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I. ,INTRODUCTION 

The Virginia Circuit Court Personnel System Study was initi

ated by the Supreme Court and the Office of the Executive Sec

retary to address a priority item on the agenda of Virginia 

court system organizaional development. The study's primary 

objective was to research numerous aspects of Circuit Court 

personnel administration and generate detailed recommendations 

for system improvement. 

This executive summary speaks to the major issues associated 

with the creation of a personnel system linking the Circuit 

Court Clerk's Offices directly to statewide administration of 

the Virginia judicial system. A classification system and 

associated compensation plan comprise the cornerstones of the 

personnel system proposed in the final report of the personnel 

system study: A Proposed Personnel System for the Virginia 

Circuit Courts. The implementation of these plans would com

plete the process of initiating a stQtewide administrative 

mechanism for all levels of the Virginia court system, the 

ultimate purpose of which is to enhance the delivery of judicial 

services to the people of Virginia. 

The products of the Virginia Circuit Court Personnel System Study 

resulted from an intense field effort during which 80 Circuit 

Court Clerk's Offices were visited in person, with the remain-

ing offices asked to participate by mail survey. Of the 80 

offices visited, twelve were designated as "intensive site visits" 

in which interviews were conducted with representatives of all 

distinguishable position types in the office. The project oper

ated under the guidance of a Circuit Court Clerk's Advisory 



.~------- ~ -

Committee, which contributed directly to the criteria used in 

developing the proposed classification system. 

·V 

TRe Focus of Present Personnel System Proposals 

The final report of the study presents a design for a classifi

cation and compensation plan for the Virginia Circuit Courts. 

Although ultimately the system design should encompass positions 

outside Circuit Clerk's Offices ($uch as court reporters) and 

positions now non-existent or extremely rare (such as data pro

cessing positionsl, the system presented focuses on Circuit 

Court Clerk's Office staff, which constitutes virtually all 

non-judicial personnel in the system. The primary purpose of 

the system is to offer the Circuit Courts a personnel adminis

tration tool to promote equitable, uniform management of the 

system's most valuable resource--people. 

One premise common to reform efforts and endorsed here is that 

court systems ought to be self administering and independent 

from undue influence exercised by other branches of government. 

For this reason, it is recommended that a statewide classification 

and compensation plan be adopted for the Circuit Courts to link 

these courts with the rest of the system. This administrative 

link will bring the entire court system together for the first 

time in the State's history, creating an opportunity for unified 

advancement of judicial system goals. Compensation worthy of 

the complex and important tasks performed by clerk's cffice per

sonnel may be realized by the proposed syste~. Once operational, 

the system would allow state level staff to play a more construc

tive service role in personnel administration. Under the new 

system, localities would retain a high degree of decision-making 

control while participating in the advantages of a more cohesive 

statewide system. 
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Consistent with the premise of fostering an independent self

administering judicial branch in Virginia, it is the position 

of this report that significant personnel administration respon

sibilities not be held by agencies outside the judicial system. 

Therefore, it is recommended that state level personnel admin 

istration responsibilities for Virqinia Circuit Court Clerk's 

Offices be removed from the Virginia Compensation Board and 

placed with the Judicial Council. The Board's authority is 

statutorily derived; the Virginia Code should be amended to 

transfer authority to the Judicial Council which would have 

the statut?ry authority to administer the system. 

One of the major recommendations of the Virginia Court Organi

zation Study pertaining to Circuit Courts is the elimination 

of the fee system 6f personnel compensation. This system, 

whereby Clerks and their staff are.paid out of specified fees 

and commissions (with a statutory maximum for Clerks and a 

Virginia Compensation Board authorized maximum for staff-

plus local supplements) is entirely foreign to modern pre

cepts of public personnel administration. An inherent danger 

in this type of system is for funding sources--the VCB and 

the counties--to tie expenditures decision making to revenue 

levels, thereby simulating within the Circuit Courts a private 

profit making model of personnel administration. Were it not 

for the land records, traffic cases, and other fee-generating 

workload (not commonly handled by courts of general jurisdic

tion in other states) the Circuit Courts would generate only 

a fraction of their operating cost by fee revenues. As it is, 

the system in most counties "pays for l' tself", t' perpe uatlng 

this unhealthy connection between revenues and expenditures. 

A major attribute of the personnel system herein proposed is 

the elimination of the fee system of compensation. Clerks and 

paid by salary out of the State general 

Appropriations for personnel expenditures should be 

solely on the staffing needs of each office. 

their staff should be 

fund. 

based 

-3-
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The system envisioned by this study represents an upgrading 

in the State's commitment to Circuit Court administrative 

support. When compared to the District Court compensation plan, 

to similar positions in other states, and to comparable posi

tions in state and local government in Virginia, it is clear 

that Clerk's employees are underpaid. Wh~tever the reason for 

the all too common inadequacy of pay, the salary levels recom

mended in this report represent a significant increase for many 

Circuit Court Clerk's Office positions. The increases are seen 

as ab~olutely necessary to the successful recruitment and reten

tion of qualified staff, as well as to the establishment of a 

salary plan conformin~ to the worth of duties performed by 

Circuit Court Clerk's Office personnel. 

The remainder of this Executive Summary presents a synopsis 

of the elements of the proposed classification and compensation 

system design, a discussion of financial implications of the 

proposed systems, and a summary of implementation considerations. 

The attirbutes of the proposed system conform with the major 

premises outlined above and represent a cohesive plan for 

improvement in the Virginia Ci~cuit Courts personnel administra

tion. 

-4-
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II. A PROPOSED CLASSIFICATION AND COMPENSATION PLAN 

A. Purpose of Classification and Compensation Plan 

The analysis of Circuit Court personnel administration con

ducted in the final report identifies three major apparent 

problems: 1) the lack of an administrative link among Clerk's 

offices and with the rest of the judicial system; 2) the fee 

method of compensation, and 3) low salaries of clerk's 

employees. The Circuit Court Personnel System Study focuses 

on a classification and compensation plan for the Circuit Court 

system because these administrative tools are the most effective 

mechanism possible by which to rectify apparent problems. 

