Lesson 9: Position Inquiry
Overview



__________________________________________________________________

Introduction
This map lists the topics and learning objectives included in this lesson.



__________________________________________________________________

Objectives
Without references participants will be able to:




· Identify at least 3 processes in position inquiry


· List at least 3 steps in conducting a classification interview (whether in person or via telephone/electronic mail)



_______________________________________________________________________

Terminal Tasks
After completing this lesson participants will be able to conduct fact-finding for an individual position classification action.

_________________________________________________________________

In this Lesson
This lesson includes the topics listed below.
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__________________________________________________________

Position Inquiry



_________________________________________________________________

Introduction
This map describes position inquiry, which includes interviewing.



____________________________________________________________

Concepts
Position inquiry includes several processes:

1. Reading regulations, classification standards, and other information.

2. Reviewing TDA, mission & function statements, and related data.

3. Interviewing the incumbent and supervisor of the covered position.

4. Obtaining additional information from subject matter experts.

5. Conducting management studies.

6. Preparing/editing a PD—the consensus vision of the position.



_________________________________________________________________

Key Criteria
Tips for a successful classification interview are shown below.
           Stage
                         Description

Before the interview
· Review the proposed PD

· Review the applicable classification standards

· Review organization charts/mission statements 

· Develop a list of questions 

· Make an appointment with employee and supervisor (or e-mail/fax questions)

During the interview
· Explain the purpose of the interview

· Put the employee at ease

· Explain the classification process

· Provide a copy of the PD being reviewed

· Start with an open-ended question

· Use closed questions when necessary to clarify 

· Be sensitive to the employee’s emotional state

Closing the interview
· Summarize the information gathered and allow the employee to correct or supplement it

· Answer the employee’s questions

· Avoid making commitments

· Leave the door open for further discussion

· Arrange for any work samples you require

Follow-up
· Validate the employee’s information with the supervisor

· Prepare clear, clean interview notes right away

· Finish a draft or revised PD before you forget



_________________________________________________________________

Position Inquiry (continued)

____________________________________________________________

Regulatory
- CFR 511
Basis

- OPM Classifier’s Handbook



____________________________________________________________

Required Skills
- Good reading ability

- Analytical skill to sort facts and issues

- Oral communication skill

- Ability to use non-verbal communication and set employee at ease

___________________________________________________________




Procedures
Recommended actions are shown below.

Step
Action

1
Regularly read new classification standards.

2
Prepare charts of key points/factors.

3
Observe experienced interviewers.

4
Practice, practice, practice.



__________________________________________________________________

Summary
Position inquiry includes a variety of processes ranging from background reading and research to interviewing employees or supervisors and documenting results.  Position inquiry skill can be continuously improved.  Most successful professionals use checklists, outlines, and charts to organize their thoughts and identify critical questions.  In the final analysis, everyone develops his or her own style.

___________________________________________________________



Classification Process Steps



_________________________________________________________________
Introduction
This map describes the interplay between a manager and CPAC or CPOC staff.  

_________________________________________________________________

Step
Line Manager’s Task
CPAC or CPOC Task

1
Explains HR requirement to CPAC generalist. Addresses key questions:

· Is HR problem one of recruitment, retention, or development? 

· Is mission getting done?
CPAC: Determines if problem falls into PM&C or another HR function.   Provides advice or refers line manager to appropriate web pages, regulations, or handbooks. 

   2
Once problem is identified, manager determines if assistance is needed for fact-finding.  Manager may choose to conduct all fact-finding.
CPAC: Presents fact-finding options to manager. One option is an interview. CPAC provides references OR shows the manager how to access them at http://cpol.army.mil.

3
Asks CPAC to define criteria necessary for desired personnel action.
CPAC: Reads HR guidelines or consults with CPOC.  Extracts key points.  Determines what is required to support requested action.    

4
After learning about key guidelines, manager describes relevant job/mission facts. Manager uses local PDs, PD Library, or COREDOC.
CPAC: Works with manager to assure relevant job facts are obtained and described.  Assures proper format.  Advises manager if facts do not appear to meet PM&C criteria.

5
Certifies or classifies PD and sends to CPOC with PERSACTION request. 
CPAC and/or CPOC: Makes tentative classification determinations.  Identifies gaps in information described in PD.

6
If CPOC has a concern with the action as submitted, receives advisory determination from classifier (may be verbal).
CPOC: If action is OK, processes it.  Otherwise provides explanation of concerns to line manager.  Coordinates with CPAC.

7
Based on PM&C advice, determines if PD should be edited.  Considers  position management options.
CPAC :  Identifies any options not already considered that may help the manager resolve the stated problem.

8
Revises PD as necessary based on consideration of position management options.  Consults with chain-of-command as needed.
CPOC: Reviews and processes final PD.  If manager does not have delegated authority, classifies PD or refers PD to the appropriate official (e.g., Commander).

             
_________________________________________________________________
Summary
Sometimes the above steps can be accomplished quickly.  On other occasions, several weeks are required.  The key point is that both managers and HR professionals must work together.  Both give input, but top management makes the final decision in controversial cases.

_________________________________________________________________

Review Questions



__________________________________________________________________

Introduction
This map lists questions for reviewing this lesson.

_________________________________________________________________



Questions
What are the processes included in position inquiry?





What is the role of the line manager in position inquiry?





What is the role of the CPOC Position Classification Specialist?





What is the role of the CPAC Generalist?





What are at least three stages in conducting a classification interview?

How is position inquiry integrated into a broader process for an individual classification action?



Lesson 9 Quiz



__________________________________________________________________

Instructions
Read the questions below and select the best response.

_________________________________________________________________



Questions
1. Three processes included in position inquiry are:

a.   Classification appeals, conflict management, and reviewing the TDA.

b.   Pay administration, conflict management, and management studies.

c.   Reading classification standards, reviewing organizational data, and 

      conducting a classification interview.

d.   Reviewing the employee’s OPF, conflict management, and determining 

      competitive level codes.

_________________________________________________________________




2. Three steps during a classification interview are:

a.   Preparing a PERSACTION request, selecting a PD from COREDOC, and 

      conducting the interview.

b.   Writing an evaluation statement, selecting the proper PD format, and 

      conducting the interview.

c.   Making an unannounced inspection of the employee’s work site, reviewing 

      the employee’s OPF, and listing closed-end questions for the interview.

d.   Identifying key questions before the interview, setting the employee at ease 

      while conducting the interview, and following-up after the interview.

_________________________________________________________________




3. When classifying a new position, the roles of the line manager and Position Classification can best be contrasted as follows:

a.   The manager determines position duties, and the classifier interprets 

      classification standards.

b.   The manager selects position management options, and the classifier 

      determines position duties.

c.   The manager assigns work, and the classifier evaluates employee 

      qualifications.

d.   The manager classifies the position, and the classifier selects the best 

      position management option.

_________________________________________________________________
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