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Members of the Board:

We are pleased to present our report Proposed Job Descriptions
and Personnel Policies for Webster County and we hope it will be
of value to you in working with your county personnel management
system. The report contains a discussion concerning the need for
written personnel policies, a proposed set of personnel policies,
an explanation of the uses of job descriptions, and a set of job
descriptions.

It should be pointed out again at this time that nothing presented
- within this report is to be construed as having the effect of law.

' The report is a series of proposals and after you review the report,
we hope you will make any changes which will make the system better
meet your specific needs. We do feel that the material presented

II can be very useful to you and the employees of Webster County and
we hope you will give it careful consideration and take the necessary

steps to adopt and implement the plan.

The study was conducted by Patrick J. Gilles and David C. Mueller
and they would like to express their appreciation for the cooperation
and help received from the elected officials and county employees
in Webster County. Although this report represents an end to our
immediate involvement with Webster County, we will remain available
to explain any proposals we have made or assist the Board in their

implementation.

The Local Government Personnel Service Center
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A PROPOSAL FOR WEBSTER COUNTY

Historical Perspective:

In May of 1974, the Webster County Board of Supervisors requested
help from the Local Government Personnel Service Center of the State
of Iowa's Office for Planning and Programming. This help was to
be in the form of a comprehensive personnel management proposal and
was to be derived from an in-depth study of Webster County employees
and employment practices. Due to a backlog of projects, this study
was not begun until May of 1976. At that time, a newly elected Board
of Supervisors again endorsed the need for a personnel management
plan and this document is the end result of the study that was conducted.

The Need for Written Personnel Policies and Job Descriptions:

In order that the reader may fully understand the uses and limitations
of personnel policies and job descriptions, they will each be described
in some detail at this time.

Personnel Policies: These policies describe the procedures

for handling common occurrences and problems that may normally
be expected in the work environment. They also describe the
employee's as well as management's rights and relate many of
the fringe benefits such as vacation, sick leave and holidays.
They do not tell an employee how he is to perform his job and
should be supplemented by departmental rule books or procedures
manuals if that is the intent. .

To achieve the optimum amount of equitability and impact, a
standardized set of personnel policies should be adopted for

all county emp]oyees Although most county officials balk at
this notion, there is no reason why the policies cannot be applied
across-the-board as long as provisions are made for the around

the clock operations and other special needs. These special
provisions typically account for less than ten percent of the
entire personnel policy package with the other 90 percent being
equally applicable to all county employees.

Thus the major barrier to standardized personnel policies may
be a psychological barrier residing in the minds of the county

officials.

Job Descriptions: Job Descriptions are the foundation upon
which the personnel management system is built. They are a
written descr1pt1on of the major duties and responsibilities
of a given position and they outline the skills and abilities
needed to satisfactorily perform the job. They also indicate
the kind of training and experience a person shou]d possess
to be able to perform-the job.




As such, job descriptions are very useful management tools.

They may be used for recruiting new employees as they outline

the qualities that should be present in the job candidates.

By setting equitable and work related entry requirements, job
descriptions can help insure that recruitment standards are

not based on discriminatory criteria. They also allow management
some flexibility in managing the work force as they can identify
people with similar skills and abilities and thus indicate how
employees might be transfered from department to department

should staffing needs incur major changes. Job descriptions

are also the basis of the compensation program as they identify

the skills, knowledges, responsibilities and experience requirements
for which management should be paying. Thus they provide the

raw data for rank ordering jobs in terms of the appropriate

level of compensation and they also provide the basis for comparing
county jobs to other public and private jobs requiring similar
qualifications. In terms of legal ramifications, job descriptions
can be used to substantiate the "equal pay for equal work" doctrine
should the Department of Labor ever investigate a complaint.

They may also be used by the Public Employment Relations Board

for unit determinations and identifying supervisory (exempt)
personnel should union elections ever be held. As such, they

will be indicative of "past practices" upon which the PERB will
base part of its decision.

