° 181 announcements to television/radio stations and newspapers;
o 313 announcements to state agencies; and,
L] 504 announcements to colleges, universities and various organizations

There are several problems with DOP’s reliance on this method of recruitment. First,
a sample of the radio and television stations and newspapers that were sent examination
announcements were contacted to determine what action is taken with the announcements they
receive. Of 25 media sources contacted only five actually used the announcements to some
degree. Most do nothing with the announcements and may simply throw them away. Second,
agency personnel contend the public does not know where to call to receive information
concerning state employment. Agencies regularly receive calls from prospective employees
regarding state employment. Furthermore, the agencies indicate that many persons call them
after being referred by the DOP. Some of the agency comments were:

18 Division of Personnel December 1995



] People do not know how to get a state job. Callers have told my staff they received
more information from my agency than from the DOP.

. People have no idea how to get a state job. They think they are applying for a job
but they are just filling a register.

Thus, the agencies counsel prospective applicants on the process to follow for applying
for employment, a service for which the agencies are required to pay the Division of
Personnel. Another related issue is that DOP’s phone number is only listed in the Charleston
directory, a publication that only serves approximately 20% of the state. While Charleston is
the seat of state government, many agencies have field offices throughout the state. To better
serve the entire state, the DOP could utilize the Job Service Offices of the Bureau of
Employment Programs (BEP). Currently, DOP does not test in these locations or have
personnel working at these locations that can answer questions regarding state employment.
These offices will furnish applications for state employment but are limited in the questions they
are able to answer because they do not work for the DOP. West Virginia asks private employers
to utilize these offices yet DOP does not. By utilizing these offices, DOP would establish a
dedicated location for testing and information.

Currently, the DOP uses a "slightly active method of recruitment" for prospective
professional employees by attending job fairs sponsored by colleges, universities, vocational
schools and other organizations. In FY 94-95, DOP staff participated in 16 events, 9 sponsored
by a college or university, 2 sponsored by a vocational-technical institution and 5 sponsored by
other groups.

The DOP needs to become more active by targeting specific professionals through
building relationships with colleges and universities and increasing intern and coop programs.
PERD noted many provisional hirings in the last year which is perhaps an indication that certain
classifications of employees are difficult to recruit.’

Recommendation 3

The Legislature should determine if recruitment is an agency responsibility
or the responsibility of the DOP. If this is to be the responsibility of individual
agencies then the DOP should reduce fees. If it is the responsibility of the DOP
then DOP should utilize a full-time recruiter to work with agencies, colleges and
universities, and vocational schools to recruit highly qualified applicants.

Recommendation 4

DOP should utilize existing Job Service Offices to give tests and provide
information for state employment.

3 Provisional hiring authority is given to an agency by the DOP when less than 5 persons are on a

register. Of 1489 persons hired during FY94\95 118 or. 079% were provisional.
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Recommendation 5

The DOP should advertise occasionally through the media as the BEP does
giving the process and locations to apply for state employment.

20
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Issue Area 4: The Division of Personnel has never fully implemented a
computerized Personnel Management Information System.

One of the responsibilities of the DOP is to maintain a personnel management information
system (PMIS). WVC §29-6-7 (b)(2) mandates the Director of DOP to: "Maintain a personnel
management information system necessary to carry out the provisions of this article". However,
the DOP has not implemented a PMIS system to effectively carry out its mandate made by
the 1989 legislation.

The DOP is responsible for over 20,000 classified employees. The current system used
by DOP is a hard copy filing system in conjunction with the Department of Administration’s
Position Information Management System (PIMS). The hard copy system consists of transaction
cards maintained by the Employee Information & Payroll Audit section and applications, WV-
11’s and test scores maintained by Staffing Services section of DOP. The PIMS provides DOP
with Filled,Vacant and Total Full-Time Equivalents (FTE), and the annual dollars budgeted by
each of the above categories. This type of piecemeal system cannot generate reports for agency
managers or personnel specialists to determine future recruitment needs, turnover rate in
classifications, retirement trends, and staff development needs.

In addition to DOP’s files, agencies are maintaining their own personnel files for current
and past employees. Agencies indicated to PERD they had some doubts about the accuracy of
DOP’s files because of the frequent requests made by DOP for information about past
employees.

A Personnel Management Information System (PMIS) or Human Resource Information
System (HRIS) are those systems used for collecting, analyzing and disseminating data required
to support the various human resource management functions. These systems contain data
related to employees and positions such as: classification and salaries of all employees, age, sex,
work history, educational background, training received and evaluations of employee
performance. They also may contain information related to the environment, such as wage
surveys, economic indicators, information on the labor market, or the types of people available.
This information is essential to management control.® The larger the organization, the greater
the need for formal systems and more detailed information." Not many organizations maintain
a workforce of nearly 20,000 employees without a computerized PMIS. In fact, Kansas, which
has a PMIS, and is able to manage approximately 33,000 classified employees with only a
slightly larger staff than West Virginia’s DOP.”

