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Regional delivery of civilian personnel servicing marshaled in unprecedented change for managers, supervisors and human resource professionals.  We all have come to expect change as simply “the way it is”, working for a defense agency.  And, we can be sure we have not seen the end of change.  Who would have thought managing electronic mail would become such a challenge for managers and supervisors.  In terms of position management, accommodating further personnel reductions due to the ever-shrinking budget can and should come as no surprise. 

Position management questions arise each and every day.  In fact, from the very first day of stand-up, the SWCPOC began receiving calls concerning such matters as, “How do I set up a trainee career ladder in my organization?" or, “We are facing a reduction in force, can you tell me how to go about restructuring my organization in a way that will allow us to reduce costs and continue to accomplish our mission?" or, “We are undergoing a CA study and need help figuring out how to organize to be competitive with contractors? or, “Can you tell me where to find sample job descriptions.  We just received a new mission and don’t want to have to start from scratch?”  All of these issues represent matters of position management. 

The delivery of day-to-day position management advisory services is tasked to the CPAC.  Commanders and managers are ultimately responsible for position management, but they want and need help, advice, and assistance in performing this important management function.

This guide is a compilation of worthwhile position management extracts from a variety of sources, many of which have now been rescinded or abolished with the sunset of the Federal Personnel Manual.

We believe this guide offers useful information to managers, supervisors, CA study team members, CPAC generalists and CPOC classifiers, regardless of their specific position management role.  We encourage comments, suggestions and recommendations for improvement.  To do so, please contact Robert Russell, DSN 856-0384 or e-mail russellr@cpocswr-emh1.army.mil  
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Chapter 1

Position Management Program

What is Position Management? 
Position Management simply stated is the structuring of positions, functions, and organizations in a manner that optimizes productivity, efficiency, and organizational effectiveness.   Supervisory and managerial personnel are the most important part of the Position Management process.  Position Management is the vehicle for assuring efficient distribution of staff resources, identifying, preventing, and eliminating unnecessary organizational fragmentation.  Sound position management also seeks to prevent or avoid excessive layering, unnecessary use of deputies and assistants, improper design of jobs, and narrow span of control.  Supervisors use position management decision making to recommend or determine which duties must be incorporated into a position.  This process takes the following into consideration:


a.  Budget limitations.


b.  Is a particular position really needed?

c.  Are the positions and flow of work organized properly?

d.  What specific duties and responsibilities are assigned to individual positions and the reasons why?

e.  The number of subordinates required to accomplish the work.

f.  How are mixed-grade positions utilized?

Definitions

Position.   All the duties and responsibilities assigned or delegated by management, requiring full-time or part-time employment by one person in the Federal Government.

Position Description.  A written statement of the basic duties and responsibilities assigned to a position.  (Note:  A position description is a prerequisite to hiring an employee.)

Mixed-Grade Position.  A position assigned duties at more than one grade level.  In the General Schedule (GS,) a position is normally graded based upon the highest level of duties assigned and performed 25% or more of the time.  In the federal wage system, a position is graded to the highest skill level of work performed on a regular and recurring basis.  

High-Grade Positions.  Positions classified at the GS/GM-14 level and above.  (Some commands also intensively manage positions at the GS-13 level, regarding them as “high-grade” positions.)

Types of Work Schedules.  


a.  A full-time employee is one who is regularly scheduled to work the number of hours and days required by the administrative workweek of his/her employment group or class.  (Most full-time employees have an administrative workweek of five, 8-hour days.)


b.  A part-time employee is one who is regularly employed on a prescheduled tour of duty that is less than 40 hours per week).


c.  An intermittent employee is one who is employed on an irregular or occasional basis, with hours or days of work not on a prearranged schedule and with compensation only for the time actually employed or services actually rendered, not to exceed 39 hours per week.

A Philosophy or Just Another Rule?

Effective position management is based on management expertise and judgment rather than the rigid application of standard formulas.  There are no absolute rules for managers to follow in the complex art of position management.  However, there are essential position management criteria and basic position management program requirements which are designed to assure that:

a.  Mission needs are served most effectively and economically, and

b.  Position allocations and hiring practices reflect our best knowledge about managing human resources.

Relationship to Position Classification

Position management is not the same as position classification although the two are closely interrelated.  Position classification is prescribed by federal statute, governed by agency regulation and involves the official determination of pay category (GS, WG), occupational series (0221, 0301, 5704), title (Budget Technician, Management Analyst), and grade.  Position classification can, and is often directly affected by position management.  A good example of this is when a position description is classified as a GS-5 but the employee actually performs

GS-6  level duties.  In this case the position should either be classified as a GS-6 or the employee confined to the GS-5 duties in the official position description.  How the position is managed in this illustration has an impact on the proper grade of the job.  Another example of impact might be a supervisory position that is titled and graded based on its supervisory duties.  If the subordinate structure changes, leaving only one or two subordinates, the classification, e.g., title and/or grade may no longer be supportable. 

Headquarters Department of the Army delegates position classification authority to Commanders.  Under the Army’s Delegated Classification Authority (DCA) program, commanders are permitted and encouraged to further delegate this authority to the most practical line-management level within their organizations.  Training is a prerequisite before delegation may occur.  Commanders have three options under the DCA program, (1) Retain classification authority, (2) Delegate to line managers who have received DCA training, or (3) Delegate classification authority to the CPOC.     

The role of the Civilian Personnel Operations Center (CPOC) Position Classification Specialist is to review, evaluate and advise on position classification actions.  The role of the Civilian Personnel Advisory Center generalist is to provide generic classification advice and on-going position management advisory support. 

While classification authority may or may not be delegated to all managers and supervisors, all managers and supervisors have involvement in the evaluation process.  Supervisors at all levels have an inherent responsibility to become acquainted with the classification standards applicable to jobs under their supervision.  This will enable them to have a better understanding of the basis for grade determinations and better explain the program to subordinates.  Such knowledge is also useful when considering the cost impact of alternative position structures.