What job descriptions do not do is to tell management how well

the incumbent is performing his job or how many people are needed
to carry out the work of a department. A job description describes
a position and not a person. The questions of efficiency, production
and staffing are traditional management problems and can best

be answered through techniques such as methods and procedures
analysis, time and motion studies, personnel evaluations, and
management by objectives. However, the underlying purpose of

all of these methods is to find out what the person should be

doing and then determine how closely the person is performing

to that standard. Thus job descriptions are helpful in the
initiation of this process.

Another point about job descriptions that should be made is
that they are not intended to restrict the kinds of related
duties that may be assigned to an individual. The "Duties"
section of the job description is aimed at major job functions
and additional duties may be assigned as long as they are in
keeping with the Tevel and general type of work described in
the respective job description. The corollary to this statement
is that job descriptions are not static and tend to change over
time. Thus management should periodically review and update
the job descriptions if they are going to be properly used in
any of the manners described above.



PROPOSED PERSONNEL POLICIES FOR WEBSTER COUNTY
NON DISCRIMINATION

No appointment to nor termination from employment with Webster County shall
be affected or influenced in any manner by consideration of race, creed, sex,
age or national origin.

No quesFion in any examination, or any employment form, or in any other personnel
proceeding shall be so framed as to elicit information concerning political
or religious opinions of any applicant or employee.

RECRUITMENT AND SELECTION

It shall be the policy of Webster County to carry on such recruitment programs
as necessary to seek out and secure the most qualified individuals to apply
for County positions at all levels of service.

Applications shall be made on forms provided for such purpose by the Office
of the County Auditor. Such forms shall require information concerning

the applicant's background of training and experience, residence, physical
fitness and other information, including references, deemed pertinent

by the County. ;

Defective applications may be returned to the applicant with notice to
make revisions, provided, that the time limit for receiving applications
has not expired. '

Any application which indicates that the applicant does not possess the
minimum qualifications required for the position may be rejected. Applications
shall be rejected if the applicant is physically or mentally unqualified

for the performance of duties in the position for which appointment is

sought, has made any false statement of any material fact, or attempted

to practice any deception or fraud in his application.

PAYROLL

Salary checks will normally be distributed by the County Auditor every

other Friday on a biweekly basis. Overtime pay will be inclusive through
the date on which the checks are written with the remainder included in

the following pay check. The Board of Supervisors must approve all requests
for advances in pay and such requests are discouraged.

Payroll deductions will include federal income tax, state income tax,
social security payments, IPERS, and any other employee approved sum.



RECORDS

The County Auditor shall maintain a service record for each employee in
the service of the County showing the name, title of position held, the
department to which assigned, salary, changes in employment status, and
such other information as may be considered pertinent. Each employee
shall promptly report all changes of name, address, and telephone number
to the County Auditor.

Any temporary or permanent change in the employment status of an employee
shall be reported by the department head to the County Auditor.

Payroll registers shall be kept permanently. A1l other personnel records,
not a part of a current employee's personnel file, including correspondence,
applications, examinations, and reports may be destroyed after ten years
upon order of the Board of Supervisors.

HOURS OF WORK

The normal work week is a forty (40) hour week comprised of five (5) nine

(9) hour days with one (1) hour for lunch. Normal working hours for courthouse
employees are from 8:00 a.m. to 5:00 p.m. with one (1) hour for lunch.

Lunch times may be staggered to make sure offices are open to serve the

public during the entire work day. :

Departments operating on an around-the-clock basis or with seasonal fluctuations
require individualized scheduling. Your immediate supervisor will inform
you what hours you are to work.

INCOMPATIBLE ACTIVITIES

A County employee shall not become involved in any activity which requires
so much of his time that it impairs his attendance or efficiency in the
performance of his duties as an employee.

A County employee shall not engage in any employment, activity, or enterprise
which is inconsistent, incompatible, or in conflict with his duties as
an employee; or with the duties, functions, and responsibilities of the

department by which he is employed.

FULL-TIME EMPLOYEES

To be classified as a full-time employee, the employee must be scheduled
to work a minimum of 1800 hours per year. The employee may be paid an
hourly or a monthly wage. FEull-time employees are eligible for all fringe

benefits.