The proposed plans emerge from and are designed for the Circuit 

Clerk's offices. At the same time, they are similar in nature 

to the District Courts plans and would be administered by the 

Office of the Executive Secretary (as ex-officio secretary to 

the Judicial Council) as are those p~ans. A primary feature of 

the proposal is the placement of all Circuit Clerks and their 

employees on a salary system, eliminating fee based compensation. 

The recommended salary levels for clerk's employees are substan

tially higher than existing levels and are in better conformance 

with salaries of comparable positions in other job markets. 

A primary purpose of any classification and compensation plan 

is to ensure equal pay for equal work, a principal that pervades 

public personnel administration. The Circuit Court proposed 

plans institute comparability with similar positions outside 

the system as well as equitability within the system. Equita

bility within the system is achieved by objective rating of 

the work performed--task complexity, required education and exper

ience, broadness of duties, relative structure of operating 

-5-
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instructions, supervisory responsibility, and impact on office 

operations. The rating process results in an ascribed amount 

of classification points, which in turn are tied to a salary plan 

with a minimum and maximum for each point level. Equitability 
\ 

~ 
with comparable positions outside the system is achiev~d by 

assigning job classes to appropriate levels in the salary plan. 

As explained in the body of the report, the proposed system con

tains a high degree of flexibility in the classification pro

cess and is not intended to prescribe position organization in 

individual offices or otherwise encroach upon local management 

discretion. There are many different kinds of position descrip

tions which fit any job class, and in fact, a position may be 

classified as a combination of available job classes (e.g. 

Deputy Clerk/Account Clerk). The compensation plan recognizes 

regional cost of living differences. Overall, the proposed 

plans constitute 'a flexible and systematic administrative tool 

designed specifically for the Circuit Court system. 

Classification is often described as the "building block" of 

any personnel system. Besides its role in balancing salary 

levels, a classification system provides management information 

for numerous purposes. Under uniform classification, the system 

as a whole may be described in consistent fashion, and other 

elements of personnel administration may evolve using the class

ification system--recruitment, performance evaluation, systems 

analysis, training, and resource planning. Enhanced personnel 

administrative practices will become more available to all 

localities once the system is in place, just as those localities 

now using a classification system are able to enhance personnel 

administration in their offices as a result of the system. 

B. Designing the Classification System 

The objective in designing a classification system is 

lish a set of classes into which individual positions 

varying composition but equal "worth" may be placed. 

-6-
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are measured by a review of their numero.us dimensions--task 

complexity, supervisory responsibility, and others. The speci

fications of the established classes are based upon the patterns 

of position types within the existing system. In this manner, 

the classes and class series in the plan emerge from and are 

in turn applicable to the types of positions presently and 

potentially in the system. 

As depicted in Figure 1 , the first step in designing the class

ification system is to identify existing positions and job 

tasks upon which tentative classes may be drafted. Job class 

definition is based upon knowledge derived from extensive re

search on position organization during project data collection. 

In twelve of the approximately eighty courts visited, project 

staff interviewed each distinguishable position type, and 

about sixty offices provided position description data useful 

for the purpose of establishing tentative job classes. 

FIGURE 1 

CLi'I:;srFrCNJ'lON SYf,Tr::·\ or:vr.LOPNI:NT: GCNr:R,\L NODEI. 

1. Icantlfy p::lSitiCns: I 
cC'rir..:l jo~ t..1S!-:S r 
.1r. .. ·Lntor ... ~$ 
O)cU ccscrlptior:s 

2a. ,\.'1.11y=" po,; 1 tion job 
t..lr.':s for: 

C) til::.''\. C"\'"r';ll ~'\~:l t y 
o rccruircd ~u":;ltion 

ilr:.d C":-:p::rit..·;";cc 
e rrc.btr"" s..,lvir.g 

cU([icully 
o \..'"Or':;l.7q·,,:cncl~ of 

error 
8 ::rq'O;l!Olbili ty/ 

a::count:.J.billty f.lcter 

2b. Dc:in<? job classes ~'1d 
t..~cir $~~~irications: 

• Ilasro on c.'(i~ti~ o;:>era
Ucn.J 1 nc...'C!s 

.Using criteria of job 
tAs.~ a..;.alysis 
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For the remaining clerk's offices, position description data 

was limited to an inventory list on Compensation Board person

~ authorization letters. 

Conducted simultaneously to definition of tentative job classes 

n 
i I 

<l ill 

II 
·8 ; 

I 

is the development of an approach to critiquing individual posi- ( 

tions for classification purposes. The appro~ch used in this 

system is a class dimension point system. This appr0ach uses 

a three factor rating system, each factor derived from two 

job dimensions set on a matrix. A KNOWLEDGE FACTOR is derived 

from a chart measuring Broadness of Duties and Required Educa-

tion and Experience. A KNOWLEDGE APPLICATION FACTOR is derived 

from a chart measuring Task Complexity and Available Solutions. 

An ACCOUNTABILITY FACTOR is derived from a chart measuring 

Supervisory Responsibility and Impact on Operations. For each 

of the six job dimensions, clearly articulated criteria are 

established to guide determination of each position's points earned 

on the rating sca~~. The three rating factors or points are 

added together to obtain a classification point rating for any 

given position. For reference purposes, the rating charts and 

criteria also are reproduced here in Figures 2A, B, and C. 

The process described above results in use of established tenta

tive job classes, with immediate refinement of the system 

resLlting from this application process. In testing and refin

ing the systel" by initial classification of employees, one 

other reference aid is required--guidelines for evaluating posi

tions and rating them according to the dimensions defined in 

the system. These guidelines were obtained from the Clerk's 

Advisory Committee for the personnel study. To supplement the 

knowledge obtained curing the site visit data collection, the 

members of the co~ittee were asked to evaluate a comprehensive 

list of procedures performed in Clerk's offices. 

-8-
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FIGURE 2 A 

POSITION CLASSIFICATION RATING CHART 1: 

KN~\~ FACIOR 

Broadness of Duties (Across Functional Areas) 

Limited Related Diverse Canprehensive 

Min. Educ. .20 40 60 80 
Min. Exp. 