Key Elements

Responsibility.  Appropriate and effective organization structure, related work assignments, and high-quality position management overall, has a much better chance of occurring if it is expected from line managers and supervisors at all organizational levels.

Position Authorization and Employment Controls.  Wise supervisors establish procedures to assure existing and proposed workload and staffing arrangements meet the principles of effective position management.

Vacancy Control.  Sound position management involves the automatic and careful review position vacancies to determine whether the duties can be eliminated, assigned to other positions, or modified to permit classification at a lower grade.  Consideration is also given to converting vacant positions into part-time or temporary status.  

Position Reclassification.  Before any position is reclassified, knowledgeable supervisors will first review the duty description for accuracy.  All too frequently managers and supervisors are pressured to upgrade encumbered positions due to the possibility good employees may move on to other jobs.  Employee turnover is always a management concern.  However, since duties are classified in the federal classification system, and not the employee in the position, it is normal and natural for good employees to seek advancement opportunities.  The federal classification system was never envisioned to provide regular in-place promotions to advance employees in the same job throughout the duration of their career.  However, reclassification to improve career ladder opportunities for high-quality employees, such as restructuring a job to a lower grade for training purposes, is an example of a wise reclassification action.  

Organizational Changes.  Supervisors need to review each proposed change of organization or position structure from the standpoint of:

a.  Work design,

b.  Occupational distribution,

c.  Grade distribution,

d.  Staffing requirements, and

e.  Costs.

Periodic Assessments.  Activities should give serious consideration to periodically and comprehensively reviewing job descriptions, organizational goals, mission and organizational effectiveness.  

What Are the Supervisor’s Responsibilities?

a.  Organize and assign work to subordinates in a manner that will serve mission needs most effectively.

b.  Ensure position descriptions are clearly defined in terms of operations, tasks, duties, responsibilities, and knowledge required.

c.  Make organization and position management decisions based on actual work required and performed.

d.  Become familiar with Office of Personnel Management position classification standards applicable to the organization.

e.  Before filling a position, determine whether the duties can be eliminated, assigned to an existing position, modified for classification at lower grade, established as a trainee position, or reengineered to part-time status.

f.  Ensure that pay grades to which employees are assigned match knowledge and skills needed to perform the work.

g.  Ensure that workload information is accurately reported in accordance with established procedures.

h.  Prepare performance standards that effectively measure employees in terms of the grade-controlling duties described in official position descriptions.

i.  Adhere to Affirmative Action and Equal Employment Opportunity Program principles.

j.  Identify and fulfill training needs including position management training for subordinate supervisors.

k.  Meet with each employee at least once a year at performance appraisal time and thoroughly review the position description, comparing the PD to actual assignments performed.

What to Consider

There are many factors to consider when addressing effective, efficient, and economical position structure.  Several aids in this process are included in Appendices B through F of this guide.  During any significant position management decision-making situation, ask the following questions:

a.  Economy of Operations


(1)  Is the proposed structure economical and affordable in terms of cost and impact on mission?


(2)  Will the structure result in production of more work units, assist in meeting deadlines, and/or ensure better work quality?


(3)  Are duties clearly defined without duplicating or conflicting with other positions?


(4)  Are high-grade duties grouped together to avoid unnecessary high-grade positions?


(5)  Are supervisory positions established only when clearly justified?  This is of particular importance in the Commercial Activities review process.  You can guarantee contractors seeking government business will develop their proposals using a minimum of supervisory, lead or senior level positions.


(6)  When a position is vacated should it be retained, modified, consolidated with an encumbered position, or abolished?

b.  Skills Utilization


(1)  If job skills are in short supply, has job engineering (developmental assignment) been considered?


(2)  Does the proposed change provide for either a grouping of like skills, or for the possible reassignment of some duties to lower-skilled positions?

c.  Employee Challenge and Development


(1)  Are proposed duty assignments unnecessarily repetitive and monotonous?


(2)  Are duty assignments too narrow or specialized?


(3)  Are additional, related duties assigned to afford employees a renewed sense of accomplishment?


(4)  Are responsibilities delegated to employees, free of unnecessary controls or supervision?


(5)  Do assignments encourage personal responsibility and pride in results?


(6)  Does the structure provide for input at lower levels and progressive advancement so that a suitable number of employees will be trained to assume higher level assignments?


(7)  Do assignments consider the career interests of employees?


(8)  Are assignments made to capitalize on special employee training, interests, and development?

Army Guidance on Position Management and Position Management Officer

The ASA(M&RA) Delegated Classification Authority (DCA ) policy memorandum located at  http://cpol.army.mil/library/positclass/delegate2.html states, “Commanders directors, managers and supervisors must design organizations that use the lowest grades feasible to accomplish the mission; provide for career progression; eliminate excessive layers of supervision; and avoid the assignment of employees to position descriptions that do not match the work assigned and performed.  Commanders, directors, managers and supervisors must comply with related directives for position management, including supervisory ratios and senior grade controls when exercising delegated classification authority.”  

While no longer mandated by Army regulation, Commanders may find value in appointing a senior manager to serve as Position Management Officer.  The function of the Position Management Officer generally involves reviewing position classification actions in terms of appropriateness and affordability and/or alternatives to implementation.  Several of the installations serviced by the SWCPOC utilize Position Management Officers, e.g., the Garrison Commander, Chief of Staff, or Civilian Executive Assistant.  Other installations have found success in forming a Position Management Review Committee (PMRC) comprised of several key managers.  Position Management Officers and Position Management Review Committees function best when delegated the authority to review requests for evidence of sound position management and are then empowered to approve/disapprove requests as appropriate.  Then, only the most controversial or complex cases need to be referred to the commander for resolution.  

Who Can Help Me?

Utilizing Total Staff Resources.  In executing position management responsibilities, line managers should seek assistance from a variety of sources such as personnel, budget, management analysis, and other special staff elements.  Expertise from all of these sources can help in developing and administering an effective position management program.  