PART-TIME EMPLOYEES

A part-time employee is one who is scheduled to work less than 1800 hours
per year. The employee may be paid by the hour for all hours worked or
by a monthly salary. Part-time employees are not eligible for any of

the benefits due full-time employees, such as but not limited to vacation
pay, holiday pay, sick leave, and health insurance, but are subject to
the same work rules governing full-time employees.

HOSPITALIZATION AND INSURANCE

For each full-time employee, the County agrees to pay $18.65 per month
towards the cost of a Blue Cross-Blue Shield insurance policy, including
major medical, effective on the established premium date. Family coverage
may be obtained by the employee paying for the added cost. Insurance
costs will be deducted from an employee's pay check each month. Additional
information and explanations about the insurance policy may be obtained
from the Auditor's Office.

RETIREMENT

Normal retirement age shall be 65, but this may be extended from year
to year at the discretion of the Board of Supervisors.

PHYSICAL EXAMINATIONS

Before being employed, all prospective employees must satisfactorily pass

a physical examination given by a physician designated by the Board of
Supervisors at the County's expense. Individual departments may require
that employees pass an annual physical examination given by either a Board-
designated physician or by their own physician at the employee's expense.

EMPLOYMENT OF RELATIVES

The employment of relatives in the same department will not be encouraged
by the Board of Supervisors.

JURY DUTY

Any full-time employee who is selected for jury duty or is called as a

witness, shall receive a paid leave of absence for the time spent on such
duty. Compensation received by the employee from the Court will be turned
over to the County Auditor, ‘with the exception of meal or travel expenses

incurred by the employee.



SICK LEAVE

Full-time employees will earn sick leave at the rate of ten (10) hours

per month to a total of one hundred twenty (120) working hours per year

with a maximum accumulation of six hundred (600) working hours. For absences
of five (5) or more continuous days a doctor's signature may be required.
Sick leave may not be used as vacation. Upon separation or retirement,
employees will be paid at one-half (%) their normal rate for all accumulated

sick leave except when discharged for good cause.

If it is necessary to be absent for any reason, the employee should notify
the department head as far in advance as possible. In case of unexpected
absence due to illness or emergency, the department head should be notified

as soon after 8:00 a.m. as possible.

MATERNITY LEAVE

Disabilities caused or contributed to by pregnancy and recovery therefrom
shall be covered by accumulated sick leave.,

FUNERAL LEAVE

In case of the death of a spouse, mother, father, child, sister, brother,
grandparent, mother-in-law, or father-in-law, an employee may be allowed

time off with pay, not to exceed three (3) days. Any such time off will

be deducted from the employee's accumulated sick leave.

PERSONAL LEAVES OF ABSENCE

A department head may grant an unpaid leave of absence for a period of
up to ten (10) days per year for an employee who needs the time for personal

reasons.

MILITARY LEAVE

Any employee, when ordered by proper authority to active state or federal
service is entitled to a leave of absence from government employment for
the period of active state or federal service, without loss of status
and without loss of pay during the first thirty (30) days of such leave

of absence.



CAUSE FOR DISCHARGE, SUSPENSION, OR DEMOTION

An employee is subject to discharge, suspension, or demotion for any of

the following causes: inefficiency, insubordination, incompetence, failure

to perform the assigned duties, narcotics addiction, dishonesty, unrehabilitated
alcoholism, negligence, conduct which adversely affects the employee's
performance or the department employing him, conviction of a crime involving
moral turpitude, conduct unbecoming a public employee, misconduct, or

any other just and good cause. In addition, failure to observe published

health and safety regulations shall constitute cause for disciplinary

action.

When discharged for good cause, an employee forfeits all sick leave accumulated.
A written statement of the cause(s) for this action must be given to the
employee at the earliest possible date.

GRIEVANCE PROCEDURE

Any employee or group of employees who feel they have not been fairly

treated in keeping with policies of the County should first discuss the
problem with their immediate supervisor. If the problem is not settled
to the employee's satisfaction, the following procedures should be used:

Step 1: The employee shall, within three (3) working days of
the date of the grievance, present the grievance
~in writing to his department head. The department
head shall reply in writing within three (3) working
days of receipt of the grievance, informing the employee
of his decision.