Min. Educ. 
Hod. Exp. 

60 80 100 OR 40 0) 
Mod. Educ. 0 

r:: ~1in. Exp. 0) 
.r-i 
~ 

~Jlod. Educ. 0) 
n. Ivlcd. Exp. x 

rx:l OR 
'"0 Nin. Educ. 60 80 100 120 r:: Subst.Exp. rtl 

r:: OR 
0 Subst.Educ. 

.r-i Min. Exp. +l 
rtl 
0 
;::l I1od. Educ. 
"d Subst.Exp. rx:l 

120 140 OR 80 100 '"0 
0) Subst.Educ. 
~ Moo. Exp . • r-i 
;::l 
tJ1 

Subst.Educ. 140 160 
0) 

100 120 ~ Subst. Exp. 

-9-
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FIGURE 2A Cont'd. 

KNOWLEDGE FACTOR: DIMENSION DEFINITIONS 

Broadness of Duties 

Limited: 

Rela ted: . --

Works primarily in one functional area within the 
Circuit Clerk's Office with occassional duties in 
a limited number of other areas, usually as a back
up or substitute. 

. Works primarily in one or a· few functional areas 
with regular but limited duties in other areas. 

Diverse: Has primary responsibility in more than one functional 
'are'a with regular ~ . subs"tanti ve duties in other -
areas as well. Respo~sible for limited managerial 
duties. 

Comprehensive: Has primary operational or managerial responsibilities 
in several functional areas; works at least occasion
ally in virtually all areas~ Has responsibility for 
substantial managerial duties. 

Education and Experience 

Minimal 
Education: 

l>loderate 
Education: 

Substantial 
Education: 

Minimal 
Experience: 

Moderate 
Experience: 

SUbstantial 
Experience: 

High School diploma or less. 

Two to four years of post-secondary education. 

At least four years of post-secondary education with 
subsequent supplemental educational activity, or 
graduate level education. 

0-2 years experience related to job tasks, or 
0-4 of generally applicable experience indirectly 

related to job tasks. 

2-4 years experience related to job tasks, or 
4-6 years of generally applicable experience indi

rectly related to job tasks. 

Over. 4 years related experience or 
Over 6 years of generally applicuble experience in

directly related to job tasks. 

-10-
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FIGURE 2 B 

. " 

POSITION ClASSIFICATION RATING CHART 2: 

KNOWLEDGE APPLICi\TION FACI'OR 

Task Complexity 

-
. -- -

Repetitive Patterned Variable -Intricate 

Strict 20 Routine 40 60 80 

Semi- 40 Routine 60 80 100 

Standard- 60 ized 80 100 120 

Clearly 80 100 120 Defined 140 

Broadly 
Defined 100 120 140 160 

Abstractly 
Defined 120 140 160 180 

-11-
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FIGURE 2n Cont'd. 

-KNOWLEDGE APPLICATION FACTOR: DIMENSION DEFINITIONS 

Task Complexity 
\ 

~ 

'~ep~titive: Job tasks are relatively simple and identical in' 
nature yielding few problem solving challenges. 

Patterned: Job tasks are relatively simple:moderatel~ 

Variable: 

Intricate: 

Creative: 

varied in nature, and present a limited number of 
problem solving challenges, many of which are on a 
recurring basis. 

Job tasks are of differing degrees of complexity 
presenting a variety of problem solving challenges, 
only some of which are on a recurring basis. 

Job tasks are consistently complex in nature, pre
'senting a wide variety of problem solving challenges, 
'few of which are on a recurring basis. 

Job tasks are highly diverse and consistently com
plex presenting a wide variety of problem solving 
challenges many of which are non-recurring. 

Available Solutions 

Strict routine: Task completion and problem solving entail simple 
rules and defined instructions for action. 

Semi-routine: Task completion and problem solving entail somewhat 
diversified procedures and readily applicable precedents to action. 

Standardized: Task completion and problem solving entail diversified 
procedures and specified general standards for actio~. 

Clearly Defined:Task completion and problem solving entail undefined 
procedures and precedents but specifically delineated policies and 
principles for action. 

BroQdly Defined: Task completion and problem solving entail gencrnlly 
specified policies and principlos for action. . 

Abstractly Defined: Task completion and problem solving entail generally 
undefined policies and principles for action, creativity in devising 
solution approaches and skilled research to determine appropriate 
alternatives. 

-12-

I 

a:1 

I 
" ~ 

c 0 m 1):/ 
,~ ~ 
~ ~ 

~ 4-l 
0 

8" Il) 
0 

§ fij 
.w ~ 0 

i ~ 
.§ 

, ~ •. 'il-

FIGURE 2C ' 

POSITION C~SIFTCATION RATING CHART 3: 

ACCOUNTABILITY FACTOR 

Supervisory Resy;x:msibili ty 

None Minimal Moderate Substantinl Maximal 

Minimal 20 40 60 80 100 

M::x::lerate 40 60 80 100 
' ' 120 

Subst?....n-
60 tial : 80 100 120 140 

Ma.."<ilna1 80 100 120 140 160 
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FIGURE 2C Cont'd. 

ACCOUNTABILITY FACTOR: DIMENSION DEFINITIONS 

Supervisory Responsibility 
," ---. 

None: No supervisory responsibilities. 

Minimal: No formal supervisory responsibility but substantial 
guidance to subordinate positions. Performed under 
direction of supervisor. 

Moderate: 'Formal supervisory responsibility for 1-5 positions. 
May work under direction of higher level supervisor. 

Substantial: Formal supervisory responsibility for 6-12 positio~s. 

Maximal: 

May work under direction of higher level supervisoi. 

Formal supervisory responsibility for more than 12 
--~bsitions. G~nerally is highest supervisory position. 

Impact on Operatidns· 

Minimal: Low consequence of error, much review of work output 
.by supervisor or others. 

Moderate: Some consequence of error with little review of work 
output, or substantial consequence of error with much 
review of work output by supervisor or others. 

Substantial: Considerable consequence of error, generally with some 
review of work output by supervisor or others. 

