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OverviewOverview
Who we are An agency responsible for merit systems in the g y p y

Federal civil service
What we do • Adjudicate Federal employee appeals

• Evaluate Federal agency HR policy and practice
What we did • Career Advancement Survey

• Research on Federal hiring
What we’ll do • Present selected survey results

E l l i d d• Explore nonselection and advancement
• Consider implications 



About the Career Advancement SurveyAbout the Career Advancement Survey

• TopicsTopics
– Applying for jobs:  actions, success, perceptions
– Satisfaction with advancementSatisfaction with advancement
– Perceptions of equity

• Sampling and response• Sampling and response
– 22,000 Federal employees

53% t– 53% response rate
– Stratified by sex, ERI, pay level



Possible Reasons for NonselectionPossible Reasons for Nonselection

Merit-based Non-merit based

Impersonal
Process limitations

Competency ?
• Preselection

• Favoritism

• Policy

P l

• Process limitations

• Selection risk

• “Fit” with culture

• “Fit” with manager

• Technical 

• General

• Managerial

C titi Personal
• Discrimination

• Dislike

• Retaliation

• Learning curveCompetition
• Better skills

• Better “match”



Survey Results and Insights



Nonselection: The Applicant PerspectiveNonselection:  The Applicant Perspective

“Sham” competition
Preselection

p
Nepotism

Unfair competition

Favoritism

Prejudice

Competition: Form

Application

Interview

p

Discrimination

j

Competition:  Form

Competition: Substance

Interview

ImpressionCredentials

Competencies Competition:  SubstanceCompetencies

“Track record”



How to Get Ahead: Employee PerceptionsHow to Get Ahead:  Employee Perceptions
People are promoted because of –

10%
72%Who they know

53%
12%The number of

hours they work

42%
36%How hard they work

42%
39%Their competence

Di ADisagree Agree

Source:  U.S. MSPB, Career Advancement Survey



Potential MisunderstandingsPotential Misunderstandings

• Past experience may mislead• Past experience may mislead
– Availability of opportunities
– Likelihood of success
– Criteria for promotionp



Federal Government Promotion RatesFederal Government Promotion Rates
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One-year promotion rates from specified grade for employees paid under the General Schedule.
Source: Central Personnel Data File, fiscal year 2006.



Potential MisunderstandingsPotential Misunderstandings
• Nature of “merit”

– Competencies
– Performance
– Organizational citizenship
– Fit:  work unit, workload, organization 

• Mechanics of process
– Screening vs. sorting vs. selection
– Role of HR vs. role selecting officials
– Meaning of scores and labels



Effects of PerceptionsEffects of Perceptions
Respondents who chose not to apply for an opportunity because
“someone of my ethnicity or race or national origin had no chance”someone of my ethnicity or race or national origin had no chance  

16% 19% 21%
16%16% 16%

8% 11%

/Am. Indian Asian/PI Black Hispanic White Total

Source:  U.S. MSPB, Career Advancement Survey



Implications for Practice



InsightsInsights

• Compliance and nondiscrimination are essential• Compliance and nondiscrimination are essential, 
but not sufficient

• Vulnerabilities: both process and perceptionVulnerabilities:  both process and perception
– Use of “competition” to validate decisions

Vagueness regarding “merit”– Vagueness regarding merit
– Measurement

Applicant (mis)understanding of process– Applicant (mis)understanding of process
– Communication of reasons for nonselection



Implications for HRImplications for HR

• Understand reasons for decisions
– Look below the surface
– Align paper process and “real” process

Seek improvement in measurement– Seek improvement in measurement
– Recognize limits of measurement



Implications for ManagersImplications for Managers

• Confront factors beyond usual KSAsConfront factors beyond usual KSAs
– Unknowns and risks

f d b h i– Past performance and behavior
– Working relationships
– Organizational citizenship

• Improve measurementImprove measurement
• “Own” hiring processes and decisions



The Way ForwardThe Way Forward

• “More process” is probably not the answerMore process  is probably not the answer
• Direction:  Less process, more rigor?

P ibl i t• Possible improvements
– More clarity
– Align paper process and real process
– Better-prepared applicantsp p pp
– Better-informed selection decisions

Better comm nicated selection decisions– Better-communicated selection decisions



So you want to do a survey...



Measure and Interpret with CareMeasure and Interpret with Care
• Challenge:  respondent knowledge

– Reasons for actions of others
– Self-perception is not realityp p y

• Challenge:  complexity
– (Non)selection may occur for many reasons( ) y y
– Effects may vary

• Challenge:  attributiong
– Locus of control
– Success vs non-successSuccess vs. non success



Expect SurprisesExpect Surprises

• Interpretation of terms
• Understanding of HR processes and rules
• Insights

What responses would you expect to these questions—

Rate the impact of….on your career advancement: Positive Negativep c . y c dv c s v N g v

• Family responsibilities ? ?
• My race/national origin/ethnicity ? ?y / g / y ? ?
• My sexual orientation ? ?



F M I f tiFor More Information

C t t J T @ bContact: James.Tsugawa@mspb.gov
Cynthia.Ferentinos@mspb.gov

On the Web: www.mspb.govOn the Web: www.mspb.gov
Studies
N l ttNewsletters
ListServ


