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The Need to Provide More Efficient
HR Practices

The Need to Provide More EfficientThe Need to Provide More Efficient
HR PracticesHR Practices

●● Unemployment rate in San Diego CountyUnemployment rate in San Diego County
➘➘  2.6% (40-year low) 2.6% (40-year low)

●● Increased competition from private sectorIncreased competition from private sector
!!High-tech, high paying employersHigh-tech, high paying employers

●● Previous assessment process for entry levelPrevious assessment process for entry level
clerical employees very cumbersome andclerical employees very cumbersome and
time-consuming for both applicants and HRtime-consuming for both applicants and HR

●● Target classifications: Entry level clericalTarget classifications: Entry level clerical
!!Approximately 1/3 of County of San Diego�sApproximately 1/3 of County of San Diego�s

17,000 employees are in office/clerical17,000 employees are in office/clerical
classificationsclassifications
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Target ClassificationsTarget ClassificationsTarget Classifications

●● AdministrativeAdministrative
Secretary ISecretary I

●● AdministrativeAdministrative
Secretary IISecretary II

●● Booking ClerkBooking Clerk
●● Departmental AideDepartmental Aide
●● Departmental ClerkDepartmental Clerk
●● Intermediate ClerkIntermediate Clerk

TypistTypist
●● Jail ClerkJail Clerk
●● Junior Clerk TypistJunior Clerk Typist

●● Legal ProceduresLegal Procedures
Clerk IClerk I

●● Legal SupportLegal Support
Assistant IAssistant I

●● Office SupportOffice Support
SecretarySecretary

●● Payroll ClerkPayroll Clerk
●● Records ClerkRecords Clerk
●● Sheriff�s LicensingSheriff�s Licensing

Clerk IClerk I
●● Sheriff�s Records &Sheriff�s Records &

ID Clerk IID Clerk I
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Objectives of General Clerical Test
Battery (GCTB) Project

Objectives of General Clerical TestObjectives of General Clerical Test
Battery (GCTB) ProjectBattery (GCTB) Project

●● Develop single written examination for entryDevelop single written examination for entry
level clerical classificationslevel clerical classifications
!!Eliminate duplication in testing instrumentsEliminate duplication in testing instruments
!!Save time and money for applicants and CountySave time and money for applicants and County
!!Continue to acknowledge unique emphases ofContinue to acknowledge unique emphases of

each classification � weighted compositeeach classification � weighted composite

●● Streamline application processStreamline application process
!! Increase number of applicantsIncrease number of applicants
!! Improve customer serviceImprove customer service
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First steps: Analysis of existing processFirst steps: Analysis of existing processFirst steps: Analysis of existing process

●● Separate announcements, applications,Separate announcements, applications,
information posted for each recruitmentinformation posted for each recruitment

●● Group clerical recruitments not continuouslyGroup clerical recruitments not continuously
postedposted

●● Examinations for group and seriesExaminations for group and series
recruitments not regularly scheduled � onrecruitments not regularly scheduled � on
�as needed� basis�as needed� basis

●● Applicants submit one application perApplicants submit one application per
recruitmentrecruitment

●● Applicants take one written examination perApplicants take one written examination per
recruitmentrecruitment
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Analysis of existing written testsAnalysis of existing written testsAnalysis of existing written tests
●● 91% of the items91% of the items

assessed assessed generalgeneral
clerical knowledge,clerical knowledge,
skills and abilitiesskills and abilities
!! Filing skillsFiling skills
!! Reading comprehensionReading comprehension
!! Following writtenFollowing written

instructionsinstructions
!! Math skillsMath skills
!! English skillsEnglish skills
!! Checking and comparingChecking and comparing
!! General officeGeneral office

proceduresprocedures
!! Following writtenFollowing written

instructionsinstructions

●● Remaining 9%Remaining 9%
assessed specializedassessed specialized
KSAsKSAs
!! Payroll terminologyPayroll terminology
!! Legal terminologyLegal terminology
!! OtherOther