Personnel Management Specialists (CPAC).  CPAC generalists are available to provide assistance and guidance to supervisors and managers when requested, and are tasked to do so as a regular part of processing position actions.  Managers should take advantage of this resource to assist in performing position management responsibilities.

Position Classification Specialists (CPOC).  CPOC position classification specialists are available to provide assistance and guidance to supervisors and managers in terms of advising on impact of position classification standards issued by the Office of Personnel Management, regional consistency in classifying similar positions at other installations, etc.  CPOC classifiers routinely have direct contact with managers and supervisors when processing classification review actions.  CPOC classifiers are also available to assist in planning and implementing reorganizations, realignments, reductions in force, and commercial activities reviews.   

Chapter 2

Position Description – The Basic Tool

General

A position description is an official document that must be certified by management for accuracy and necessity before implementation.  The position description is a statement of the duties and responsibilities comprising the work assigned and the knowledge required to perform that work.  Supervisors may cover a group of like positions with a single description.  Position descriptions are principally used to form a basis for classifying positions.  Position description serves many other purposes as well, e.g., determining/evaluating qualifications, establishing a framework for preparing performance standards, establishing organizational structure and work flow, establishing competitive levels, providing basic evidence of work assigned and performed for appeal cases, etc.

Position Description Content

A position description is adequate when it accurately states the major duties, responsibilities, and essential knowledge and/or skills required to successfully perform the work.  A properly formatted and described position description provides all of the information necessary to make a correct classification determination, e.g., pay category, title, series, and grade.

Writing the Position Description

When preparing to write a position description, it is important to recognize that the preparation of this document is not just a paperwork exercise.  It represents a job being performed by someone and is being described for purposes of pay, training, appraisal, promotion, retention, and so forth.  Each position description is very important to the organization as well as the employee.  Some steps to consider when preparing a job description:

NOTE:  Always look to the Department of the Army’s Position Description Library (PDL) as your first source for duty descriptions.  The web site for PDL is: 

     http://cpol.army.mil:1085/
A quick search of available PDs may produce a close match to the duties you need to describe.  Another excellent source for PD development is the automated Functional Process Improvement (FPI) program called COREDOC.   This is a menu-driven tool that can assist in the preparation of duty descriptions. Your on-line source for organization and position information. 

FASCLASS-I


What is FASCLASS-I?  FASCLASS-I is a Web-based position description storage and retrieval system that combines position descriptions and organizational data.  FASCLASS-I is an Army effort to provide a standardized source of classification information to the desktop of the customer.  It will speed processing of actions and be accessible to managers and employees.  It provides access to active position descriptions and organizational information.  Our region activated FASCLASS on 28 February 1999.  The web link to the SWCPOC FASCLASS site is :

http://swcpoc.army.mil/FASCLASS

What position descriptions will you find in FASCLASS-I?  FASCLASS-I will provide direct access to all position descriptions scanned in from organizations serviced by the CPOC. 

Special thanks are offered to the people at N.C. CPOC for taking the first step toward providing their customers with an automated classification system possessing many of the functional characteristics of FASCLASS I.
If, after first using PD Library, COREDOC or FASCLASS –I to develop an appropriate position description, you still need to craft an original description, follow the guidance below:

a.  Gather all the facts needed to describe the job before attempting to write the position description.  This process may entail an initial period of task identification, analysis, and consolidation.  Once primary tasks and assignments are identified, arrange the facts collected so that each major duty is a separate paragraph.  These paragraphs should only describe major duties.  A major duty is defined as one that occupies 25% or more of the incumbent’s time or is significantly different from the other major duties, such that it requires additional entrance qualifications or extensive post-assignment training.  Remember, it is practically impossible to describe every task involved in even the most routine of positions.  More importantly, for classification purposes, it is unnecessary to go into such fine detail.

b.  Evaluation of the job is based upon the duties and responsibilities defined in the position description.  Good position descriptions are a prerequisite to accurate position classification.

c.  Write in plain, straightforward, everyday English.  Avoid unusual phraseology or terminology that may destroy the clarity of the description.

d.  Present the facts.  Identify duties that are performed on a regular and recurring basis, not those occasionally performed.  If it is necessary to describe incidental or occasional duties, explain how often they occur.  Provide an approximate percentage of time for each major duty.

e.  Avoid using unqualified or ambiguous terms like “assists,” “advises,” “examines,” and “handles.”  If such terms must be used, state the nature and degree of the assistance or advice provided; specify the nature of the work and give examples. 

f.  Use short, direct, action-oriented verbs to state each duty, i.e., operates, types, files, consolidates, etc.

g.  List the tools, machines, and equipment used.  Also indicate any special skill and training required which is not evident, such as reading blueprints or interpreting technical data and instructions.

h.  Identify the knowledge required to perform each of the major duties described.

i.  Describe any unusual physical demands or working conditions involved in performing the duties.  This will alert the personnel staff in recruiting employees capable of performing the physical aspects of the job.

Chapter 3

Supervisor/Team Leader Positions

In any organization, supervisors and team leaders can be vital to the successful accomplishment of the mission.  Clearly, some supervisors/leaders are essential, but excessive layering is uneconomical and can affect the morale of the employees and the overall success of the mission.  (See Appendices B through F.)  

Department of the Army streamlining initiatives specifically target supervisory ratios as an area needing improvement in addition to high-grade position reductions.  Army’s long-range goal is to substantially improve the agency-wide supervisory ratio from a baseline of 1:7.5 to around 1:15, doubling the number of subordinates reporting to the supervisor from the baseline.  

As a practical matter, supervisory or leader positions should only be established when truly needed, to plan, assign, oversee, and evaluate the work of others.  Supervisory or leader positions needed because of an inexperienced staff should be identified as such, and earmarked for periodic review for continued need.