Maximal: 

1 I ;if' • II 

Great consequence of error with little or no review of 
work output by supervisor or others. 

-14-

----------------- ----------~ --------------------

-I 

A multitude of procedures in nine different areas of clerk's 

office operations were submitted to the committee for analysis. 

The clerks rated each procedure for degree of difficulty; con-
~ 

sequence of errori required knowledge, ability, and sk~lli 

and whether the procedure is preferably performed by an entry 

level, mid-level, or experienced clerk. The ratings of the 

clerks may then be quantitatively connected with the rating sys

tem using pre-determined criteria. For example, a 0-2 clerk's 

rating for a particular procedure's task complexity (degree of 

difficulty) is a guideline to rate procedures of this nature in 

the "Repeti ti ve " zone of the task complexity dimension in the 

KNOWLEDGE APPLICATION rating chart. The committee's feedback 

was invaluable in offering a structured appraisal of position 

duties and responsibilities. 

C. Class Specifications for Circuit Court Support Staff 

The process of developing and refining the classification 

methodology produced a refined set of job classes for all sup

port staff positions. The classes viewed as needed for the 

Circuit Court system are as fol~ows (support personnel only). 

The classification of job classes below does not refer to the 

Court Clerks. A sep~rate classification system for them will 

follow later in the proposal. 

Class Class Code 

Chief Deputy Clerk I COl 

Chief Deputy Clerk II CDII 

Deputy Clerk I DCI 

Deputy Clerk II DCII 

Deputy Clerk III DCIII 

Cashier Csh. 

Account Clerk I ACI 

Account Clerk II ACII 

Accountant Acct. 

-15-
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General Clerk 

Clerk Typist I 

Clerk Typist II 

Clerk Typist III 

Legal Slecretary 

Executive Secretary 

Administrative Assistant 

Management Analyst 

Microfilm Technician I 

Microfilm Technician II 

GC 

CTI 

CTII 

CTIII 

'LS 

ES 

AA 

MA 

MTI 

MTII 

To allow ~axi~um flexibility, the system is designed with three 

levels of Deputy Clerks and two levels of Chief Deputy Clerks. 

This is not similar to the District Court system, which does 

not have Chief Deputy Clerk positions. However, by creating 

the additional positions, the plan allows for future growth 

of the Clerks offices. Many Circuit Courts may not now require 

the Chief Deputy positions .. As a court grows, and more individ

uals are needed to assume positions of high level administrative 

responsibility, the Chief Deputy positions will be needed. 

The system, then, plans for the future. It does not mea~ that 

each court must use any or all of the established classes if 

positions in that class are not necessary. 

Full class specifications for these classes are presented in the 

final report. Each contains three parts--a definition of the class 

in terms of job dimensions, examples of w?rk performed, and quali

fication standards, including required knowledge, abilities, 

and skills as well as minimally acceptable education and experi

ence levels. Also in the final report is a discussion of how the 

proposed qualification standards comply with federal Equal Employ

ment Opportunity Standards. In ~efining job classes in terms 

of the classification rating process, job classes are directly 

linked to an objective means of classifying positions and deter

mining the appropr~ate assignment of salary ranges to classes. 
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The existin' positions in Circuit Court Clerk~s Offices should 

fit into these classifications. Although there are a few posi

tions outside the clerk's office not covered in the above list 
~. 

(e.g. law clerk), these positions could easily be integrated 

into the system be defining a new class and rating the dimensions 

of included positions. Many of the positions outside the Clerk's 

offices, such as judges' secretaries, can be classified into the 

system as presently designed. As new positions develop (such 

as data processing staff) these too can be included in the system 

by simply defining a new job class and rating positions. 

A defining feature of each job class is its assignment to a 

classification point level as shown in Figure 3. These point 

level assignments are determined by subjecting a hypothetical, 

typical position of each job type (class) to the classification 

process to determine the proper classification point worth of 

the standard or average position in that class. 

To illustrate this process, consider the example of General Clerk, 

which is assigned to a standard of 60 points. Using the rating 

charts in Figures 2 A, B, and C, the typical position in the 

General Clerk class would be rated as follows: 

Minimum Education, Minimum Experience/ 
Limited Broadness of Duties 

Repetitive Task Complexity/ 
Strict Routine re Available Solutions 

No Supervisory Responsibility/ 
Minimal Impact on Operations 

20 points 

2G points 

20 points 

TOTAL: 60 points 

This process was repeated for each job class in the system, 

resulting in the point level assignments in Figure 3. 
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FIGURE :3 

Assignment of Classes to Classification Points 
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For most of the job classes contained in the system, the rating 

process appropriately yields a single point value for a typical 

position. However, for the Deputy Clerk and Chief Deputy Clerk ---. 
class series, positions within the class possess a highly vari-

able result in the rating process, necessitating a range for 

each class, the midpoint of which is used as the standard for 

the class. 

D. The Classification Process 

After presenting the basic features of the classification system 

and class specifications, the Virginia Circuit Courts Personnel 

System final report illustrates their applications. This process 

has been viewed from two perspectives: 1) initial classification 

of employees i.e., bringing existing personnel into the system, 

and 2), ongoing use of the system after full implementation. 

The decision process addressed stresses objectivity and the 

need for mutual judgments from both state and local authorities. 

A detailed example has been included in the main text of the 

final report to illustrate the step by step approach to the 

classification process. 

E. Compensation Plan for Circuit Clerk's Office Support Staff 
(Excluding Circuit Clerks) 

The classification system recommended for Virginia's Circuit 

Courts uses points which are tied to salary ranges in a salary 

plan, thereby directly linking the classification rating pro

cess to position salary levels. (For detailed explanation, 

see Section III E of the final report.) The proposed salary 

schedule contains a 2.5% increment between steps and 13 steps 

per range, resulting in a 34.5% difference between the first 

and thirteenth steps. The 2.5% increment is built into the 

system to permit maximum flexibility in management discretion 

regarding salary increases since it is recommended that an 

empJ.oyee's progression within the range be based solely on 
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merit, as Opposed to traditional government plans that provide 

an automatic step increase yearly (usually 5%). 
.~ . 
~ 

The report also recommends that cost-of-living increas~s, 
longevity increases, and regional cost of living differentials 

be handled separately from the annual merit reviews which 
decide salary step increases. 

