CLASSIFICATION

= L i —
= . —
' A —

v

ob C
Review Guide

State Auditor’s Office

Updated September 2019



Table of Contents

OVEIVIBW ..ttt ettt ettt e st e e st e e s e bt e e s s be e e e s earaeeessaneeeeseaneneenanne 1
When t0 ReVIEW JODS .....coviiiiiiiiiieeeeee et 1
Collecting Data for a JOb ANalysis ......ueviieiiiee e 2
Factors in Determining Proper Job Classification .........cccccvviiieniiiieciciieen e, 3
MiSCIasSIfiCAtiONS .....cccueieriiiiiie et 6
Addressing Misclassifications in a Timely Manner .......ccccocvveeviiiieeeeccieee s, 7
Salary Administration Rules for Reclassifications .........ccccoveeeeciiieicciieeeccieeeens 8
Frequently Asked QUESTIONS .......ccuiiiiiiiieieecee e e e 8

HElPTUl RESOUICES ..eeiiieiiiee ittt ettt ettt e e e e e e e e 10




Overview
_—_——__

The State’s Position Classification Plan (Plan) provides the salary structure for the
majority of the State’s full-time and part-time jobs at state agencies. Employees in
those jobs are referred to as classified employees. The salary structure establishes
salary ranges for jobs and allows agencies to classify and pay employees appropriately
for the work they perform. The State Classification Team, located within the State
Auditor’s Office, is responsible for maintaining the State’s compensation and
classification system; however, agencies have the first line of responsibility for ensuring
that jobs are appropriately classified within the Plan.

This Job Classification Review Guide serves as a general guideline for agency use. It is
designed to assist agencies in determining when to review jobs and how to conduct a job
analysis. Agencies can create their own policies and procedures related to reviewing
jobs to ensure proper classification in accordance with the Plan and are advised to
consult with their general counsels when doing so. State agency employees and their
supervisors should direct their questions to their agencies’ human resources
departments.

For the purpose of this guide, the term “job”
refers to both current employee positions and
vacant positions.

When to Review Jobs

In accordance with Texas Government Code, Section 654.0155, agencies must review
jobs annually to ensure proper classification.

Agencies may wish to review jobs to ensure proper classification in the following
instances:

= During the annual performance evaluation process.

=  When establishing a new position, prior to posting a job vacancy notice, and/or when
creating a new job.

= When there is a major change in duties and responsibilities and/or a job
reassignment.

=  When agencies or agency divisions undergo a reorganization that results in assigned
job duties changing.



= When requested by the employee and/or supervisor in accordance with agency
policy.

= When employees move from one agency to another agency due to a legislative
transfer.

= When the Legislature approves new job classifications that may be more appropriate
for the duties being performed.

In addition, employee positions may be reviewed during a classification compliance audit
conducted by the State Classification Team.

Every two years, the State Auditor’s Office publishes
a report to the Legislature on recommended changes
to the Plan. Approved changes take effect September
1 after each legislative session.

Collecting Data for a Job Analysis

Job analysis is the process of collecting and analyzing information related to the duties,
responsibilities, and skill sets necessary for a job.

To determine appropriate job classification, information can be obtained in various
ways, including:

= Reviewing the State’s and the agency’s job descriptions.

» Reviewing reclassification request documents submitted by employees or supervisors.
= Reviewing job vacancy notices.

= Reviewing organizational charts.

= Requiring employees and/or supervisors to complete questionnaires.

*= Meeting with employees and supervisors.

= Observing the work being done.



Factors in Determining Proper Job Classification

Proper job classification is based on many factors. Some of the factors are listed in this
section; however, other factors may also be considered.

Factors That Should Be Considered in Determining Proper Classification
The proper classification of a job should be determined based on factors such as:
= Job duties and percentage of time performing those duties. For example, employees

who spend the majority of their time performing work related to auditing should be
classified in the Auditor job classification series, with few exceptions.

= Level of responsibility and complexity of work. Not all jobs are equally complex or
have the same level of responsibilities; therefore, the complexity of the work and
the level of responsibility should be factors in considering appropriate job
classification.