Need for a Supervisor

Delegation of decision-making authority should be as far down the line as practicable.  “Action” personnel should be permitted and expected to carry out projects through to completion with minimum supervision.  The need for a supervisor is questionable when:

a.  The total group supervised by the next higher level supervisor is sufficiently small so that the supervisor can adequately direct the whole workforce.

b.  The supervisor completely reviews work already reviewed by another supervisor.

c.  The supervisor delegates personnel management responsibility, but in actuality retains the responsibility through personal attention to or approval of all significant actions.

d.  The supervisor is frequently bypassed.  (A supervisor should be expected to have direct contact with employees on specific matters, but should not exercise predominant control and direction of personnel subordinate to a lower level supervisor.)

e.  The supervisor distributes work to subordinates, but does not provide substantive guidance or make a substantive review of completed work.

f.  The subordinates’ proficiency is such that minimal supervision is required.

Span of Control

The minimum or maximum number of subordinates supervised is dependent upon a variety of factors.  Too few or too many subordinates is not desirable.  In evaluating span of control consider:

a.  The ratio of supervisors to non-supervisors in the activity and in individual segments.  Segments should normally contain no fewer than 10 professional/technical personnel, and many more when subordinates require little direct supervision, when workload is stable, when policies and procedures are well established, or when subordinates have a relatively high level grade based on the absence of detailed supervision.  (Remember, Department of the Army human resource management philosophy envisions a supervisory ratio of 1: 15.)

b.  Whether all organization segments headed by supervisors must exist as separate segments, or whether some could be combined without impairing the mission.

c.  The proportion of time the supervisor is/is not available for supervision as a result of meetings, mandatory travel requirements, other assigned duties, etc.

Establishing Supervisory Positions

a.  Management has the basic authority to assign supervisory duties and responsibilities to positions.  In order for a position to be titled “supervisory,” however, such duties must occupy at least 25% of the employee’s time.  Managers may assign supervisory duties to positions for less than 25% of the time, however, the title and grade will be unaffected.

b.  In addition to the minimum 25% criterion described above, supervisors must also exercise the minimum supervisory and managerial authorities and responsibilities required for coverage by the supervisory classification standards.  Creditable supervision includes work for which the supervisor is both technically and administratively responsible, including work accomplished through subordinate GS employees, FWS employees, military personnel, contractors, volunteers, and others.  For example, they must plan and schedule overall work assignments on at least a short-term basis, e.g., daily, weekly, monthly.  They determine how an ongoing and routine service or production oriented workload should be assigned, distributed, processed, and reviewed, and assure that the quality and quantity of such work performed is acceptable.  They have authority to carry out assigned personnel functions and keep employees informed about pertinent aspects of the organization’s personnel management system.  They exercise many of the following authorities and responsibilities:


(1)  Plan, schedule, assign, and direct the work of others;


(2)  Establish work priorities and deadlines;


(3)  Determine material, equipment, supplies, and facilities needed;


(4)  Explain work requirements, methods, and procedures;


(5)  Review work in progress or upon completion;


(6)  Coordinate with representatives of other units concerning matters of work accomplishment, priorities, methods, and procedures;


(7)  Prepare workload and production reports, submitting them as necessary to higher level management;


(8)  Inform higher level supervisor of anticipated vacancies, increase in workload, or other circumstances requiring replacements or additional staff;


(9)  Interview candidates for positions in the work unit and at least make recommendations for appointments, promotions, or reassignments;


(10)  Advise employees of the performance requirements of their positions and keep them informed individually of their progress in meeting requirements;


(11)  Give advice, counsel, or instruction to individual employees on both work and administrative matters;


(12)  Prepare formal evaluations of subordinates' work performance or provide appraisals to be incorporated into formal evaluation;


(13)  Effect minor disciplinary measures such as warnings and reprimands and recommend action in more serious cases;


(14)  Counsel employees on work related matters;


(15)  Control attendance and leave, typically including approval of sick and annual leave and vacation schedules;


(16)  Hear and resolve complaints from employees, referring group grievances and more serious complaints not resolved to higher level supervisor;


(17)  Implement equal employment opportunity action plans;


(18)  Assure adherence to safety practices;


(19)  Where labor-management agreements exist, deal with union officials on matters involving supervisory responsibility;


(20)  Plan and carry out the training and development of employees.

NOTE:  When work for which the supervisor is responsible is contracted out in lieu of accomplishment by subordinates, the supervisor’s responsibilities differ substantially from those above.  The responsibilities which relate to the oversight or direction of contract work include analyzing, justifying, and recommending work to be contracted; providing technical requirements and descriptions of the work to be accomplished; planning the work schedules, deadlines, and standards for acceptable work; arranging for subordinates to inspect work; coordinating and integrating contractor work with work of subordinates and others; and deciding on the acceptance, rejection, or correction of work products or services which may affect payment to the contractor.

c.  Deputy or full assistant positions must be used only when managerial workload is extensive, particularly when a number of subordinate units are established with diversified functions.  Additionally, the managerial workload is sufficient to require two full-time people with full decision making authority for their respective assignments, as opposed to a situation where both attend the same meetings, make joint decisions, etc.

Team Leader/Work Leader Positions (Single Grade Interval Positions)


a.  These positions are responsible for controlling the work assignments of a subordinate group of single grade interval positions.  In this category, leader positions are classified one grade above the highest level of non-supervisory work led.  Work leaders, as a regular or recurring part of their assignment, lead three or more employees in accomplishing work in clerical or other one-grade interval occupations.  They also perform personal work that is usually of the same kind and level as that done by the group lead.


b.  Duties typically assigned to non-supervisory team leaders include:



(1)  Distributes/balances/adjusts work among assigned employees.



(2)  Assures deadlines and milestones are met.  Refers problems and backlog conditions to supervisor for assistance.



(3)  Estimates and reports expected time of completion of work, maintain records of work done and time spent, and prepares production reports.



(4)  Monitors working conditions (i.e. ventilation, lighting, safety, noise levels, temperature etc.).



(5)  Makes informed recommendations to supervisors on personnel requirements and personnel reassignment/promotion potential.