!! Military timeMilitary time
conversionconversion

!! InterviewingInterviewing
techniquestechniques

!! ReliabilitiesReliabilities
!! .88 to .93.88 to .93
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Test DevelopmentTest DevelopmentTest Development

●● Literature reviewLiterature review
●● Job analysisJob analysis
●● Item analysis of previous examsItem analysis of previous exams
●● Score weightsScore weights
●● Development of new applicationDevelopment of new application

packetpacket
●● Setting cut scoreSetting cut score
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Literature ReviewLiterature ReviewLiterature Review

●● IPMA Technical Report:  Development andIPMA Technical Report:  Development and
Validation of the Clerical Series ExaminationValidation of the Clerical Series Examination
ModulesModules

●● Standards for Educational And PsychologicalStandards for Educational And Psychological
Testing (AERA, 1999)Testing (AERA, 1999)

●● Principles for the Validation and Use ofPrinciples for the Validation and Use of
Personnel Selection Procedures (SIOP, 1987)Personnel Selection Procedures (SIOP, 1987)

●● Uniform Guidelines on Employee SelectionUniform Guidelines on Employee Selection
Procedures (1978)Procedures (1978)
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Job AnalysisJob AnalysisJob Analysis

●● Task Analysis questionnaires sent andTask Analysis questionnaires sent and
received from 30 subject matter expertsreceived from 30 subject matter experts
!!Update and assure accuracy of classUpdate and assure accuracy of class

specificationsspecifications
●● Tasks linked to knowledge, skills andTasks linked to knowledge, skills and

abilities  (abilities  (KSAsKSAs))
●● KSAsKSAs analyzed for appropriateness for analyzed for appropriateness for

written test formatwritten test format
●● Questionnaire sent to Questionnaire sent to SMEsSMEs and and

incumbents for rating remaining incumbents for rating remaining KSAsKSAs
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KSA QuestionnaireKSA QuestionnaireKSA Questionnaire

●● Importance of KSAImportance of KSA
!! 1-5:  not important 1-5:  not important "" extremely important extremely important

●● Extent NeededExtent Needed
!! 1-3: not needed, learned on job, needed when hired1-3: not needed, learned on job, needed when hired

●● Data obtained from 553 incumbents and 124Data obtained from 553 incumbents and 124
SMEsSMEs (48% & 54% response rate respectively) (48% & 54% response rate respectively)

●● Decision rulesDecision rules
●● Proportion of 4s and 5s (very important andProportion of 4s and 5s (very important and

extremely important) used to compute weightsextremely important) used to compute weights
for each classificationfor each classification
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KSA Questionnaire results (N = 677)KSA Questionnaire results (N = 677)KSA Questionnaire results (N = 677)

68.468.476.476.4ReasoningReasoning
48.448.464.064.0Computer skillsComputer skills
95.195.190.290.2Reading compReading comp
94.794.790.790.7Following Written Following Written InstrInstr..
96.696.688.088.0EnglishEnglish
74.274.275.775.7Checking & ComparingChecking & Comparing
59.759.776.376.3General OfficeGeneral Office
87.487.457.557.5MathMath
76.776.781.181.1FilingFiling

Ave. %Ave. %
�Needed�Needed

When Hired�When Hired�

Ave. %Ave. %
�Very�Very

Important�Important�KSAKSA
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Variance in importance ratingsVariance in importance ratingsVariance in importance ratings

ReasoningReasoning
Computer skillsComputer skills
Reading compReading comp

Following WrittenFollowing Written
InstrInstr..