Step 2: In the event that the department head's decision is not
satisfactory to the employee, the employee may, within
three (3) working days, present his grievance in
writing to the Grievance Review Board. This Board
shall consist of two department heads who are not
parties to the dispute selected by the Board of Supervisors,
and a third member selected by the grievant, who
shall be an employee of Webster County. The Review
Board shall, within five (5) working days of receipt
of the grievance, arrange to meet with the grievant,
the department head, and witnesses called by either
party. The Review Board shall hold an informal hearing
and shall issue a written decision within five (5)
working days of the close of the hearing. Unless
the grievance is an appeal from disciplinary action,
the decision of the Review Board shall be final and
binding. .



Step 3: In the event that the decision of the Review Board does
not satisfy the employee and the grievance is an
appeal from disciplinary action, the employee may,
within five (5) working days, present the grievance
in writing to the Board of Supervisors. The Board
shall review the dispute and, where warranted, meet
in executive session within ten (10) working days
with the parties to the dispute and witnesses called
by either party. A written reply to the employee
shall be issued within ten (10§ working days after
the hearing. The decision of the Board of Supervisors
shall be final and binding.

REDUCTION IN FORCE

If and when it becomes necessary to reduce the number of employees because
of a shortage of work or limitation of funds, separation of the employee
will be accomplished with due consideration to status, length of service,
and performance evaluations.

PROBATIONARY PERIOD

Each employee shall be considered to be on probation for a period of
at least sixty (60) days. Salary may be paid at a monthly or hourly
rate. Employees may be dismissed for just cause without prior notice
during this period. Upon satisfactory completion of the probationary
period the employee will be entitled to all the rights and privileges
granted all other full-time employees, and their benefits will start
as of their employment date.

Former employees that are rehired shall be considered new hires, and
have no accumulated benefits.

OVERTIME PAY

A11 employees who are required to work in excess of their regular work
week or 40 hours and are considered as eligible for overtime pay, shall,
at the discretion of a department head, be reimbursed for hours worked
in excess of their regular work week at the rate of one and one-half

the hourly equivalent of their regular pay rate or shall receive compensatory

time at the rate of one hour of time off for each hour of overtime worked.



VACATIONS

Vacations shall be earned as follows: after one (1) year of employment,
five (5) days per year; after two (2) years of employment, ten (10) days
per year; after five (5) years of employment, fifteen (15) days per year;
and after ten (10) years of employment, twenty (20) days paid vacation
per year. For any part of a year worked, the empioyee shall receive
paid vacation based on the prorated portion of time worked in that year.
Vacation shall be taken after the year in which it was earned.

No more than ten (10) days of vacation shall be allowed to accumulate
and carried forward to the following year. Any employee who is laid

off, retired, or separated from the services of the employer for any

reason prior to taking his vacation shall receive pay for the unused

vacation he has accumulated at the time of his separation.

HOLIDAYS
The following shall be holidays for Webster County:

New Year's Day Veterans' Day
Washington's Birthday Thanksgiving Day
Memorial Day Christmas Eve () day)
Independence Day Christmas Day

Labor Day New Year's Eve (% day)

County offices will not be closed on Good Friday; however, employees

will be allowed paid time off to attend church services. Equal consideration
will be given to all faiths as their religious holidays occur during

the year.

Permanent and part-time employees shall not be required to work on
holidays unless the employee's services are required for an emergency
performance of an essential public service.

When a holiday falls on Sunday, the following Monday shall be observed.
When a holiday falls on Saturday, the preceeding Friday shall be observed.
If a holiday falls during an employee's vacation, he/she shall be entitled
to an additional day's vacation. Personnel of the County Care Facility
who are required to work on holidays, shall be entitled to an additional
day of vacation time for each holiday worked.