(6)  Orients new employees and gives on-the-job training based on established plans and practices.  Recommends employee training needs to the supervisor.



(7)  Approves leave for short periods or emergencies.



(8)  Reports to supervisor on employee performance and progress.

(9) Resolves simple informal complaints and refers others to supervisors.

Team Leader Positions (Two-Grade Interval Positions)


a.  The Office of Personnel Management (OPM) recently published classification  guidance covering leader positions over two-grade interval employees.  Minimum requirements involve spending 25% of more of the time performing team leader duties.  Specific guidance and coverage for two-grade level team leader jobs can be found at this web site: http://www.opm.gov/fedclass/html/whatshot.htm   After opening this site, scroll down until you locate the Team Leader Guide.


b.  As with any lead position, the manager must carefully consider the nature and type of work being led.  Two grade-interval leaders should be avoided in borderline cases such as when only 3 or 4 employees are being led.   

APPENDIX A

Additional Staffing Justification Model

When additional staffing is believed necessary, the following 5-point justification process can serve as a useful tool in substantiating need:

a.  Why are Additional Positions Needed?  Relate additional requirements to specific workload (new contract, increased volume, change in procedures, etc.).  Cite directive (local, MACOM, or DA), where applicable.

b.  How Long Will the Additional Job(s) be Needed?  If additional staffing is due to temporary fluctuations in workload, consider temporary or term hires, or prudent use of overtime.

c.  Why are Existing Resources no Longer Adequate?  Indicate amount of excessive overtime used, details, reassignment of personnel, and temporary appointments made.  Also, include savings made through management improvements and reduction of low priority workloads.  This point should address positions in all program areas.

d.  What is the Workload?  (A three-month period is a good starting point.)  Include date such as number of contracts, actions processed, dollar amounts shipped, statement of current backlogs, etc.  Use best workload indicators available.

e.  Can low priority workload now being accomplished be reduced or eliminated?  In the event additional staffing cannot be made available, there may be a need to discontinue performing low-priority work.  Show workload currently performed, and, if eliminated or reduced, resources associated with that workload that may be used to satisfy the additional requirements.

APPENDIX B

Guidelines, Potential Problem Areas, and Methods of Position Management

Like any skill, trade, or discipline, position management has tools to perform it successfully.  Because no two organizations are identical in every respect, different combinations of “tools” can be used to achieve sound position management.  Besides the guidelines, problem areas, and methods mentioned earlier, some charts and formulas can be used to pinpoint problems and find solutions.

Guidelines

Position management guidelines provide general rules and principles to help the supervisor achieve an economical and efficient organization.

a.  Assistant and deputy positions should be evaluated carefully in terms of need.  These positions should be kept to the minimum.

b.  Avoid the tendency to abolish predominantly lower graded positions when manpower reductions are required.  Manpower reduction should be based on a thorough study of the organization and its mission requirements.

c.  A single journeyman level is often a sign of job dilution or other position management problems.  Establishing and filling positions at lower levels increase economy and enhance upward mobility opportunities.

d.  Leader or senior positions should be established only when a valid need exists in the work situation.  Establishing senior specialist positions to reward selected employees is not good position management.

e.  The position classification system should never be used to upgrade employees as a reward for exceptional performance.  Use the incentive awards system.

f.  When premium grade “expert” or “senior” positions are required to provide special technical or advisory service, establish them at a level where they will not cause supervisory grades to increase.  Be sure positions do not overlap with the supervisor’s or infringe on supervisory responsibility.

g.  Growth potential positions provide development and promotional opportunities for employees.  These exist at almost any level.

h.  Avoid establishing overlapping positions.  This can happen when two or more people are independently doing all or part of the job.  This type of overlap frequently occurs in terms of responsibilities as well as duties.

i.  Be very cautious about committing too many resources to support special assistants, non-supervisory staff positions, etc.  These spaces are often better used to accomplish direct mission work.

j.  “Mixed” grade level jobs should be avoided.  Positions mixed in grade level of work performed usually indicate job dilution.  (Note: This may be the only viable alternative if only a few positions can be retained as a result of downsizing, Most Efficient Organizations, etc.)  

Potential Problem Areas

A number of common “symptoms” of position management problems can be found in most organizations.  Listed below are some examples:

a.  Fragmentation is a situation where an organization is split into many small segments.  This requires more supervisors, restricts the development of employees, interferes with communications, and causes over specialization.

b.  Layering is too many levels in the chain of command.  This also interferes with communication and restricts the responsibility of lower level supervisors and other employees.

c.  Unnecessary positions may be assistants, extra supervisors, staff or support positions, or “carryovers” from previous operating structures.

d.  Narrow span of control is using more supervision than is necessary.  It frequently occurs with fragmentation and/or layering.  It also limits initiative and responsibility and is very expensive.

e.  Job dilution is lower level work performed by higher graded employees.  It is one of the most prevalent position management problem indicators.  It can result in low employee morale, inefficiency, and high cost.  Example:  Four Specialists each who perform 25% clerical work represents one full work year of non-specialist workload.

f.  Mismatched strength and workload occurs when the mission can be accomplished with fewer people than are assigned or when too few employees are assigned to accomplish the mission.  Even though manpower standards are established, individual situations may have different requirements, or workload may change, affecting the number of positions required.  Although each employee should be kept busy with work that matches the in grade level, recurring or excessive overtime, backlogs, high employee turnover, absenteeism or employee dissatisfaction may be a good indication of under staffing.

g.  Workload and workforce inconsistencies result when position or organizational changes do not quickly follow changes in workload or functions.  If some employees have idle time while others are always behind, if some employees are frequently detailed to other positions in the organization or found to be working outside their position descriptions this may be a problem.

h.  Inconsistencies among position descriptions may develop when individual positions are revised, without regard to other positions in the organization.  It is wise to ask, "Is more than one position or level credited with the same review or inspection task?"  Do the supervisory controls of workers mesh with the responsibility of the supervisor?  Do several positions have the “final authority” in the same matter?  Try to keep position descriptions consistent.  Any time one is changed, consider the impact on others.