When determining job complexity and responsibility level, the following should be
considered:

1) What is the nature of the problems that need to be solved? Are those
problems more or less complex than the problems associated with similar
positions at the agency?

2) Are unique skills or certifications required?

3) How much discretion is given for making decisions?

4) What level of education is required?

5) How complex is the daily work?

6) Do the job duties and responsibilities have a significant effect on the
department or agency?

7) Does the employee supervise other employees or serve as a team lead?

Listed on the following page are general guidelines that may be helpful when
determining the level of complexity.



GUIDELINES FOR LEVEL OF COMPLEXITY

Entry-level Generally, this level requires little or no previous

training or experience.

Routine Generally, this level uses basic skills acquired through

prior work experience.

Moderately This level requires some work experience and performs
Complex non-routine work.
Complex This level requires experience performing the job and

knowledge and application of the job concepts.

Highly Complex | This level requires considerable work experience and

highly developed skills.

Advanced and/or | This level requires significant experience and
Supervisory or knowledge of the job, the ability to handle difficult
Managerial situations and to identify and solve problems, and the

possible supervision or management of staff.

Highly Advanced | This level requires extensive experience and

and/or knowledge of the job, the ability to make decisions

Supervisory or with significant impact and to identify and solve

Managerial problems, and the possible supervision or management
of staff.

= Level of supervision exercised. If the job being reviewed has responsibility to

oversee other employees, then consider the following factors:

1)
2)

Number of employees who report directly to the job being reviewed.

Level of employees being supervised. For example, is the employee
supervising employees performing simple or routine work, or is the employee
supervising employee who perform complex or advanced type of work (some of
which may actually supervise others)?

Level of authority. For example, does the employee have what the agency
may consider to be full supervisor responsibilities, or is the employee
considered to be a team lead?

Variety of positions being supervised. For example, is the employee
supervising only employees performing accounting duties, or is the employee
supervising employees across many different job classifications performing a
variety of work?



It is helpful to refer to an organizational chart when reviewing supervisory
responsibilities.

The examples below may assist your agency in determining whether the
employee considered is a manager/supervisor or more of a team lead.

Example One: A team lead generally serves as the source person for difficult
questions and problems from less experienced coworkers, coordinates the
team’s leave schedule, and presents project updates to the manager. In
addition, the team lead generally is responsible only for providing
performance data toward the evaluation of team members or providing input
in making disciplinary or reward decisions, although they may also provide and
approve project evaluations. That employee should be considered a non-
supervisory employee. If the job classification series to which that employee
is assigned has journey and senior levels, then that employee should be in a
senior level.

Example Two: A supervisor assigns duties; hires, disciplines, and rewards
employees; approves leave requests and formally evaluates employees; and
spends one-third of the time performing non-supervisory duties. A supervisor
is commonly found within senior level jobs in Salary Schedule B or C, but may
also be found in some Salary Schedule A jobs depending on the type of job.

Level of supervision received. Is the employee’s work checked frequently, or

does the employee receive only general direction with occasional status checks?

Below are general guidelines that may be helpful when determining the level of
supervision received.

GUIDELINES FOR SUPERVISION RECEIVED

Close Work is checked frequently.

Moderate | Non-routine work is checked frequently, and routine work is checked
periodically.

General | Non-routine work is checked occasionally.

Limited | General directions are given with periodic status checks.

Minimal | General directions are given with occasional status checks.




Misclassifications

Jobs that are identified as not being in a job classification that is the best fit for the
duties and responsibilities are considered to be misclassified.

If a job has been identified as misclassified, the agency must determine how it will
address the misclassification. Options include the following:

= Restructure duties to conform to the current job classification.
= Reclassify the position.

Reclassification

A reclassification is defined by statute as a method to properly classify a position based
on the duties that an employee currently performs. A reclassification does not indicate
that the employee’s assigned duties should or will be changed.