Assignment of Classification Points to Ranges 

After describing the basic features of the compensation plan 
and its administration, the final report describes 

how the classification system is linked to the salary plan. 

The classification process is a means of evaluating positions 

and placing them in classes which may be described relative 

to one another based upon value. Value is expressed as a 

classification point standard and obviously, the higher the 

point standard, the higher the assigned range should be. 

The classification point system is linked to the salary 

plan in Figure 4. To determine where 0n the salary schedule 

a given point standard (which represents a class or classes) 

should fall, it is necessary to consider salary levels 

associated with comparable positions and comparable job 

markets. The groundwork for this comparative process was 

'laid in Section II of the final report which compares exist-

ing salary levels of Circuit Clerk "s Office employees to 

comparable positions in the District Courts, the private 

sector in Virginia, the executive branch of Virginia's public 

sec.tor, to court positions in other states having economic 

indicators similar to Virginia and the federal government 
court positions. 
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FIGURE 4 

Assign~ent of Classes to Salary Ranges 

Salary Range 
Range Hin. Max. -- --

3 7,321 - 9,846 

5 7,692 - 10,344 

7 8,081 - 10,8,68 

9 8,490 - 11,419 

11 8,920 - 11,997 

13 9,372 - 12,604 

15 9,846 - 13,242 

17 10,344 - 13,912 

19 10,868 - 14,617 

21 11,419 - 15,357 

23 11,997 - 16,135 

25 12,604 - 16,951 

27 13,242 - 17,809 
. --, 

29 13,912 .." 18,710 

31 14,617 - 19,650 

34 15,741 - 21,168 

37 16,951 - 22,795 

40 18,254 - 24,548 

43 19,651 - 26,436 

46 21,168 - 28,468 

49 22,795 - 30,658 

52 24,548 - 33,015 

55 26,436 - 35,553 

58 28,468 - 38,287 
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Generally, the approach to determining class assignment 

to salary levels involved determination of appropriate 

levels for the core class series in the system--Deputy 
\. 

ClLerks--and guaging the appropriate placement of other 

classes according to the relationship of the point stan

dards to deputy clerk point standards. Simultaneously, 

generic job classes can be compared to comparable positions 

outside the Circuit Court· system to check and adjust the 

appropriateness of point standard relativity. 

F. Classification of Circuit Clerks 

Circuit Clerks as a position in the system are categorically 

distinct from all other positions. They are elected into office 

and are a prominent component of local government. Each Clerk 

has the ultimate responsibility for all office functions, most 

of which are directly prescribed by legislation. The office 

ftemands a vast knowledge of Virginia law as well as high manage

ment skills. Placing the Circuit Clerk position within the sys

tem requires an approach different than used for support personnel. 

One way to classify Circuit Clerk positions is to classify the 

office as a whole, using basic management data such as total 

fees received, number of supervis8d staff, caseload, and popula

tion of the jurisdiction served. Combining these indicators 

into a single rating point value permits grouping of clerks 

offices by rank order. This exercise may be carried out using 

the chart in Appendix G of the finul report. For each office, 

a relative point value for each indicator is assigned according 

to its percentage of the total of all offices. The point values 

are added to derive the office point total. The primary purpose 

of creating classification groupings for Circuit Clerks Offices 

is the logical, equitable placement of Clerks in a salary range. 
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Multiple factors are used to balance biases that may be inherent 

in a single factor. The measure of fees and commissons received 

is a compre~ensive indicator of workload, reflecting nu~erous 
,\. 

w~k input units--deeds, marriage licenses, etc. Staff size 

is an obvious indicator of office size, but because the ratio 

of present staff size to workload indicators varie~ within the 

system, it should not be used alone to determine the categori

cal placement of the office. Caseload is a valid and necessary 

indicator of office size and workload demand although it too 

is imperfect if used alone. Apparently, cases require consider

ably greater staff time per unit than do workload units measured 

only by fees, and using only case load as a categorical indica

tor would skew results because the ratio of fees to cases var

ies greatly among the counties. Finally, population is used as 

a factor because it indicates the size of the "clientele" 

being served by the Circuit Court Clerk's Office and is related 

to workload demand in terms of fees, cases, and general service 

demands such as telephone inquiry response. 

Upon computing the management factor points for each office, 

it is possible to create a bar graph showing the number of 

offices falling into each point total as done in Figure 5. 

For example, 36 offices have a management factor point total 

of 0-1.0, 18 have a total of 1-2.0 and so on. Subsequently, 

groupings or categories of size may be delineated which logi

cally distributes the resulting ratings. 

Five classes were created to account for the wide range of 

management factor points that exist in the system. While the 

vast majority of clerks offices have a management factor point 

range between 0-8.0, 12 Clerks Offices have points in a range 

from 8.01 to 50.0. To allow for this extremely wide range, 

five groupings were established. Three groupings divide the 

large cluster of offices between 0 and 8 management factor 

points and two groupings divide the 12 larger offices. The 

five categories are denominated A, B, C, D, and E, from smallest 

to largest. 
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FIGURE 5 

Bar Graph of Locality Analysis 
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G. Circuit Court Clerk Compensation Plan 

J\l~t as the method of "classifying" Circuit Court Clerks neces
:'..-. 

sarily differs from the support staff classification p~ocess, 

so must the Clerk's compensation plan differ. Clerk's Offices 

have been categorized into five groupings based upon key manage-

ment factors. It is logical that these groupings be used as 

the basis for ~'h~ compensation plan for Clerks by associating 

the categories with ascending levels of salary ranges. 

This association is carried out in Figure 6. The five classes 

of Circuit Clerks are each assign~d to a range of the salary 

schedule proposed for the Circuit Court Personnel System. The 

criteria for selection of an appropriate range included the 

presept income levels of the Clerks and the relationships of 

the Circuit Clerks position to all other positions in the 

office. 