Methods

There are tested methods for correcting all these position management problems.  Supervisors must determine which solution will best meet the needs of their organization.

a.  Fragmentation can be corrected by answering the following questions:


(1)  Are all these organizational units necessary?


(2)  Which functions can reasonably be combined or deleted?


(3)  How can employee skills best be broadened and used?


(4)  Where is specialization required and where is it a hindrance?

b.  Layering also can be corrected by answering the following questions:


(1)  Are there more supervisors than needed to plan and direct the work?


(2)  What is the supervisor to worker ratio?  (Department of Army envisions a supervisory ration of 1:15.


(3)  Has authority been delegated to the optimum level?

c.  Unnecessary positions should be abolished.  Again, ask some questions:


(1)  Does the supervisory workload really call for two people at the top?


(2)  Is the supervisor often absent?


(3)  Must binding decisions be made during such absences?


(4)  Are the staff assistance functions needed?  Can they be shifted to line positions?

d.  Correction of job dilution usually requires a thorough analysis of the organization with a close look at each position.  Most work can be divided into journeyman level/professional work, intermediate/technical work, and helper/clerical/support work.  Each of these categories may also include more than one grade level.  The amount of lower graded work that an employee performs will vary.  Essential work concentrated in a single position may result in an employee performing only 25% of the time at the assigned grade level.  Where two employees are assigned to a position, each should work at that grade level more than 50 percent of the time.  In situations where many employees are performing the same type and level of work, the percentage should be substantially higher.  The solution is to establish positions all at appropriate grade levels, seeking to concentrate the grade-controlling duties in each position.  This provides the greatest possible economy and often improves career ladder opportunities.

e.  Mismatched strength and workload is usually corrected by consolidating the work and abolishing unneeded positions.

f.  Career ladders can often be built by establishing trainee positions which develop employees over a stated period to journeyman level, by establishing intermediate level technician or support positions, or by establishing more than one grade level within each operational series, or all of these.

g.  Inconsistencies in work force or position descriptions can be detected during the annual performance evaluation process.  If the performance standards do not match duties the PD is probably inaccurate.

Three Views of the Organization

To study your own organization effectively, it helps to look at it from some novel perspective.  Otherwise, because it is familiar, it probably looks “perfectly good.”  Let’s call these novel views the “microscope,” “telescope,” and “20-20 hindsight” views.  That is, study the individual parts (positions) very carefully, study the overall organization in its environment, and look into the past to find changes that “should have been” made.

a.  The Microscopic View.  Let’s pull in for a close-up and look at each position (and each employee where several people are assigned to one position description), both individually and in relation to one another.


(1)  Are duty assignments clear-cut or are they vague and overlapping?


(2)  Are the more complex and responsible tasks grouped in the higher level positions?


(3)  Are the more routine support tasks grouped in the lower level positions?


(4)  Is nonessential work being done?


(5)  Is essential work not being done or being delayed or done poorly?


(6)  Have you any vacant positions that are not really needed?


(7)  Do some positions seem to be a hodgepodge of unrelated duties?

If any of these questions point to problems, write them down.  Try to solve them with position management techniques.  This is also the time to be sure position descriptions are accurate, consistent, and logically organized.  “Mixed” positions, in terms of both grade and series, may be unavoidable.  You can minimize staffing problems by keeping duties within the same occupational family.  Also, try to avoid more than a three-grade-span in the level of duties, that is, from GS-04 to 06 or GS-07 to 09.  

b.  The Telescopic View.  Now move back for a long distance look at the organization.  Comparison with other components of the functional area and with other activities with which your people regularly deal may provide insight.


(1)  Is your organization split into many small segments?


(2)  Is there a supervisor for every three or four employees?


(3)  Are there large gaps between grade levels so people cannot advance within the organization?


(4)  Is the organization infringing on the work of other areas by performing tasks outside of its functions?


(5)  Is the structure consistent with that of related activities?


(6)  Are your individual positions generally compatible and consistent with similar positions?

If you find discrepancies, discuss them with your CPAC Specialist.  They can help you determine whether there are problems in your organization that improved position management can solve.  Such a simple thing as drawing an actual geometric figure to represent the organization can be revealing.  Is it a high thin triangle or a very short broad one?  This may reveal excessive layering or fragmentation.  A balanced organization of three or more levels is usually a symmetrical triangle.  A balanced single organization is usually “diamond” shaped, like:

1 Supervisor

1 or 2 Leads/Seniors, etc.

8 - 15 Journeyman Level Workers

2 - 4 Trainees/Helpers/Assistants

In this illustration, the bulk of the employees are at the journeyman performance level.  Trainees/helpers are also employed to allow higher graded employees more time to concentrate on higher level work.  

c.  The 20-20 Hindsight View.  We have all heard people complain that hindsight is better than foresight.  Looking back, it is easy to see what we should have done, but it is not always too late to change.  Compare your organization this year to last year, even to five years back.  Have there been any changes?  If not, has anything happened that could be expected to impact workload, organization structure, or duty assignments?


(1)  Have there been any mission or function changes?


(2)  Has the volume or nature of the work changed?


(3)  Have you gotten new equipment?


(4)  Have you developed new or revised procedures?


(5)  Have you lost or gained authorizations?


(6)  Have you had problems filling a position or keeping a position filled?


(7)  Did you develop a new position or restructure a vacant position?  Is the result not working out as planned?  Changes or events such as these sometimes require changes in organization structure or at least individual positions.  These are a few examples of how a look at the past can provide clues to solve current problems or avoid future problems.  

APPENDIX C

Hazards in Organizing

Are you experiencing organizational problems at the division, branch, or section level?  Is the problem related to position management?  Any of a number of pitfalls may snag your operating efficiency.  To avoid costly mistakes when shaping your organization structure, you’ll do well to steer clear of the 12 common organization hazards described in this appendix.  These “principles in reverse” are provided for information to help managers organize functions and direct people effectively. 