An employee shall forfeit the right to payment for any holiday if he/she
has an unexcused absence on the working day immediately preceeding or
following such holiday. :



EMPLOYEE EVALUATION

Every department head is encouraged to evaluate the performance of each
of his/her employees after six months of employment and yearly thereafter
to coincide with budget submission dates. (A sample evaluation form which

could be adopted follows these proposed personnel policies). It is recommended

that department heads review the evaluation with the employee.

A1l evaluation records will be confidential.

REIMBURSABLE EXPENSES

If a County employee is required to use private transportation to fulfill
the job requirements of the County, a mileage allowance of $0.15 per mile
is authorized for all trips approved by department heads. Parking fees
are included in the mileage rate and are not individually reimbursable.

Employees shall be allowed Todging and meal expense when required to travel
outside of the city or town of their official domicile and the trip is
approved by the department head. In no event shall the reimbursable amount
exceed the following limits:

Per Diem - the allowance for lodging and all meals shall
not exceed $20.00 per day. Receipts for lodging must
be submitted for reimbursement.

Those traveling on county business who are required
to depart prior to 7:00 a.m. and return after 6:00
p.m. may be reimbursed a maximum of $8.50 per day
for three meals.

Meals

- those traveling on county business who depart after
7:00 a.m. and are required to return after 6:00 p.m.
may be reimbursed a maximum of $2.00 for lunch and
$5.00 for dinner.

- those traveling on county business who are required
to depart before 7:00 a.m. and return before 6:00
p.m. may be reimbursed a maximum of $1.50 for breakfast

and $2.00 for Tlunch.
- those traveling on county business who are required

to depart after 7:00 a.m. and return before 6:00 p.m.
may be reimbursed a maximum of $2.00 for lunch.

10



EMPLOYEE EVALUATION FORM

NAME: DATE:

DEPARTMENT: JOB TITLE:

Purposes of this Employee Evaluation:

To take a personal inventory, to pin-point weaknesses and strengths and to outline and
agree upon a practical improvement program. Periodically conducted, these Evaluations
will provide a history of development and progress.

Instructions:

Listed below are a number of traits, abilities and characteristics that are important for success in business.
Place an “X” mark on each rating scale, over the descriptive phrase which most nearly describes the
person being rated. (If this form is being used for self-evaluation, you will be describing yourself.)

'Corefully evaluate each of the’ qualities separately.

Two common mistakes in rating are: (1) A tendency to rate nearly everyone as “average” on every trait
instead of being more critical in judgment. The rater should use the ends of the scale as well as the
middle, and (2) The “Halo Effect,” i.e., a tendency to rate the same individual “excellent” on every trait
or “poor” on every trait based on the overall picture one has of the person being rated. However, each
person has strong points and weck points and these should be indicated on the rating scale.

ACCURACY is the correctness of work duties performed.

_ Makes frequent Careless; makes Usually accurate; Requires little Requires absolute
errors. recurrent errors. makes only supervision; is exact minimum of
average number and precise most supervision; is
of mistakes. of the time. almost always
accurate.

ALERTNESS is the ability to grasp instructions, to meet changing conditions and to solve novel or
problem situations.

Slow to Requires more than Grasps instructions Usually quick Exceptionally keen
“catch on.” average instructions with average to understand and alert.
and explanations. ability. and learn.

CREATIVITY s talent for having new ideas, for finding new and better ways of doing things and
for being imaginative. s Wt

Rarely has a ' Occasionally Has average Frequently Continually seeks
new idea; comes up with imagination; has suggests new ways new and better
is unimaginative. a new idea. reasonable number of doing things; is ways of doing
’ of new ideas. very imaginative. things; is extremely
' imaginative.
11



FRIENDLINESS is the sociability and warmth which an. individual imparts in his attitude toward
customers, other employees, his supervisor and the persons he may supervise.

Very distant Approachable; Warm; friendly; Very sociable Extremely sociable;
and aloof. friendly once known sociable. A and out-going. excellent at
by others. establishing
good will.

PERSONALITY is an individual’s behavior characteristics or his personal suitability for the job.

Personality Personality Personality Very desirable Outstanding
unsatisfactory questionable satisfactory personality personality
for this job. for this job. for this job. for this job. for this job.