Obviously, the Circuit Clerk position carries greater respon

sibility than any other position in the office. Therefore, 

the salary range located one above the salary range associated 

with the maximum point total in the classification system for 

support staff (520 points--one above is Range 56) was selected 

for the A class Clerks. The maximum of this salary range 

also approximates the maximum income level of most clerks 

presently. The highest class Clerks group (Class E) corresponds 

to the present income of the highest income clerks in the 

system ($52,779)--Range 71. The classes in-between are distrib

uted evenly among the available ranges. 

Clearly, a merit system step plan for Circuit Clerks would not 

be functional because the Clerks have no supervisor to evaluate 

their job performance and allocate step raises accordingly. 

Consequently the assumption is made that Clerks will ~dprove 

their job performance over time and should be given step raises 

at reaular intervals, perhaps annually. It is Buggested that 
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Class A 

Class B 

ClasS C 

Class D 

Class E 

FIGURE 6 

CLERK SALARY RANGES 
CIRCUIT COURT 

Number of Management 
Salary 
Range Offices in Factor point~ 

Class 

59 
0 - 1:0 

36 

62 
1.01 - 3.0 

56 

6.5 
3.01 - 8.0 

18 

68 
8.01 - 13.0 

9 

71 
13.01 - 50.0 

3 

Min. Max.@ --
$ 29,180 $39,244 

31,424 42, 26~ 

33,840 45,512 

36,442 49,0): 

3~,244 52,779 

, 
-------------------

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

STEP SALARY PLAN FOR 
CIRCUIT COURT CLERKS 

FOUR 

8 13 
1 4 

Range 

31(424 34,686 39,244 
1-29,180 

Class A 59 42,262 
31,424 33,840 37,353 

Class B 62 45,512 
33,1340. 36,442 40,224 

• Class C 65 
39,244 43,319 49,,011 

36,442 
Class D 68 52,779 

42,262 46,650 
Class E 71' .39,244 
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newly-elected Clerks receive the Step I level in their class. 

After one year, an increase to step 4 should be given; after 

an additional time period Cone-two years) an increase to step -. 
8 should be given; and after one or two more years, the Clerk 

would receive the top step in the class. 

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

I!. Application of PU!'Dort ~taff Classification and Compensation 
Plans to Present Personnel 

The application of the proposed classification system to current 

personnel (Clerks and extra help staff not included) is shown 

in Figure 7. The number of full-time equivalents (FTE's) in 

each class is broken out in five groupings by size of office. 

These groupings are the same ones used to categorize offices 

for the purpose of classifying Clerks and is based upon the 

key management factor system using fees, caseload, presen't 

PTE's and population as grouping factors. 

Clearly, most support staff in Circuit Court Clerk's Offices 

fall somewhere in the Deputy Clerk class series. This reflects 

the fact that even the many positions in the system having a 

more generic job title, such as "clerk-typist", are performing 

deputy clerk type work, even though they are not deputized. 

More specialized positions are found in the larger offices, 

as expected. The large number of Deputy Clerks in the system 

speaks to the fact that the majority of offices are small to 

medium in size, requiring that all positions in these offices 

be Deputy Clerks able to perform a wide variety of office 

functions. 

Applying the proposed classification and compensation plans 

entailed not only classifying positions based upon available 

data, but also placing individuals in a step of the salary 

range associated with the resultant class. In this process, 

and in the ultimate classification process conducted for system 

implementation, placement of employees in steps will require 

a delicate balancing of numerous factors. 7he step placenent 
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FIGURE 7 

Application of Proposed Classification System to Current Personnel 

(In Full-Time Equivalents) 
~-
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conducted for the initial application of the proposed personnel 

system attempted to approximate the decision process which 

likely would ensue during actual system implementation. This 

exercise was carried out to obtain financial projection infor

mation which is as accurate as possible. The step placement 

took into account the following factors: present salary levels, 

length of service, and relationships of salary to other positions 

in the same office. 

With respect to the Circuit Clerks themselves, it is advisable 

to "grandfather" the Clerks into the system based upon their 

present salary levels. Because existing levels of Clerk's in

come are adequate and in almost no case would an existing salary 

be lower than the minimum of the appropriate Clerk's class 

(A, B, C, 0, or E), the grandfathering approach seems most 

appropriate. In those few instances in which an existing Clerk's 

salary is lower than the minimum of the appropriate Clerk's 

class, the Clerk should receive at least the minimum of the new 

range and possibly step 4 or 8 to· reflect length of service. 
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III. FINANCIAL ANALYSIS 

A. Introduction 
'\ . 
!..a. 

The implementation of a statewide personnel system for the 

Circuit Courts inevitably incurs notable implications for finan

cial administration of the system. These implications are 

of two discernable types: 1) change to the structure of the 

financiai system, i.e. the fund flows and administrative pro

cedures; and 2) change in the ratio of revenues to expenditures. 

This section 'examines both these areas. 

Financial analyses of system change commonly take the approach 

of comparing costs to benefits. In costs/benefits analysis, 

the objective is to establish a quantitative ratio whereby 

decision makers can guage the relative meiit of proceeding with 

the proposed change. The difficulty of conducting costs/ 

benefits analysis in areas of public policy and administration 

is that both benefits and cost.S are qualitative as well as 
\ 

quantitative. Although quantjtative cost benefits can be 

measured by comparing the revE·nues/expendi tures ratio of exist

ing and proposed systems, quaJ.itative costs and benefits 

resulting from system change can only be compared in SUbjective 

terms. 

On the quantitative side, it will be seen that the proposed 

personnel system will have little effect on the amount of 

revenues, but a substantial effect on revenues fund flow. 

Furthermore, there will be changes in the expenditures area 

both in amount and fund flow structure. Support personnel 

salary cost will increase (by about $.89 million--see below) 

and the method of payment will change as the system changes 

from a local to state administration. 
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Under the proposed system, all excess fees (fees collected 

by each clerk's office after personnel and office expense 

costs) which are currently divided between the state and local

ity will be retained by the state. As a result, the revenue 

to the state general fund will increase (approximately $3.4 

million was allocated to the counties in 1979) while the 

revenues to those counties now receiving "excess fees" will 

be reduced. Mi tigat"ing this loss to the counties is the fact 

that those localitie~ that are now supplementing their clerk's 

offices will no longer have to do so ($360,367 in 1979). 