®  Dolenko Marilyn. Auditing Human Resources Management. The Institute of Internal Auditors Research

Foundation. Florida, 1990, p. 26.
! Legislative Post Audit Committee. Performance Audit Report Reviewing Personnel Services for Kansas
State Employees. Kansas, 1994 p.3, 8.
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New PMIS System

In 1992, the DOP provided DOA with $250,000 for a study by Deloite and Touche to
develop the requirements of a computerized PMIS known as the HRIS/payroll system to
integrate with WVFIMS. However, it was not until 1995 that the Department of Administration
decided on and purchased a software program developed by People Soft and the program is to
be installed by Anderson Consulting. The HRIS system is budgeted for approximately $8.7
million according to the two contracts signed by Department of Administration. The same two
vendors were used by the State of Kansas, to implement an HRIS for a fixed price of $8.1
million.®  ° Tt should be noted that Kansas has approximately 13,000 more classified state
employees than West Virginia. Through further inquiry, the Director of FARS indicated "The
cost of the new HRIS is not expected to be $8.7 million. Our budget for the completion of the
system is $3.4 to $5 million."

The DOP however, recently obtained an HRIS system from a neighboring state. This
system has cost the DOP approximately $40,000 for IS&C to translate into a usable language,
according to the Director of DOP, and is currently being tested. Considering the fact that this
system has been used by another state, many of the problems have no doubt been worked out
perhaps making this system much more cost effective than the $8 million system purchased by
the DOA. The Director of DOP has stated, the Division of Personnel has committed no funding
for this system purchased by DOA and plans on implementing the $40,000 system.

After 6 years of not implementing a computerized HRIS suddenly DOA and DOP both
have systems in development; but, neither is fully operational. The DOA contends the DOP
system is merely an interim system to transfer information from and that their HRIS system will
take over by tieing the information into the payroll system and eliminating manual forms such
as WV-11.

According to the report produced by Deloite and Touche a new computerized HRIS,
"would enable significant improvement to the current process". The current system contains
numerous areas of work flow process weakness. The report lists a myriad of possible
improvements, but generally it would:

1. Improve Efficiencies and Reduce Costs;
2. Improve Reporting Capabilities; and,
3. Improve Internal Controls

The DOP is mandated in §29-6-1 with "attracting to the service of this state personnel
of the highest ability and integrity". The current PMIS does not give an accurate picture of the

8 The entire project is budgeted for $11.5 million.

? Legislative Postaudit Committee. Performance Audit Report Reviewing The Progress of the Statewide

Human Resource and Payroll System Project. Kansas,1995 p.4.
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state’s workforce because the Division of Personnel can provide little more than basic numbers
of how many persons are employed by a certain agency. As one source put it:

"The type of system an organization needs will depend on the size of the organization, the volume
of information required, how current it has to be, and time constraints on management
decisions.""

It is apparent from portions of the Deloitte and Touche study that there are many
deficiencies in the current system. One of the most important of those findings was "The state
is losing the opportunity to hire promising candidates due to the amount of time required to
complete the hiring cycle." The DOP cannot meet the mandate of the code without accurate
information produced by a computerized PMIS system. The DOA and DOP do seem to be
working together in order to fix the deficiencies and meet the mandate of having an adequate
PMIS. However, it is very inefficient for both agencies to develop similar systems.

Recommendation 6

The Legislature should require both the DOA and the DOP to conduct a
detailed analysis of what each system will provide to the state to determine which
HRIS system will meet its needs.

0 Dolenko Marilyn p.26.
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Issue Area 5: DOP Has Not Fully Established Apprenticeship Programs
As Mandated By The WV Code.

The Division of Personnel (DOP) was mandated to develop an apprenticeship program
in accordance with §29-6-17a of the Code. Specifically, the Code states:

The division of personnel shall develop and monitor apprenticeship programs for all state
agencies that have employees working in apprenticable trades which are, or may be
recognized by, the United States department of labor, bureau of apprenticeship and training.
(emphasis added)

An apprenticeship program is a "customized" training system in which a person learns
the necessary knowledge and skills of an occupation. This is done through a combination of on-
the-job training and related classroom instruction. Apprenticeship training programs vary from
2,000 to 10,000 hours in length depending upon the occupation. The most common term is
6,000 to 8,000 hours (2,000 hours is approximately 1 year based on a 40-hour workweek). This
is combined with the related classroom training which usually averages 144 hours per year, but
can also vary from trade to trade. An apprentice usually begins a training program at an
established percentage of the current wage rate for that occupation. Earnings increase as the
apprentice advances in knowledge, skills, and productivity, usually in six month segments.