Examples of Appropriate Justifications for a Reclassification

Example One: A supervisor submits a revised job description for a staff member and
requests a reclassification review. The classification staff determines that the current
duty assignments have changed significantly since the last review and, after completing
a job analysis, finds the duties are more consistent with a job classification title in a
lower, higher, or equal salary group.

Example Two: A Program Specialist | is moved from the operations and administration
department to the accounting department. The employee’s duties have changed
significantly, and now the employee performs accounting work the majority of the time.
The classification staff determines that the position needs to be reclassified to the
Accountant job classification series based on the level of the new duties.

Example Three: Revisions to the Plan included the creation of a new job classification

series. Several employees perform work that is more closely related to the new job
classification series.

Examples of Inappropriate Justifications for a Reclassification

The following situations may justify an increase in pay but not a reclassification:
Example One: An employee has temporarily taken on additional duties while the agency
waits to post a position. The agency anticipates the employee will perform the

additional duties for only a few months.

In that instance, the additional duties are only temporary; therefore, the additional
duties should not be a factor in determining the proper job classification.



Example Two: A supervisor has had difficulty recruiting a Nurse Il and would like to pay
that position more. The supervisor would like to keep the duties at a journey level but
would like to post the position at a Nurse IV level.

In that instance, if the agency is having difficulty recruiting at the Nurse Il level, then it
should evaluate the starting pay and the level at which the job is posted. The Nurse IV
is a senior-level nursing position; therefore, if the agency determines it wants to post
the job at that level, its job posting should reflect that the duties that will be performed
are senior-level duties.

Example Three: A supervisor has given an employee an outstanding evaluation. The
supervisor has requested that the employee be reclassified to receive more pay.

In that instance, the supervisor should consider a merit increase for rewarding
outstanding performance.

In summary, the following factors should not be the primary considerations in
determining whether a job is properly classified.

Number of years in a job.

» Increased volume of the same type of work.

= Job performance.

= Functional job title.

= Additional qualifications an employee obtained when nothing else has changed.
= Recent certification.

» Desire to pay an employee more or less.

= Difficulty in recruiting.

= Temporary changes in duties.

= Employee is at the top of the salary range

Addressing Misclassifications in a Timely Manner

Upon determining a job is misclassified, the reclassification should occur in a timely
manner to ensure that:

» The employee receives the recognition of a job classification title that is more
appropriate for his or her duties and responsibilities. That may be especially important
to an employee who will move to a higher salary group. An example is an employee
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classified as a Loan Specialist Il (journey level) who will be reclassified as a Loan
Specialist IV (senior level).

The employee receives the appropriate compensation for the work being performed.
For example, an employee will need to receive a salary increase to bring his or her
salary up to the new salary group if the employee is being reclassified to a job in a
higher salary group.

Job postings for vacant positions have job titles and corresponding salary ranges that
are appropriate for the duties and responsibilities that will be performed. Job
postings with job titles and salary ranges that fit the duties and responsibilities can
help bring in a more qualified applicant pool and help with retention of new hires.

Salary Administration Rules for Reclassifications
[ —— |

In accordance with Texas Government Code, Section 659.254, and reason code
definitions published by the Office of the Comptroller of Public Accounts:

A classified employee whose position is reclassified into a position with a higher
salary group will receive his or her current salary or the minimum salary rate in the
higher salary group, whichever is higher. In addition, agencies can provide up to a
6.8 percent increase for employees on Salary Schedules A or B for the purpose of
maintaining desirable salary relationships among employees in the affected positions.

A classified employee whose position is reclassified to a lower salary group will be
paid at a salary rate that he or she would have received if the position had not been
reclassified; however, the maximum of the salary range may not be exceeded.

When a classified employee is reclassified into the appropriate job classification in a
salary group with the same minimum salary, no change in salary is authorized.

Frequently Asked Questions

1. Are agencies required to conduct job classification reviews?

Yes, Texas Government Code, Section 654.0155, requires agencies covered by the
Position Classification Act to review job assignments annually to ensure that jobs are
classified properly. Agencies also may perform monthly reviews.