Hazard No. 1:  Too Many Levels

This setup has five strikes against it:  Besides being poor for communication, decision-making, and for wage and salary administration, it’s costly.  It cuts authorities and responsibilities so finely, it needs a Philadelphia lawyer to spell them out.

Like the old telephone game, this long chain of command can garble information that’s passed down the line.  Some stuff just never trickles all the way to the bottom.  For information that must move upward, the organization is slow to flow matters upward that need quick top-level decisions.  Top-level decisions are also hard to make because the plant manager is so far removed from the point of execution.

For front-line action, the numerous levels block the supervisor getting something done without checking too far for approval.  Take this case:  A sales representative calls the plant to change an order already on the production line.  If the change requires overtime to meet delivery dates, how far up the chain of command must the line supervisor go for approval?  If the sales representative were to call in the change at the top of the organization, imagine how long it would take to effect the change at six or seven levels below.  How much production time would be lost?  With this convoluted structure, there’s also the added danger of wage and salary differentials becoming too narrow.  This creates another administrative headache.

Better to cut the number of levels down as far as possible.  Best rule is never to add another level until all alternative solutions to the problem have been explored.

TOO MANY LEVELS















Hazard No. 2:  Potential Duplication

This setup is loaded with trouble.  Several things can happen; overlap and duplication of effort, for instance.  Or the reverse could happen, e.g., inaction, after all, it’s "their" responsibility.  For others in the organization, the overlap tends to create confusion.  Conflicts arising from this type of setup may also drain the plant manager’s time and attention in efforts to resolve them.

On this chart, just what is the maintenance specialist supposed to do?  Plan?  Does his planning aid the maintenance superintendent?  Or is it just duplication?  What sort of authority relationship is there between the two maintenance areas?  Can responsibility for maintenance performance be pinned down?  Just whom does the plant manager turn to with a maintenance problem?

Better to consolidate functional responsibilities by assigning the staff maintenance specialist to the engineering and maintenance department, for instance.

POTENTIAL DUPLICATION







Hazard No. 3: Different Objectives in the Same Group

Here one function is to get out production, the other to see that what is produced measures up to product specifications.  When final inspection is combined with the output function, inspection is weakened and may lead to dilution of one interest or to harmful collusion.

Certainly the production department must also bear responsibility for quality as well as quantity, but there must be separate checks and balances.  Ideally, they should be placed as high up the line as possible – typically in a quality control department reporting at the same level as the manager in charge of production.  The production manager should not set the criteria by which he will be judged (standards or specifications).  Nor should he be the final judge of his own success any more than a bookkeeper should audit his own books.

Production and maintenance also fall in this category.  When the two are placed within the same department, there’s a natural tendency to sacrifice maintenance to the pressures of getting out the product.

Better to keep activities with conflicting or divergent objectives separate.  Move the responsibility for each as high up in the organization as possible – even though they may take place side by side on the production floor.

DIFFERENT OBJECTIVES IN THE SAME GROUP






Hazard No. 4: Reporting to More Than One Boss

This hazard is an oldie – but it happens every day.  Consequences:  conflicting orders, confusion over priority of assignments, no one source of appeal or responsibility for the individual’s training, development, promotion, etc.

Anyone who’s been caught in this situation knows the dilemma:  Which boss’s work comes first?  When I get conflicting orders, whose do I follow?  To whom do I owe my loyalty?

Better to avoid this one altogether.  at all costs. 

REPORTING TO MORE THAN ONE BOSS





Hazard No. 5:  Improper Designation or Use of Assistants

The role of an assistant should be made perfectly clear to all concerned.  Otherwise an employee labeled an assistant, while still on the same organization level with others called something less important, may be tagged by his or her associates as a “crown prince or princess” or “favorite son or daughter.”  This leads to dissension and dissatisfaction all through the staff.

It’s a fact that many such improper designations fail to show up until you put your idea of your organization down on paper.  But this problem is more than a matter of charting technique.

Take this assistant for example.  Others may not only think he is the heir apparent, they may also want to know specifically:  Is he in charge when the superintendent is away?  Or is he really just an “assistant to”?

Better to spell out an assistant’s real function – write in his job title.  Then slot him into the right organizational level.

IMPROPER DESIGNATION OR USE OF ASSISTANTS







Hazard No. 6: Improper Organizational Emphasis

Here’s an example of a single major function that’s too far removed from the influence of the plant manager.  This structure also hampers communication between production and other major functions.

This situation may look like a remote possibility, but here’s the way it can come about.  Assume there is a production department in constant trouble.  So the plant manager decides to put it under the chief engineer who has shown he’s a good troubleshooter.  A much better solution would have been to develop the production manager, strengthen him with a competent staff.  Or, if neither of these two approaches work, to transfer him to a job better fitting his capabilities.

Better to decide what your major functions are.  Then establish them on the same level.  The idea is to keep the line of communications as short as possible.  Solutions of expediency often cause serious trouble in the long run.

IMPROPER ORGANIZATIONAL EMPHASIS








Hazard No. 7:  Non-Descriptive Titles

Except that it indicates an organizational level, titles like junior or senior engineer don’t tell what the engineer’s function actually is.  The typical manager’s argument, however, is that by pinning down an employee’s main responsibility (power advice here) he may lose flexibility of assignment.  But descriptive titles do have this advantage – they fix responsibility.

It’s unwise to get too preoccupied with trying to get complete consistency in title and level designation.  Any disadvantages in titling may be offset by the benefit of people knowing exactly what they and others are supposed to do.

Better to select titles that make duties clear to everyone than to lean on more general titles to preserve freedom of assignment.

NON-DESCRIPTIVE TITLES
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Hazard No. 8:  One Over One

The assistant may become more of a barrier than an aide, or may function merely as a messenger.  If so, he or she may consciously or otherwise slant communications, slow down decisions, isolate the manager from personal contact with other members of the department.

