Lesson 12:  PM&C Advisory Service

Overview



_______________________________________________________________

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

__________________________________________________________



Objectives
 Without references participants will identify correctly at least three types    

  of PM&C advisory service

Without references participants will briefly explain the term misassignment

Without references participants will explain briefly the line manager’s

responsibility for position management

___________________________________________________________

Terminal Task
After completing this lesson participants will be able to provide customers effective position management advice for job design.

____________________________________________________________

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

Types of PM&C Advisory Service



_________________________________________________________________

Introduction
This map introduces several types of PM&C advisory service.



___________________________________________________________

CPOC Advisory Service
CPOCs provide advice to CPACs and to line managers on:

· classification appeals,

· new classification standards, 

· pay administration topics, and 

· classification determinations.  

For example, when the CPOC detects an error or potential problem in a requested personnel action, the CPOC offers advice to the CPAC and/or the line manager who initiated the action.

___________________________________________________________

CPAC Advisory Service
CPACs provide advice to employees and line managers on:

· classification complaints, 

· job design, 

· organizational design, 

· prevention or correction of misassignments, 

· PD formats, and 

· the relationship of PM&C to other functions, such as recruitment.

CPACs try to catch PM&C problems before they reach the CPOC.

___________________________________________________________

Job Design Principles
CPACs explain to managers these job design principles:

· Job purification---reducing the breadth of work assigned to a position 

· Job enlargement—increasing the variety of work assigned to a position; this enables cross-training and mission back-up

· Job enrichment—making the assigned work more challenging to capitalize on employee skills and motivation

· Delegation/empowerment—giving the employee greater authority to do assigned work; eliminating unnecessary “micromanagement”

· Impact of the person—reclassification based on unique qualifications

· Grade-controlling work—at least 25% in GS and at least “regular and recurring” in FWS;  The DA goal is 50% grade-controlling work in each position.

· Line of sight—the employee is able to see his or her work results.

___________________________________________________________

Misassignment
Misassignment refers to these situations:

· an employee performs duties not described in his or her official PD

· an employee doesn’t perform critical duties in the PD.


Misassignments may involve work at higher, lower, or the same grade.

Line managers are responsible for preventing/correcting misassignments.

Official details and PD Amendments are two useful tools. 



_________________________________________________________________

Regulatory Basis
- AR 690-300, Chapter 312, Position Management

- Local PM&C regulations, labor agreements, and constraints on average 

   grade, high grades, manpower spaces, etc.



_________________________________________________________________

Matching Exercise



_________________________________________________________________

Instructions
Match the job design principles on the left with the statements on the right.

Principle
Definition

_____ job enrichment


a.  25% for GS jobs, “regular and 

     recurring” for FWS jobs

_____ job purification
b. Adding difficult work to 

    challenge the employee

_____ job enlargement
c. Adding authority to enable the 

    employee to increase 

    accomplishments

_____ delegation/empowerment
d. Adding varied work to make the 

    job more interesting

_____ impact of the person on the  

           job
e. Considering employee 

    qualifications and performance  

    as they impact the job

_____grade-controlling work
f. Concentrating work of one type 

    or grade level

_____line of sight


g. Getting feedback on the results 

    of the work; seeing the results

    first-hand


h. 10% for GS, 25% for FWS




i. The magic number 10, plus or  

    minus 1.



_________________________________________________________________

Job Design Alternatives


_________________________________________________________________

Illustration
When providing recruitment advice, you may need to help the supervisor identify job design alternatives involving several types of work.  

If there are 10 work years of mission work in the unit and:

· 1 work year is GS-13
· 2 work years are GS-12, and 
· 7 work years are GS-11,
then the following job structures are some of the possible alternatives:

       Plan A
      Plan B
       Plan C
       Plan D

    (1)  GS-13
   (2)  GS-13
    (3)  GS-13
   (4)  GS-13

    (3)  GS-12
   (2)  GS-12
    (3)  GS-12
   (6)  GS-12

    (6)  GS-11
   (6)  GS-11
    (4)  GS-11
  No GS-11s


Note that plans C and D do not meet the DA goal for 50% grade-controlling work. 