PERSONAL APPEARANCE is the personal impression an individual makes on others. (Consider

cleanliness, grooming, neatness and appropriateness of dress on the job.)

Very untidy; Sometimes untidy Generally neat Careful about Unusually well
poor taste in and careless about and clean; personal groomed; very
dress. personal satisfactory appearance; neat; excellent
appearance. personal good taste taste in dress.
appearance. in dress.

PHYSICAL FITNESS s the ability to work consistently and with only moderate fatigue. (Consider

physical alertness and energy.)

Tires easily; Frequently tires Meets physical and Energetic; Excellent health;
is weak and and is slow. energy job seldom tires. no fatigue.
frail. requirements.

ATTENDANCE is faithfulness in coming to work daily and conforming to work hours.

Often absent Lox in attendance Usually present Very prompt; Always regular
without good ; and/or and on time. regular in and prompt;
excuse and/or reporting for attendance. volunteers for
frequently reports work on time. overtime when' |
for work late. needed.

HOUSEKEEPING is the orderliness and cleanliness in which an individual keeps his work area.

Disorderly or Some tendency Ordinarily keeps Quite conscieritious Unusually neat,
untidy. to be careless work area about neatness clean and
and untidy. fairly neat. ond cleanliness. orderly.
12



DEPENDABILITY s the ability to do required jobs well with a minimum of supervision,

Requires close Sometimes Usually takes care Requires little Requires absolute
supervision; is requires of necessary tasks supervision; minimum of
unreliable. prompting. and completes with is reliable. supervision.
reasonable
promptness.

DRIVE is the desire to attain goals, to achieve.

Has poorly defined Sets goals too Has average goals Strives hard; Sets high goals
goals and acts low; puts forth and usually puts has high desire and strives
without purpose; little effort forth effort to to achieve. incessanily to
puts forth to achieve. reach these. reach these.
practically

no effort.

’

JOB KNOWLEDGE is the information concerning work duties which an individual should know

for a satisfactory job performance.

Poorly informed Lacks knowledge Moderately Understands Has complete
about work of some phases informed; can all phases of mastery of all
duties. : of work. answer most work. phases of job.

common questions.

QUANTITY OF WORK is the amount of work an individual does in a work day.

Does not meet Does just Volume of Very industrious; Superior work
minimum enough to work is does more than production
requirements. get by. satisfactory. is required. record.

STABILITY s the ability to withstand pressure and to remain calm in crisis situations.

Goes “to pieces” Occasionally Has average Tolerates most Thrives under
under pressure; “blows up" under tolerance for pressure; likes crises pressure; really
is “jumpy” pressure; is crises; usually more than the enjoys solving
and nervous. easily irritated. remains calm. average person. crises.

COURTESY s the polite attention an individual gives other péople.

Blunt; Sometimes Agreeable ' Always very polite Inspiring to others

discourteous; tactless. and pleasant. and willing in being courteous

antagonistic. to help. and very pleasant.
13



OVERALL EVALUATION in comparison with other employees with the same length of

service on this job:

Definitely Substandard but Doing an Definitely Outstanding.
unsatisfactory. making progress. average job. above average.
COMMENTS

Major weak points are—

1.

2.

3.

and these can be strengthened by doing the
following:

Major strong points are—

B

- £

3.

and these can be used more effectively by doing
the following:

Rated by

(Name)‘

(Title)

(If not used as a self-evaluation form, the employee should sign below)

A copy of this Report has been given to me and has been discussed with me.

(Employee’s Signature) (Date)

14

Printed in U.S.A.



PROPOSED JOB DESCRIPTIONS

The following table shows the present job titles followed by
their corresponding proposed job titles grouped by office. A general
comment should be made about the completeness of the data presented.
Although this study was comprehensive, various circumstances prevented
the inclusion of each and every Webster County job title in the compilation
of the data. Some departments were deleted because they are not
under the direct control of the Board of Supervisors. Elected officials
were ignored since their pay is established by the County Compensation -
Board. It should also be noted that the assignment of job titles ;
was based on responses to the job evaluation questionnaires and follow-
up interviews. In some instances employees did not fill out questio