The Division of Personnel (DOP) has developed apprenticeship programs. However, it
is far from creating programs for all State agencies that have employees working in
qualifying trades. According to the DOP’s Annual Report, there are approximately 100
apprenticable occupations within the State. Also, only 270 State employees of more than 4,000
eligible employees are currently enrolled in an apprenticeship program. These 270 employees
are concentrated in just two occupations and two state agencies.'' (PERD determined there
are at least 24 agencies which have one or more apprenticable occupations.)

W Inorder Jfor PERD to determine detailed information regarding apprenticable occupations, it was necessary
to obtain information from two different agencies and then compile the data. This is information which should have
been readily available from the Apprenticeship coordinator who helps produce an annual report regarding the
apprenticeship program.
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Table 4
Selected Apprenticeship Job Classifications

Houseleeperlead 21

Higlooray By Supor ] 22

Lup Equip Cp 1T 25

Cons epr Cffeey 50T 2B

Drprex] 2B

Fleotririan A

EHz Emip Mech 32

Fao/Fg Main Tech 34 1B
Carpentar 35

Fatalezal 41

Health 5 ere Tramse 45

Mlamtenance Worer 53

Drastod lan 73

Corserraton Cfficer =)

H&EH Sere Aide a1

Cook 34

Food Servee Wl g5

Houseleeper 14

Trars Woder 134

Child fdwlez dsst 154

LFy 218

Engireciinz Tech Z8

Comecton Cffcer I i 20
Health & ervce Wl Rl

Trars Wader I GG

Travs Wioder O R

Total 4409 * 2

*Irdudes only Job dazses with bwenty of more positions
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Undefined Funding And Insufficient Development

§29-6-17a is ambiguous regarding who has responsibility to fund apprenticeship
programs. PERD was told by the DOP that it is the agencies’ responsibility to finance
apprenticeship programs. However, it is unclear from PERD’s research if agencies have the
necessary funding for developing apprenticeship programs. Funding for training is a major
roadblock in the development of apprenticeship programs according to the Apprenticeship
Advisory Board. The function of the Board is to assist the Director of Personnel in the
development, implementation, and evaluation of apprenticeship programs for State employees
in apprenticeship programs.

Currently, only two agencies have apprenticeship programs: the Division of Corrections
has an apprenticeship program for Correctional Officer I and the General Services Division has
a program for Facility Equipment Maintenance Technician. Moreover, the Division of
Corrections had a training program in place for Correctional Officers before the DOP came into
contact with them. The Division of Corrections requires that such a program be in existence for
its Correctional Officers.

PERD was able to acquire only a few pieces of correspondence between the DOP and
agencies concerning the development of apprenticeship programs, with the most recent being
dated December 8, 1992. This appears to be further evidence of a lack of effort on DOP’s part
in implementing apprenticeship programs.

The Importance Of Apprenticeship Programs

According to an article written for the National Commission for the State and Local
Public Service, apprenticeship programs are useful and worthwhile. The article stated in part:

One of the most successful approaches is to develop internship or apprenticeship programs, which
can be used to bring people into the workforce, often while they are still in school. *

A well-planned, properly administered apprenticeship program offers several advantages.
Among them are an increase in employability and economic security, an increase in employee
morale, an increase in productivity, a reduction in absenteeism and turnover, enhanced career
advancement opportunities, and national recognition as a skilled worker upon completion.
Apprenticeship programs have an extreme amount of potential and could be utilized as training
programs just as any other state sponsored program to bring persons into the workforce. All
possibilities should be explored in order to utilize this tool.

The DOP and the Apprenticeship Advisory Board members are aware of the importance
of apprenticeship programs. Board members have in fact discussed the positive benefits of

2 Frank Thompson, p. 83.
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apprenticeships as a way of motivating employees to improve their knowledge, skills, and
abilities and for the purpose of developing a more efficient and effective workforce. Despite
these discussions, the program has not expanded to the extent that was initially intended.

Recommendation 7

The Legislature should consider clarifying the statute regarding
Apprenticeship programs establishing financial responsibility, requiring a certain
number of apprenticeship programs per year. In addition, the Legislature could
consider utilizing the surplus monies, accumulated by the DOP, to fund the

apprenticeship program if they continue to be funded by the current funding
system.

Recommendation 8

The DOP should report each year the success of the program to the
Legislature with accurate figures of personnel participating, costs incurred, and
attrition rates of personnel who participate.
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Issue Area 6: The Division Of Personnel Policy Regarding Increment Pay
Conflicts With §5-5 Of The WV Code And Was Written
Without Proper Authority.

The Division of Personnel’s (DOP) policy on increment pay is in conflict with §5-5 of
the WV Code. DOP’s policy allows permanent part-time employees to collect increment pay.
In addition, DOP’s policy permits agencies to count past service from statutorily_exempt
positions as qualifying service for annual increment payment. However, after analyzing the
increment law and DOP’s policy, the senior attorney of Legislative Services, concluded that:

1) The law relating to increment pay does not give any agency the authority to issue any
policies or rules governing its implementation; and,

2) Even if the Division of Personnel had the authority to issue interpretations of this law,
it would have to do so by the promulgation of a legislative rule and not by the issuance
of a policy.