These jurisdictions will no longer be required to expend such 

monies since the state will now assume all personnel costs. 

On the benefits side, this state assumption of costs will 

equalize the salaries of employees between the District Court 

and the Circuit Court and between the various offices within 

the Circuit Court System. 

On the qualitative side, it cannot be argued that a consensus 

exists that all effects of the proposed changes are positive. 

The Circuit Court Personnel System Study has tried to recognize the 

viewpoints of those who see disadvantaqes in a state personnel sys-

. tern, and to the extent possible, has structured the proDosen syste~ 

to eliminate these concerns. To reiterate the analysis fnun~ in 

section II of the final report, implementation of a statewi~p. 

personnel system would have numerous qualitative benefits. 

Advantages 

eIncreased morale and productivity. When visiting the 
various courts in Virginia, EHS&A found that the most common 
complaint for Circuit Court employees involved the inequities 
between the salary levels for Circuit Court and District 
Court employees. The increased salary levels will reduce 
this widespread dissatisfaction and should increase morale, 
thereby increasing productivity; 

eA rational statewide program of establishing equal pay 
for equal work; 
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eElimination of a fee system of compensation which taints 
clerk's office operations _as "profit-making" entities; 

eUniformity in the benefits package for clerk's office 
employees statewide; 

eThe ability to enhance personnel administration through 
statewide promulgation of practices meeting local needs; 

eLess intrusion by the executive branch in administrative 
control of judicial branch employees; and 

eBetter capability to promote mo~ern management practi7e~ 
through training, technical ass~stance, and other adm~n~s
trative activities built upon a basic personnel system. 

Disadvantages 

Obviously, it is not possible to put a price tag on these bene

fits. One may attenlpt to assess the quali tati ve trade-offs of 

implementing the proposed system, such as the danger of more 

structured procedures becoming overly burdensome, but such assess

ment is ultimately a subjective exercise, and it is the opinion 

of this report that the benefits of the proposed system far 

out-weigh the tradeoffs. 

B. Structure of Financial System Administration 

To eliminate the fee system of personnel compensation, it is 

necessary to re-define the flow and control of revenues and expen

ditures through the Circuit Clerk's office. This redefinition 

is required also by the transfer of state level personnel adminis

tration responsibilities from the Virginia Compensation Board 

to the Judicial Council. By re-structuring fund flows, it is 

possible to accomplish the replacement of the fee compensation 

method with a salary system and to effectuate placement of clerk's 

office employees in a salary plan which fairly recognizes the 

worth of their duties. 
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The existing flow of funds for personnel compensation has 

been charted in Section II of the final report. Clerkls fees and 
commissions are kept in a Clerkls account throughout the calendar 

year. Personnel (including the Clerk) are paid from this 

account up to specified maximums (plus county supplements) 

The difference between the authorized maximums and fees and 

commissions collected is denominated Ilexcess fees". Two-thirds 

of this amount accrues to the county (or city) and one-third to 

the state. 

The accounting transaction in the present system is conducted 

on an individual locality basis. There is no mechanism allowing 

localities having abundant excess fees to supplement personnel 

compensation in localities producing no excess fees which perhaps 

are having difficulty adequately supporting required personnel 

resources. The proposed changes to these fund flows, charted 

in FigurE=: 8 offers a mechanism for assisting localities in 

deficit fees by placing the system on a statewide salary plan. 

On a monthly basis throughout the year, the Circuit Clerks 

woulc. deposit their fees ana commissions in a statewide account 

tied to the State general fund. Personnel, including th8 Clerks, 

would be paid a salary out of state general funds an amount 
t dictated by the personnel system and not related to fees and 

commissions collected. This approach to structuring a salary 

system does alter existing financial procedures but creates a 

compensation system based on well-accepted principles of public 

personnel administration. Obviously, those localities receiving 

"excess fces" will suffer a reduction in revenues, however, th:is 

must be balanced against the benefits to those localities not 

in Ilexcess fees", which will experience a reduction in expendi

tures since the state will now assume personnel costs. 
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FIGURE 8 

for Proposed Circuit Court Personnel Expenditures: 

Salary Method of Compensation 
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C. Costs of the New System 

figure 9 compares the projected 1981 personnel compensation 
~. 
costs of the existing system with the proposed statewide person-

nel system. (Refer to Appendix A of the main report for 

figures referred to in the footnotes explaining from whence 

the figures were derived.) In the existing system, compensa

tion is projected at $13.18 million. The proposed system's 

salary costs is $14.06 million, an $.89 million difference. 

The proposed system projected costs are based on placement of 

classified employees at various points within the salary ranges 

'associated with the "assigned dlasses. Some would be placed 

low in the range, some in the middle, a~d some high in the 

range, the average being a mid-point. This approach permits 

recognition of the variables associated with decision-making 

~n step placement--e.g. length of service and meritorious 

service. . (High performance employees with much experience 

would be placed higher in the range than relatively inexperi

enced employees.) An alternative approach is to place all 

positions in the system at the minimum level of the range or 

slightly above their present level, whichever is higher. 

This would result in a lessening:of the total cost increase 

of the new system, but would likely cause internal friction 

by failing to recognize differences in experience and merit. 

If a lessening of the cost increase is desired, it is recom

mended that the appro~~~".suggested here be followed with the 

added condition that it be phased-in over time until the 

recommended levels are fully attained. 

Most Circuit Court Clerk's Office staff participate in the 

Virginia state Retirement System and most are covered by 

health and life insurance. While implementation of a state 

personnel system will likely result in some transfer of costs 

for these benefits from locality to state, the overall cost 

of benefits will change insignificantly. 
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FIGURE 9 

Comparison of Projected Personnel Expenditures for 

Existing and Proposed Systems 

Existing System: 

Clerks Net Compensation; 

Clerk's Employees Salaries: 

Compensation from Locality 
(supplement) 

$4,685,306 1 

3 8,057,695 

434,836 5 

$13,177,837 

Difference: 

P~oposed System: 

Clerk's Salaries: 

Clerk's Employees Salaries: 

$886,464 

.,,( 

2 $ 4,685,306 
4 9,378,995 

$14,064,301 

1 Based on 1980 authorized clerks net retain able compensation plus 10% projected annual increase, 
less $200,000 for estimated compensation less than authorized maximum. 