It is up to the supervisor to determine the best balance among payroll costs, employee retention, productivity, quality, EEO goals, etc.

___________________________________________________________



Required Skills
- Quantitative skill to determine design alternatives for current workload

- Communication and consulting skill to advise clients

___________________________________________________________



Procedures
The recommended steps are shown below.

  Step
                                         Action

      1
Review PD for each vacancy with the manager.

      2
Examine the percentage of grade-controlling work assigned to the vacant job and to related positions.

      3
Consider turnover data and the manager’s design goals.

      4
Identify job design alternatives.

      5
Estimate the costs and benefits of each alternative.

      6
Recommend the best choices to the manager.



_________________________________________________________________

                                                                                                               Continued on the next page

Job Design Alternatives (continued)



_________________________________________________________________

Other Design Tips
When providing advice to line managers on recruitment for vacant positions, consider these tips:


1. Bridge Positions.  The organization may need assistant or technician positions that bridge between clerical and administrative or professional positions.  Assistant and technician positions help upward mobility and achievement of affirmative employment goals.

2.   Span of Control.  The ratio of supervisors to workers should be 

      reasonable.  The President’s goal is about one supervisor for every 15 

      workers.  To flatten organizations and reduce the number of 

      supervisors, consider helping the line manager create team leaders.

___________________________________________________________



Summary
While there are many principles of job design and position management, there is seldom just one correct way to build or classify a position.  It is important to consider the organization’s management philosophy and policies about teamwork, employee empowerment, retention of high performers, etc.  Also consider the interaction of the employee and the mission work.  At different times different position management principles are all helpful.  

Bottom line:  Managers must include sufficient grade-controlling work in each job, and assure that employees are provided accurate position descriptions.



_________________________________________________________________

Value-Added Work



_________________________________________________________________

Introduction
This map explains the job design principle called value-added work.
___________________________________________________________

Principle
Value-added work involves developing or delivering a product or service to a customer.

· For staff organizations, like personnel and finance, products and services may be provided to internal customers.

· For line organizations count only the first-time production and delivery of goods and services to external customers.

________________________________________________________________

When to Use
Consider restructuring an organization to increase value-added work at any time, but especially when:

· customers lower their satisfaction ratings for the organization.

· downsizing initiatives reduce the organization’s manpower.

· there is already sufficient grade-controlling work in each position.

· the organization is committed to improving productivity and quality.

________________________________________________________________

Example
Before.  An organization with a substantial number of administrative and professional employees devoted many work hours to developing status reports, after-action reports, correspondence, and reference materials.


After.  The office reviewed work processes, forms, reports, records, and files.  If a form or report wasn’t needed by a customer or used by  the office, it was eliminated.  So was the work involved in generating and filing the forms or reports.  The new jobs included less administrative work and more professional mission work.  Finally, customers received more of the products and services they needed.

___________________________________________________________

Review Questions



______________________________________________________________________

Introduction
This map lists questions for reviewing this lesson.



___________________________________________________________

Questions
What is the difference between job enlargement and job enrichment?




How is the principle of grade-controlling work applied differently to GS and FWS positions?




What is the difference between grade-controlling work and value-added work?  How can they be used together?




What is the definition of “misassignment”?




Who is responsible for job design?

___________________________________________________________

Lesson 12 Quiz



_______________________________________________________________

Instructions
Read the questions below and select the best response.



__________________________________________________________

Questions
1.  Position management decisions are made primarily by:




a.  Classifiers.


b.  Generalists.


c.  Managers.


d.  CPAC Directors.

___________________________________________________________





2.  Misassignments refer to the assignment of duties to an employee 

     when:




a.  The employee’s PD and actual duties don’t match.


b.  The employee’s duties are misclassified.


c.  The employee is serving a probationary period.


d.  The employee is serving an excepted appointment.

___________________________________________________________





3.  Three principles of job design are:




a.  Patterns of departmentation, span of control, and job purification.


b.  Conflict management, management studies, and line-of-sight.


c.  Position inquiry, grade-controlling work, and misassignments.


d.  Job purification, job enrichment, and grade-controlling work.

___________________________________________________________
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