Eligible Years of Service In Determining Increment Pay

In 1984, the Legislature enacted a bill which provides for increment pay based upon
years of service for eligible employees. "Eligible employee" is defined by §5-5-1 of the WV
Code as:

any regular full-time employee of the state or any spending unit thereof who is eligible for
membership in any state retirement system of the state or other retirement plan authorized by the
state except that the increment pay does not apply to any faculty employee at public institutions
of higher learning or any employee of the state whose compensation is fixed by statute or by
statutory schedule except for certain employees of the magistrate court system nor to any elected
or appointed officers of the state.

The apparent legislative purpose in enacting this law was to provide a reward to employees for
faithful service to the state and to provide some incentive for them to remain on their jobs. The
exclusions indicate a recognition that some employees already receive a yearly increase in salary
for each year they work, that elected officials are constitutionally prohibited from receiving an
increase in salary during their terms of office, and that the salaries of appointed officers were
high enough without the incentive or should be adjusted by specific legislative act for that
purpose. The law did not specifically authorize any entity of state government to interpret its
meaning or to promulgate rules to carry out its purposes.

Since the enactment of this law there have been several guidelines issued by the
Department of Finance and Administration (now the Department of Administration) and several
Attorney General’s opinions issued concerning its implementation. Policies related to the
implementation of this program were revised by the DOP in 1993 and further clarified in 1994.
The change in question concerns the revision of the definition of full years of service to allow
persons who served in ineligible service to use that service to qualify for the increment as soon
as they changed employment to a job that made them an eligible employee. Thus, a retired state
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university professor, who is ineligible for increment pay while working for the university, with
20 or more years of service with the university, who took a job with a state agency such as the
Highways Division would immediately upon employment with the agency qualify for the
maximum increment pay of $720.

Annual Increment for Permanent Part-Time Employees

DOP policy on increment pay also allows permanent part-time employees to collect
increment pay even though §5-5-1 of the West Virginia Code states that:

Eligible employee means any regular full-time employee... (emphasis added)

However, effective March 1, 1992, the DOP developed a policy which defines an eligible
employee as any employee "whose position requires 12 months service per year or at least 1,040
hours service per year...." Thus, although §5-5-1 specifically requires an employee to be "full-
time", DOP policy now allows employees who work a minimum of 20 hours a week (1040 hrs
annually) to also collect annual increment pay.

DOP’s Response

DOP, however, disagrees with the opinion of Legislative Services senior attorney
concerning the legality of the Division’s policy. In DOP’s opinion, the changes to the policy
were appropriate and responded to PERD’s inquires by stating:

This change conformed with the rule of statutory construction which ensures the fulfillment of the
spirit of the legislative action.

Opinion of Legislative Services

The senior attorney for Legislative Services was asked to provided PERD with an opinion
as to the legality of DOP’s policy. He opined:

I have reviewed the letter of August 3, 1995, that [PERD] received from Mr. Robert L. Stephens,
Director, Division of Personnel. In the letter he cites code sections which he believes give the
division the authority to issue a policy which interprets the increment pay law. The powers of the
division are expressed in broad and general terms. It is unclear that these powers would include
the interpretation and application of the increment pay law. If it is felt that the division should
have these powers, the law should be clarified to clearly state that the division does have these
powers. Without this clarification, it is possible to make reasonable arguments on both sides of
this issue.
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[As to]...whether the division’s definition of full years of service is correct. Director Stephens
claims that the division’s definition complies with the spirit of the legislative action...It is unclear
that it does. Did the Legislature really intend for persons who received the benefit of scheduled
salary increases to be able to receive advanced increment pay upon changing to a job which made
them eligible for such pay? Is this answer the same if the employee retired from the first job
before taking an eligible job? Is the division’s interpretation of the law a clarification or a
complete reversal of prior practice? None of these questions are...answered clearly in the law.
Also, this interpretation by the division grants a specific benefit which would make it a legislative
rule which is subject to the rule-making review process. It may be that the Legislature agreed
with the division’s interpretation, but it should have the opportunity to make this decision itself.
(emphasis added)

Recommendation 9

The Legislature should consider legislation to clarify:

a) Whether permanent part-time state employees are eligible to
receive increment pay, and,

b) Whether years of service as an elected or appointed officials of the
State, faculty members at State colleges and universities, state
trooper, or any employee of the State whose salaries are fixed by
statute or statutory schedule should count in calculating increment
pay, if such employees subsequently satisfy the definition set forth
in §5-5 of an eligible employee.
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STATE OF WEST VIRGINIA
DEPARTMENT OF ADMINISTRATION
State Caplitol

Charleston, WV 25305
Gaston Caperton Chuck Polan
Governor Cabinet Secretary

November 22, 1995

Antonio E. Jones, Ph.D.