2. What if an employee is performing work at a higher level than the employee’s
current job classification, but the employee does not meet the minimum
requirements for a higher level in the job classification series? For example, our
internal job description requires five years of experience to be classified as an
Accountant V, but the employee has only four years of experience.

Proper classification is determined by the level of responsibility and duties being
performed and not solely by the education level, work experience, or time in a position.

An agency’s internal job evaluation system should not drive state classification
determinations. In other words, if your agency has an internal career ladder program
that requires an employee to have worked for a particular amount of time in a lower
level position within a job classification series before moving to a higher level within the
same job classification series, then the agency should ensure that the employee is not
performing those higher level duties prior to being promoted.

3. What should an agency do if there is a need to pay an employee more when the
employee is at the highest level in the job classification series?

Jobs should be classified in the most appropriate classification based on the work
performed. If an agency determines that additional levels are needed or if a reallocation
is needed within a job classification series, it should submit a request to the State
Classification Team during the biennial review of the Plan.

In situations in which a classified employee is paid at the top of their pay range, an
agency may provide an employee with a one-time merit payment if they are qualified
under Texas Government Code, Section 659.255, to receive one. A one-time merit
payment is not added to the employee’s base salary.

4. What is the difference between a promotion and a reclassification?

A promotion is a change in duty assignment of an employee from one job classification
to another job classification with a higher minimum salary requiring higher
qualifications, such as greater skill or more experience, and involving a higher level of
responsibility. A reclassification is meant to properly classify an employee based on the
duties currently being performed and therefore does not indicate that the employee’s
assigned duties should or will be changed.

5. Will a new title change an employee’s Fair Labor Standards Act (FLSA) exemption
status?

FLSA exemption status is based on work performed. Visit the U.S. Department of Labor’s
Web site at https://www.dol.gov/whd/flsa/ for additional information.



https://www.dol.gov/whd/flsa/

6. When can an agency give an employee a salary increase as a result of a
reclassification?

A salary increase as a result of a reclassification may take effect at any time. Please
call the Office of the Comptroller of Public Accounts for additional guidance on effective
dates.

7. Can an agency use a title on a functional job description that is different from a
title used in the Position Classification Plan?

Yes, functional job descriptions used by agencies are typically more specific since they
are tailored to the agency. These form the basis for writing job postings and are used to
provide guidance to managers and employees on job expectations, and job expectations
affect employee performance evaluations.

However, if an agency is using a functional title that is similar to a job classification title
found in the Plan but is not using a job classification title within that job classification
series, then the agency should review the duties and responsibilities to ensure that the
job is not misclassified.

For example, if the agency has a position classified as a Program Specialist but using
Employee Relations Coordinator as a functional title, then the Human Resources
Specialist series may be the more appropriate job classification for the duties and
responsibilities of that position. The Employee Relations Coordinator job may be
misclassified.

8. What should an agency do when an employee requests reclassification to a higher
level, but the supervisor disagrees because the employee has poor performance?

The proper classification of an employee is based on the duties currently being
performed the majority of time as well as the scope of the job and is not based on the
quality of the work.

Helpful Resources

Classification Compliance Audits and Reviews:
http://www.hr.sao.texas.gov/Reports/Category/Compliance/

Conversion Manual for the Position Classification Plan:
http://www.hr.sao.texas.gov/CompensationSystem/ConversionManual

Texas Human Resources Management Statutes Inventory:
http://www.hr.sao.texas.gov/Resources/Statutesinventory/

Office of the Comptroller of Public Accounts’ Texas Payroll/Personnel Resource:
https://fmx.cpa.texas.gov/fm/pubs/paypol/index.php
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Position Classification Plan Recommendations:
http://www.hr.sao.texas.gov/Reports/Category/CompensationAndClassification/

State of Texas Salary Schedules:
http://www.hr.sao.texas.gov/CompensationSystem/SalarySchedules

State of Texas General Appropriations Act:
http://www.lbb.state.tx.us/

State of Texas Job Descriptions:
http://www.hr.sao.texas.gov/CompensationSystem/JobDescriptions/
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