2proposed system anticipates "grandfathering" clerks into system at salary comparable to compen
sation in existing system. 

3 Based on 1980 VCB authorized maximums plus 10% annual increase. 

4Based on classification and salary step placement of current personnel as described in Section 
III, plus allottment for "extra help". 

5Based on 1979 actual supplement plus 20% for two annual increases. 
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Costs for administering the present Circuit Court personnel 

system are incurred by the Virginia Compensation Board as 

well as by the Clerk's offices. The responsibilities of the 

~oard under the new system would be transferred to the Judicial 
'\ ' 

~uncil. This transfer will result in attention devoted to 

administering the system. The Executive Secretary's 6ffice, 

which would assume administrative responsibilities as secre

tariat to the Judicial Council, now performs similar tasks for 

the District Court personnel system, and this preparedness 

will greatly dminish ultimate administrative overhead by taking 

advantage of economies of scale. To assume the administrative 

burden, the personnel office will need to employ approximately 

three additional persons--a management analyst, an accountant 

and an executive secretary. All three positions should be 

filled immediately after legislative passage to allow the new 

employees to assist in the implementation of the system, prior 

to the actual assumption of administrative duties. 
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IV. IMPLEMENTATION PLAN 

~ . 
~is section of the final report initiates the planni~g pro-

cess that must be completed to actually implement the proposed 

Virginia Circuit Courts Personnel System. A total chronolog

ical "picture" of the implementation process has been devised, 

to allow the Judicial Council to begin implementation prior 

to actual assumption of administrative duties. It is antici

pated that legislative enactment will be secured during the 

1982 meeting of the General Assembly with full assumption of 

administrative duties occurring in July 1983. The time period 

subsequent to legislative passage and prior to actual imple

mentation should be ,utilized by the Judicial Council to formu

late personnel policies, benefits guidelines, grievance proce

dUres and salary administration. All of these areas will pro

vide the basic guidelines under which the system will operate. 

Additionally, this time period must be used to finalize numerous 

tasks that will insure a smooth and orderly transition. A 

close workir;g relationship between the Judicial Council and the 

Olerks cannot be overemphasized. The following outline speci

fies each im?lementation step and estimates a time/staff commit

ment for completion. 
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TASKS FOR IMPLEMENTATION AND ESTIMATED TIME COMMITMENT 
~ 

1. Preparation, Introduction, and Passage of Legislation 

The staff of the O.E.S. personnel office should be closely 
involved with all legislative efforts to secure passage of 
the necessary statutes. One person in the O.E.S. sho~ld be 
thoroughly familiar with the entire system and be avallable 
as an expert. The actual time required would, of course, 
depend on the needs of the General Assembly, but a minimum 
of 15 days would probably be necessitated. 

2. Regional Meetings 

The regional meetings should be ver~ detailed, answerin9 
all questions posed by the Clerks. A full one~day meetlng 
should suffice. It is ant.Lcipated that approxlmately four 
regional meetings will be held to maintain a managable 
number of attendees. staff requirements will vary, but a 
minimum of three persons will probably be necessary to con
duct the four meetings, with an additional five-seven 
days for preparation of the agenda, visual aids, etc. 

3. Desk Audits/Classification 

The amount of time required at this task will be directly 
dependent on the number of persons c~nduc~ing the desk , 
audits. Four persons workj.ng full-tlme wlll probably requlre 
approximately twelve weeks to complete the task. It should 
be emphasized that a knowledge of the Vi:ginia Court System 
is a pre-requisite to successfu~ completlon. 

4. Final Classification of All Employees 

T I 

This task is obviously very critical to the reception of the 
system by the employees to be affected., It should be handled 
very delicately and slowly. Two full-tlme staff persons 
should be able to complete the task in approximately three 
weeks. A longer period may be required if data is insuffici-
ent for certain offices. 
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5. Notification of Clerks Regarding Classification 

\ . 
~ 

This ~rocess sh~u~d take one person no longer than two weeks, 
ass~m7ng the u~lllzation of an automatic typewriter and an 
efflclent copylng machine. Addressing of labels, develop
men~ ~f forms, etc. should however, begin much earlier to 
facllltate the process and will require approximat~ly·two 
weeks (full-time) for one person. 

6. Appeal and Reclassification of Positions 

Four weeks have been allowed for completion of this task and 
two persons should be able to easily handle all of the 
required work. Th~s, of course, will actually depend on the 
number of appeals lnvolved, and the actual time commitment 
cou~d range from one-fourth time to full time during this 
perlod. 

7. Coordination with Compensation Board 

Three months have been allotted for completion· of the budgetary 
task. At least one person, (full-time) who will be handling 
th~ budgets , subsequent to implementation should be committed. 
ThlS work wlll probably need to be done outside the O.E.S. to 
take advantage of the VCB's experience in this area. 

8&9. Judicial Council Assumes Administrative Responsibility 
for System 

Ag~in, ~udgetary analysis and review will encompass the 
maJor tlI;te commltment during this task. The same person that 
wor~ed ~lth the VC~ should be available to the General Assemblv 
d~rlng ltS evaluatlon. While the actual time requirements ~ 
wlll depend, for the most part, on ths needs of the legis la
tur~, four weeks of full-time work would not be an unreasonable 
estlmate. 

10. Regional Meetings 

The second set of regional meetings should be structured 
like the previous group, with at least four being held. 
Thr~e,person~ should be able to handle the meetings with 
addltlonal flve to seven days preparation time. 

11.&12. Final Preparations 

much 

an 

The entire t~me between the regional meetings and the beginning 
of the new flscal year shou~d be ~llotte~ to dealing with any 
unforeseen problems that arlse prlor to lmplementation of the 
new budget. An estimate of ~ time commitment is virtually 
impossible, although the entlre personnel staff will probably 
be involved on an almost full-time basis. 
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