Director

WYV Legislature Performance Evaluation and Research Division
Building 5, Room 751 A

1900 Kanawha Boulevard, East

Charleston, WV 25305-0592

RE: Your Letter of November 20

Dear Dr. Jones:

The Division of Personnel (DOP) has only been in existence since 1989. Since that time, the
management of DOP has been considering automation of several manual tasks within their operation.
From 1990 to 1994, most of our resources have been applied to completing the required financial
accounting and expenditure processing functions in government. [t was acknowledged that the current
payroll process and the hiring process that all agencies have to deal with are essentially manual and very
labor intensive. Most of these activities utilize 1960's technology. The use of the WV-11 form and
Auditor’s Master File Change Sheets, CPRB reports, CS-OO reports are prime examples. It was
determined that the State had over 275 FTE’s involved in payroll activities. It was understood by all that
as soon as the primary applications for financial accounting were completed, that payroll would be the
next major statewide automation project.

We are now ready to deploy our full efforts towards redesigning the processes in Administration and the
Auditor’s Office. For Administration, we will be redesigning and automating the posting positions
process, the processing of applicants, maintaining and providing registers, administering classification
and compensation, position control, hiring employees, leave administration and accounting, discipline
and grievance processing, training and skills tracking, and performance appraisals. In the Auditor’s
Office functions, we will be redesigning and automating the entire payroll processes including
garnishments, overtime processing, tax calculation, authorization of payroll via electronic signature,
conversion to pay in arrears, improved internal controls, and improved reporting. The new system will
provide automation of all these areas and will be accessible online by agencies. The system will perform
all functions related to posting, recruiting, hiring, enrolling for benefits, position funding, salary
administration etc. for all agencies, and all central organizations such as DOP and the Auditor’s office.

. E.E.O/AFFIRMATIVE ACTION EMPLOYER
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Antonio E. Jones, Ph.D.
Page 2
November 22, 1995

These changes are expected to lead to significant savings in reductions of manual labor and reductions of
staff. The time period required to process payroll will be reduced. Please refer to the attached pay
period schedule. The target areas are the key punch staff in the Auditor’s office, the key punch staff in
the Budget office, the staff in several areas within the DOP who presently process data directly into PC
databases and manual card files. In addition, centralization of tax filing and reporting for all of State
government can be accomplished which will lead to savings within agency staffs.

The system which the DOP is presently pursuing was authorized by Chuck Polan as an interim step. If
progress can be made to develop an electronic database of information concerning the State’s employees,
this will be useful to assist in the conversion of the new Statewide System to full production. Many
agencies still have information on paper in file cabinets. The step approved by Secretary Polan was to
allow this data on paper to begin to be automated to assist the bigger goal. The DOP system does not tie
in to the payroll process or provide any elimination of manual forms such as WV-11 or Auditor’s
Masterfile Change Sheet. In fact, it is requiring agencies to provide additional paper forms, which are
manually keyed in by DOP.

The cost of the new HRIS is not expected to be $3.7 million. Our budget for the completion of the
system is as follows:

Andersen Consulting $2.6 to $3.5 million
PeopleSoft software $500,000 to $650,000
1SC internal software $250,000

Small agency equipment $100,000

Totals $3.4 to $5.0 million

The funding for this project will be provided by the Division of Finance GAAP Appropriation combined
with funds to be provided by ISC. No additional or increased funds over current appropriation levels are
needed.

It is not expected to have any negative impact on the fees charged by DOP. If the project is as successful
as we anticipate, the actual cost of running DOP may actually be reduced.

ISC will charge agencies for using the system, in the same manner as they do for WVFIMS. It is also
expected that as the customer base of ISC is increased, that the rates of ISC may again be reduced in a
similar fashion as they have been since WVFIMS went online.
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Finally, agency managers have expressed extreme interest in this project. They all recognize the savings
in time, effort and labor which this project will provide. They also recognize that for the first time, they
will have a real payroll/HRIS system which will allow them to manage their largest budget item. They
will also be able to access this information utilizing graphical user interface tools such as Crystal
Reports, Excel, Lotus etc. and to perform ad hoc queries utilizing Natural language query and NVision
tools. The PeopleSoft system will be a system which will place WV in a leadership position with respect
to it’s systems and infrastructure.

I hope this addresses your concerns. Attached you will find a document with more details. I would like
to offer my time to meet with you and discuss any of these items in more detail if you choose. My
number is 558-4083.