EnglishEnglish

Checking &Checking &
ComparingComparing

General OfficeGeneral Office
MathMath
FilingFiling

KSAKSA

76.476.4
64.064.0
90.290.2

90.790.7

88.088.0

75.775.7

76.376.3
57.557.5
81.181.1

Ave%Ave%

84.684.657.157.1
83.383.343.543.5

100.0100.084.684.6

100.0100.081.181.1

98.198.178.678.6

95.295.252.252.2

90.490.465.265.2
92.392.342.942.9
92.392.369.669.6

High%High%Low%Low%
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Example of section weightsExample of section weightsExample of section weights

93.6193.61
6.166.16
5.765.76

13.3913.39

14.6314.63

12.612.6

17.2217.22

8.408.40
5.655.65

9.89.8

Class 2Class 2
ScoreScore

0.560.56
0.640.64
1.031.03

1.331.33

0.840.84

1.231.23

0.840.84
1.131.13
1.401.40

Class 2Class 2
WeightWeight

7.927.920.720.721111ReasoningReasoning
TOTALTOTAL

Computer skillsComputer skills
Reading compReading comp

FollowingFollowing
Written Written InstrInstr..

EnglishEnglish

Checking &Checking &
ComparingComparing

General OfficeGeneral Office
MathMath
FilingFiling

KSAKSA

101101

99
1313

1111

1515

1414

1010
55
77

RawRaw
scorescore

100.29100.29

7.027.020.780.78
16.5116.511.271.27

11.8811.881.081.08

21.1521.151.411.41

15.9615.961.141.14

9.109.100.910.91
2.702.700.540.54
8.058.051.151.15

Class 1Class 1
ScoreScore

Class 1Class 1
WeightWeight
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Applications for Clerical SupportApplications for Clerical Support
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Applications for Clerical Support
Positions under new process
(x = 3.8 classifications per applicant)

Applications for Clerical SupportApplications for Clerical Support
Positions under new processPositions under new process
(x = 3.8 classifications per applicant)(x = 3.8 classifications per applicant)
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Annual number of applicants per
classification

Annual number of applicants perAnnual number of applicants per
classificationclassification
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Results of General Clerical Test
Battery

Results of General Clerical TestResults of General Clerical Test
BatteryBattery

●● One test administered to assessOne test administered to assess
knowledge, skills and abilities common toknowledge, skills and abilities common to
15 entry level clerical classifications15 entry level clerical classifications
!! 9 sections9 sections
!! 135 items135 items

●● Each section weighted to reflect what isEach section weighted to reflect what is
most important to each classificationmost important to each classification

●● Mean = 91.7 (68%)Mean = 91.7 (68%)
●● Reliability = .94 (N = 391)Reliability = .94 (N = 391)
●● Passing score (weighted) = 83 (61%)Passing score (weighted) = 83 (61%)
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Number of clerical exams
administered

Number of clerical examsNumber of clerical exams
administeredadministered
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Results of General Clerical Test
Battery

Results of General Clerical TestResults of General Clerical Test
BatteryBattery

Former processFormer process
●● 76% of applicants76% of applicants

applied for only oneapplied for only one
clerical position (1998)clerical position (1998)

●● Qualified candidate tookQualified candidate took
an average of 1.2 writtenan average of 1.2 written
examinationsexaminations

●● Lists of qualifiedLists of qualified
candidates establishedcandidates established
at different timesat different times
depending ondepending on
classificationclassification

●● Total of approximately 40Total of approximately 40
administrations per yearadministrations per year

New processNew process
●● 24% of applicants apply24% of applicants apply

for only one positionfor only one position
●● Average applicantAverage applicant

applies for 3.8applies for 3.8
classificationsclassifications

●● Qualified candidate takesQualified candidate takes
one test to qualify for anone test to qualify for an
average of 3.1average of 3.1
classificationsclassifications

●● Lists of qualifiedLists of qualified
candidates are refreshedcandidates are refreshed
each month for eacheach month for each
classificationclassification

●● Total of 12Total of 12
administrations per yearadministrations per year
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Overall resultsOverall resultsOverall results

●● Improved customer service for applicantsImproved customer service for applicants
●● Improved quality of employment lists forImproved quality of employment lists for

departmentsdepartments
●● Faster turnaround time from application toFaster turnaround time from application to

hirehire
●● Higher test reliabilityHigher test reliability
●● More effective and efficient process forMore effective and efficient process for

Department of Human ResourcesDepartment of Human Resources