But this arrangement can, and does, work in some situations, particularly in very large and complex organizations or when the manager or director frequently rotates, such as in the case of military directors in large organizations.  A superior and an assistant may sit “back-to-back,” one handling external matters, the other internal matters.  In unusual circumstances, as when the superior must do much work outside the plant – say, 75% or more – it may be the only solution to having an “inside” person on the job at all times for internal decision making.

Better to approach this structure with caution.  If the assistant is in fact a staff aide, make the position an “assistant to.”  Or, if they do have responsibility for certain functions in the department, those responsibilities should be plainly spelled out – and the chart changed to show the exact role the assistant or deputy plays.

ONE OVER ONE







Hazard No. 9:  Loads Out of Balance

The idea of having three assistant managers may be appropriate – if each has about the same workload.  In this case, the assistant who must carry a major plant function – production – must also carry those functions that serve him.  Chances are they’ll get short shrift from him.  Assigning traffic, purchasing, and industrial relations under the other two assistants tends to overemphasize them in respect to other service functions.

Better to see that people reporting at the same level have nearly equal workloads and that the work itself is equally important.

LOADS OUT OF BALANCE
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                                                                                                                                                             ACCOUNTING

Hazard No. 10:  Misplacement of Overall Service

Assigning to a single component a function that must serve the entire plant creates three problems.  It restricts the subordinate department’s ability to serve all components.  It forces the manager (production, in this case) to divide his/her time between problems close at hand and those that belong to other departments.  Such a structure develops a “production orientation” in the industrial relations group, which can shortchange services issued to the plant as a whole.

Better, much better, to raise to equal and separate status any function that must serve several separate components.  This is especially true of the traditional service function – such as industrial relations.

MISPLACEMENT OF OVER-ALL SERVICE






Hazard No. 11:  Functions Not Clearly Designated

As in No. 7, functions, like individuals, need careful labeling.  Otherwise a twilight zone of overlap is created.  Conflicts between department heads and between employees are unavoidable.

An organization chart best serves its purpose when it clearly tags each function and shows how it is staffed.  When this is done properly, the chart then becomes an important guide to indicate where strengths and weaknesses may be in every area of operation.

Better to be explicit in your titles.  Clearly define what a section does – e.g., (in this case) “power section,” “product design section,” “sales service section,” “drafting,” and so on.

FUNCTIONS NOT CLEARLY DESIGNATED





Hazard No. 12.  Too Many Reporting to One

There’s no universally “right” number of subordinates.  The number that is manageable depends upon many factors.  But in general, this kind of structure is dangerous because it dilutes the superior’s attention, often forcing snap decisions and too much time putting out fires rather than planning work.  It also creates problems in determining what to attend to first, and in coordinating and measuring the performance of so many that report to a single boss.

Further, there is potential duplication of effort in the ranks – with the danger of strong persons assuming responsibilities not really theirs.  Though “span of control” is a hotly debated subject, there is no doubt that somewhere for each manager there is a limit to the number of people he or she can effectively supervise.  But in thinking of reducing the number reporting, you must also consider the disadvantages and expenses of extra vertical levels that might result – as in Hazard No. 1.

Better to look at each problem of span of management control individually.  In a production department involving several similar and closely related tasks, a manager may be able to provide adequate supervision over a larger number of subordinate supervisors.  But in the case of more difficult and complex work requiring judgment, planning, and coordination, the number of persons who can be properly supervised is more limited.

TOO MANY REPORTING TO ONE






APPENDIX D

Characteristics of a Sound Organization

1.  There are clear lines of authority running from the top to the bottom of the organization.

2.  No one in the organization reports to more than one line supervisor.  Everyone in the organization should know to whom they report and who reports to them.

3.  The responsibility and authority of each supervisor is clearly defined in writing.

4.  Responsibility is coupled with corresponding authority.

5.  The responsibility of higher authority for the acts of its subordinates is absolute.

6.  Authority is delegated as far down the line as possible.

7.  The number of levels of authority is kept at a minimum.

8.  The work of every person in the organization is confined as far as possible to the performance of a single leading function.

9.  Wherever possible, line functions are separated from staff functions, and adequate emphasis is placed on important staff activities.

10.  There is a limit to the number of positions that can be coordinated by a single executive.

11.  The organization is flexible so that it can be adjusted to changing conditions and technological developments.

12.  The organization is kept as simple as possible.

13.  The organization permits the free flow of communication and ideas from top to bottom and bottom to top.

14.  Organization planning focuses on concrete problems and is regarded as a continuing process.

15.  The formal structure parallels, at least roughly, the informal organization.

16.  Procedural manuals, organizational charts, and functional statements are up-to-date.

17.  Employees understand the mission and responsibilities of the organization.

18.  Executives have adequate time for planning and pass on knowledge to their subordinates.

19.  Subordinate officials make decisions on all matters adequately covered by policy and refer only exceptional cases to higher authorities.  

20.  Work and information flow more rapidly and easily on a routine basis.

21.  The organization facilitates cooperation between people.

22.  Each echelon has a major function with a minimum of overlap.

23.  Specialty positions see their activity as part of the work organization.

24.  The organization is designed to effectively utilize and develop the capabilities of the people.

25.  The organization is economically designed.

APPENDIX E

Characteristics of a Poorly Designed Organization

(Does this describe the place where you work?)

1.  Bottlenecks.

2.  Red Tape.

3.  Employee turnover and absenteeism.

4.  Recruiting problems.

5.  Disciplinary problems.

6.  Employee frustration and grievances.

7.  Backlogs.

8.  Low productivity.

9.  High error rates.

10.  Duplication of effort.

11.  High costs.

12.  Excessive conflict and mistrust.

13.  Empire building.

14.  Buck passing.

15.  Job dilution

16.  Poor span of control 

17.  Proliferation of assistants and deputies.

18.  Imbalance of performance levels.

19.  Inflated position descriptions.
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