George Mitchell
Deputy Secretary

GWM
Attachments - HRIS Objectives
Pay Period Schedule
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Division of Personnel 47



DEPARTMENT OF ADMINISTRATION

STATE-WIDE

PAYROLL AND HUMAN RESOURCE INFORMATION SYSTEM
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DEPARTMENT OF ADMINISTRATION

STATE-WIDE PAYROLL AND HUMAN RESOURCE INFORMATION SYSTEM

MISSION STATEMENT

To further enhance the West Virginia Financial Information
Management System through development of a Human
Resource Information System Payroll Module, thereby
automating manual tasks, streamlining and improving current
processes and eliminating duplication of systems and efforts, so
that the payroll of the State is managed in the most cost
effective manner.
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Division of Personnel

49




DEPARTMENT OF ADMINISTRATION
STATE-WIDE PAYROLL AND HUMAN RESOURCE INFORMATION SYSTEM

Sfate‘ot: . WVFIMS HUMAN RESOURCE
West Virginia INFORMATION SYSTEM

{ Applicarit
Tragking

Personnel Payroll
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WV STATEWIDE PAYROLL SYSTEM

HRIS/Payroll Team Charter

Department of Administration
State Auditor’s Office
Division of Information Systems and

Communications

Preamble:
Project will be completed in Client/Server Architecture.

The new computing model will allow the old processes to be
redirected by deploying technology so that computing power and
business productivity can be distributed to people throughout the
State in order to add value to the operation of government.

The driving forces for client/Server applications are the demand for
easier to use interfaces and event driven applications which lead to
improved productivity and quality of customer service.

The price and performance of desktop and server platforms are
leading to more efficient use of computer resources which will
enable the State to lower overall operating costs.

The demand for better access to decision data and support for
business processes, leading to applications that better match the
organizational structure of the State and the natural way to support
their missions.

The ability to now exploit new technology and high productivity
tools which will lead to faster responses to Agency needs.
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WV STATEWIDE PAYROLL SYSTEM
HRIS/Payroll Team Charter

System Characteristics:

The major components of the new HRIS/Payroll system will include:

1

Time and attendance - HRIS will provide ability to enter hourly
employees time. HRIS will automatically calc overtime. HRIS will

automatically post leave taken to individuals records. HRIS will
automatically track holidays. HRIS will provide periodic reports on
leave. HRIS will automatically accrue all leave at the individual level.
HRIS will provide leave and attendance reports at individual and org
total levels.

Applicant tracking - HRIS will allow applications/resumes’ to be
scanned and/or entered. HRIS will allow managers to review
applications and resumes’ online. HRIS will allow managers to
review pool of all potential applicants online. HRIS will maintain
application data online for a period set by applicant.

Position_control - HRIS will allow a position to be budgeted for an
annual salary. HRIS will prevent overspending of a position. HRIS
will total all positions for an appropriation and prevent overspending
of annual account level appropriation. HRIS will require annualized
salary. HRIS will track overtime at the individual position level. The
HRIS will provide for employees to be paid from multiple accounts
and to be split at certain % on multiple accounts.

Payroll processing - HRIS will automatically update payroll data from
information provided by agencies. The HRIS will not require
separate payroll information be provided to State Auditor’s Office
(SAQ). The HRIS (payroll segment) will be administered and
controlled within the SAO. All payroll checks will be printed in the
SAO. The HRIS will be linked to WVFIMS for checking of available
funds. The HRIS will allow checks to be printed ahead of due date if
needed. The HRIS provide both the SAO and Agencies with all
reports necessary to administer payroll. The HRIS will afford
efficiencies, such as centralized payroll processing; centralized tax
administration; and centralized benefit administration, etc.
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System Characteristics (Cont’d):

5 Personnel - The HRIS will utilize workflow to automate the processes
both within the Divisionof Personnel (DOP), Higher Ed. Personnel
and Dept. Of Education Personnel and those that interact with
external constituents or contacts. HRIS will not include functionality
which administers testing. HRIS will provide the DOP with all
required information, thereby eliminating the need for Agencies to
manually prepare and separately report data to DOP. The DOP will
utilize the HRIS for most interaction with Agencies. The DOP will
utilize the HRIS for decision support. The processes within DOP will
be reviewed for streamlining and improvement. A balance between
external Agency needs and central regulatory needs must be
established. The HRIS will eliminate most paperwork in the current
process. The HRIS will afford quicker DOP response to Agency
needs and provide automatic controls and edits which will provide
efficiencies and improved regulatory control. The HRIS will provide
base benefits enroliment.

6 WVFIMS integration/interface - Agencies will not have to enter any

duplicate data in order to process payroll transactions. The HRIS will
be linked to WVFIMS in a fashion which provides upfront
encumbrance accounting and back-end liquidity control. In addition,
the HRIS will utilize the official org. table in WVFIMS thereby
eliminating the need to maintain two tables. The HRIS will be linked
to other required WVFIMS tables to provide edits and controls over
financial codes and other appropriate data elements. The HRIS will
have linkage to WVFIMS in the position control function; in the
employee file; in the general ledger interface; in the user ORG ID; in
the paysheet data (edit to valid accounts); potentially in the payment
of benefits thru A/P; report writer access and other areas where
cost/benefits are positive.
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WV STATEWIDE PAYROLL SYSTEM
HRIS/Payroll Team Charter

The level of functionality desired:

1

2

10

GUI

Windows compatible

OLE compatible

DDE compliant

SQL query and Ad Hoc reporting tool accessible

User friendly

Multiple security level controls

Ease of linkage to WVFIMS account code structure

Capable of tracking cost at center/sub-org codes/divisions etc.

Utilizes workflow principles
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WV STATEWIDE PAYROLL SYSTEM
HRIS/Payroll Team Charter

System Vision (from Agency perspective):

Agency managers will be able to use the HRIS to support their mission critical
activities.

Agency managers will be able to access data concerning their employees.

Agency managers will have information from the HRIS which will help them
manage their payroll expenditures. '

Agency managers will utilize the HRIS to perform employee development and
evaluation activities.

Agency managers will utilze the HRIS to perform “what if analysis”.

Agency managers will view the HRIS as a valuable tool which assists them in
fulfilling their complex responsibilities.

Agency accountants will utilize the HRIS for improved management accounting
and reporting.

Agency accountants will utilize the HRIS for improved operating efficiency.
The HRIS will reduce the operating costs of the Agencies.
The HRIS will provide improved methods for personnel transaction processing.

The HRIS will enable them to reduce manual tasks and low value tasks.
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WV STATEWIDE PAYROLL SYSTEM
HRIS/Payroll Team Charter

System Vision (from Auditor’s Office (SAO) perspective):
The HRIS will allow data entry staff to be re-deployed

The HRIS will standardize payroll processes

The HRIS will be used by 100% of State Agencies without interfaces
The HRIS will improve the end of month process in SAO

Payroll checks will be printed in SAO

Administrative system control over payroli will reside in SAO

SAO will control gross to net calculations

The HRIS will allow the SAO to run checks ahead of time to ease printer demands
The HRIS will support direct deposit

The SAO will control what withholdings are allowed

Agency staff will perform all data entry

The HRIS will ensure that all statutory salaries are controlied

The HRIS will provide information on number of employees

The HRIS will tie to WVFIMS for liquidity control
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WV STATEWIDE PAYROLL SYSTEM
HRIS/Payroll Team Charter

System Vision (from State Budget Office (SBO) perspective):
The HRIS will control personal services (PS) spending

The HRIS will automatically prevent overspending of PS appropriation

The SBO will utilize the HRIS to replace WV-11 forms

The SBO will utilize the HRIS as decision support database

The SBO requires the HRIS to have rich query and report writing capability
The HRIS will provide the position control required under State law

The HRIS must be stable and provide consistent data

The HRIS must allow FTE reporting

The HRIS must allow employees to be on multiple appropriation accounts in
multiple positions

The ongoing HRIS system support team in 1SC must be knowledgeable and
responsive to SBO requests for reports

The HRIS will support the preparation of budget requests and expenditure
schedules

The HRIS will produce PS worksheets

The HRIS will provide éorﬁplete data on every employee (including Hi-Ed)
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WV STATEWIDE PAYROLL SYSTEM
HRIS/Payroll Team Charter

System Vision (from Div. Of Personnel (DOP) perspective):
The HRIS will automate some of their manual tasks

The HRIS will provide basic employee data

The DOP will utilize the HRIS to process WV-11 transactions

The DOP will utilize the HRIS to analyze information to support the creation of
timely and relevant training classes

The DOP will utilize the HRIS to provide employee statistical information to
legilative and other authoritative bodies

The HRIS will eliminate manual files and employee “cards”
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WV STATEWIDE PAYROLL SYSTEM
HRIS/Payroll Team Charter

System Vision (from ISC Div. perspective):

The HRIS will be a Statewide application
The HRIS will utilize the mainframe as a data base server
The HRIS will be operated on a WAN centrally controlled by ISC

The HRIS will make it easier for ISC to hire employees
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WV STATEWIDE PAYROLL SYSTEM
HRIS/Payroll Team Charter

System Vision (from Secretary Polan’s perspective):

The HRIS will be an “open” system

The HRIS will produce W-2's annually

The HRIS will allow payroll processing to be centralized

The HRIS will reduce the number of FTE’s currently deployed to perform payroll
The HRIS will eliminate WV-11's

The HRIS will provide a central decision support data base

The HRIS will allow the DOP to be more responsive to Agency needs
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WV STATEWIDE PAYROLL SYSTEM
HRIS/Payroll Team Charter

System Vision (from Higher Ed perspective):

HRIS will provide ability to handle their complex environment

HRIS will handle multitude of deductions

HRIS will handle tenure

HRIS will handle their unique FTE definition

HRIS will allow professors who work 9 months to be paid over 12 months

HRIS will allow them to control their data

HRIS will provide Charleston central government with a sub-set of their total data
HRIS will afford WVU with efficiency gains

HRIS may be standardized for all of Higher Ed
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DEPARTMENT OF ADMINISTRATION
STATE-WIDE PAYROLL AND HUMAN RESOURCE INFORMATION SYSTEM

BJECTIVES. cont.

INTERNAL CONTROLS

1. Improve Internal Controls

2. Automate time and attendance

3. Automate leave tracking, accrual and reporting

4. Standardize Personnel policy through automation

5. Replace manual review and approval with automated controls and edits and shorten the

payroll cycle
Centralize and automate the Division of Personnel’s files with security access control
Develop consistent terminology and processing

N o
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DEPARTMENT OF ADMINISTRATION
STATE-WIDE PAYROLL AND HUMAN RESOURCE INFORMATION SYSTEM

SWPENAL AL

12.
13.
14.

15.

OBJECTIVES

PROVE EFFICIENCIES AND REDUCE COSTS

(Eliminate numerous manual tasks and efforts

Eliminate duplicate, redundant systems

Decentralize data entry

Improve the timeliness and accuracy of payroll processing

Automate or eliminate the paper WV-11 form

Reduce paperwork associated with payroll and hiring

Automate Auditor’s Master File Change Sheets

Institute payroll in arrears to eliminate supplemental payrolls

Automate the hiring process including registers, changes and authorizations
Automate general ledger integration for encumbrance and liquidity checking and
expenditure posting

Automate applicant tracking

Institute direct deposit of employee payroll checks

Automate Budget position control integration

Automate/revise enrollment and subsequent changes into health care, savings plans,
flexible benefits, etc.

Provide payroll support/on-line help

REPORTING

1.

2.

v

Improve Management reporting through direct on-line query and on-line report
generation

Consolidate filing of payroll taxes and other required filings including Internal Revenue
Service, Social Security, Consolidated Public Retirement contributions, Workers’
Compensation premiums, State Income Tax and Unemployment taxes.

Streamline benefit payments to the Public Employees’ Insurance Agency and other
benefit administrators »
Eliminate/automate CS-00, Consolidated Public Retirement Board, Public Employees’
Insurance Agency and other reporting requirements

Automatically generate period-end Equal Employment Opportunity reports

Reduce the number of Federal Employee Identification Numbers by consolidating the

payroll process

December 1995
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Gaston Caperton

Governor

Robert L. Stephens, Jr.

Durector

TO:

FROM:

DATE:

STATE OF WEST VIRGINIA
DEPARTMENT OF ADMINISTRATION
DIVISION OF PERSONNEL

MEMORANDUM

Antonio E. Jones, Ph.D., Director
Performance Evaluation and Research Division

BG (Ret) Robert L. Stephens. Jr., Director
Division of Personnel MWW

Response to Draft Performance Audit Report

December 6, 1995

STATE
PERSONNEL BOARD
John A. Canfield, Chairman
Rev. Paul J. Gumer, Member
Sharon H. Lynch, Member
Roger Morgan, Member
Eugene Stump. Member

I have attached the Division of Personnel res
audit report which was delivered to m

for allowing us an additional day to prepare our response.

Attachment

BG(Ret)RLSIr: TMC/

3ullaing 3. *oem 2.416. 527 Kanawha Souievard, East. Chanasion. ‘West Virgimia 253059533

AN ECUAL OPPORTUNITY AFFIRMATIVE ACTION EMPLOYER

ponse to your unit's draft performance
y office the afternoon of November 29th. Thank you

304 528.3957
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West Virginia Division of Personnel
Response to Draft Performance Audit

Issue Area I:

Response:

Issue Area II:

The Division of Personnel Has Failed to Consolidate All Personnel
Functions Into a Cost-Effective Centralized Agency.

The data upon which this conclusion is based is in error. Table 1, History of
Personnel Positions By Full Time Equivalents (F.T.E.), shows 76 positions in
state agencies pre-centralization. In fact, there were 178 positions in state
agencies pre-centralization which were identified by those agencies as
having some payroll or personnel function. Of these 178 positions, 76 were
identified by the implementation task force as having primarily a personnel
function and thus those positions were transferred to the Division of Personnel
by Executive Order 11-89. The remaining 102 positions were identified as
primarily performing duties which were to remain within the agencies (time
reporting and payroll posting, initiation of requests to fill vacancies, etc.) and
thus the positions also remained with the agencies. Consequently, any
comparison should be made between the accurate total number of positions
pre-centralization, that is, 219, and your current number, 128, which indicates
a decrease of 91 positions. In addition, the cost comparison should be made
between the actual salaries of those 219 pre-centralization positions, adjusted
to reflect an average 19.51% increase in executive department salaries since
January, 1990, and the current salaries shown in the table.

In addition to the data being erroneous, I believe there is a basic
misunderstanding of the role of the Division of Personnel relative to the role
of the "personnel” positions