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In this Workshop, we will be covering the following topics:  Review  list Classification policy & objectives -  We’ll discuss why we do what we do and why we’re accountable for our actions.

Expected Benefits - We’ll discuss why we do classification and the payoffs.

4 Basic Principles - We’ll discuss the 4 basic principles that guide the classification process.

Classification Process - We’ll describe the 7 step classification process that you will go through when you classify a PD.

Purpose of PDs - You’ll learn the various functions that the PD performs in personnel management.

Two Types of PDs and Classification Methodology -  We’ll discuss the FES and FWS PDs and grading methodology.

Short-cut Methods - We’ll discuss the 5 short-cut methods most frequently used to save time and we’ll discuss the differences between COREDOC and the manual way of writing PDs.

Intro to COREDOC - We’ll discuss what COREDOC is and what it does.

COREDOC vs.. Manual System - Here we’ll compare the two systems advantages and disadvantages.

Practical Exercise - We’ll give you hands-on practice in classifying PDs.
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Prior to addressing classification policy, I would like to provide an overview  of the Federal Government’s policy.  Through various Civil Service Reforms over the years, the Federal Classification system has evolved into a single system where one size fits all.  Title 5 of the U.S. Code dictates legally how we classify positions. Can you name areas of your specialty where laws dictate the way you do business? (Discuss)  The Federal system may not always seem effective in meeting local or regional requirements, but it serves a higher purpose from the centralized, Federal perspective.  The classification system is intended to ensure equity in a single personnel system used for positions around the world.  At the same time, that system is necessary to support the Federal Government's efforts to manage a single workforce.   If you were Uncle Sam, how would you accomplish those objectives?

 
 If you have a classification problem, you need to work with your Personnel Advisor to see what flexibilities, if any, are available to you.  Sometimes managers get answers they don’t like because they aren’t asking the right questions.

Within the Department of the Navy, classification policy is  established by the Deputy Assistant Secretary of the Navy (HROC).  SECNAVINST 12510.9 delegated classification and position management authority via the chain of command to Activity Heads who can then delegate classification authority to line managers after they first complete classification and position management training.

Objective 1of this training is to provide you with the skills training to classify position descriptions.

Objective 2, which is covered in the position management workshop, is to provide you with position management training in position and organizational design.
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The expected benefits of delegating classification and position management authority to line managers are to:


- Reduce delays in filling positions.


- Reduce paperwork; particularly, with COREDOC.


- Motivate managers to control payroll costs through position and organizational design.

What are some of the Disadvantages of the current classification system that you, as a manager, have experienced? (Brainstorm and put on Board.)  Review  list and address concerns.  Point out the legal requirements of the Federal Classification Program but stress that we can try to work around the problems to get the job done.

Some of the expected disadvantages are:



Managers are not trained.


I
Increased costs to send managers to be trained.



Still more delays in filling positions.



Still a lot of paperwork that needs to be processed.



More software and programs to use.
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So, remembering why we use the “one size fits all classification standards,” what are the principles which guide us?  This slide shows the four basic principles of classification which you need to keep in mind when you are classifying position descriptions.

1.  Equal grade for substantially equal work.  What does this mean to you?  Can you expect a GS-9 to perform the same work as a GS-11?  No, of course not.  If a GS-9 performs GS-11 work, you would reclassify the position to the GS-11 grade level.  If a GS-11 is performing at the GS-9 level, what would you do?  Take corrective action.

2.  Differences in  grade are proportional to differences in difficulty, responsibility and qualifications.  How do you interpret this?  At the higher grade levels, you expect greater difficulty, responsibility and qualifications required for the position.  Accordingly, the grade is higher.

3.  Classification will facilitate other areas of personnel management.  How does the classification of a position affect others areas of personnel?  (Mention COREDOC and the various documents related to the position description.  Classification facilitates KSAs, performance standards, competitive levels for RIF, and training competencies).

4.  Classify the position - not the person.  What is the intent here?  The grade of the position is based on the duties and responsibilities assigned to the position, not whether he/she is a “nice” person.
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This is the 7 step Classification Process.

Step 1: Fact-finding - gather all necessary information from primary and secondary sources.  What is a primary source of information to write a PD?  Primary = employee, supervisor, actual work samples. Secondary = PD, previous evaluation, organization chart, mission statement, manpower listing, classification standards and guides, technical and procedural manuals.

Step 2: Analysis -  interpreting the information to make a determination.  Compare the duties &  responsibilities with the standards.

Step 3: Evaluation - make an unbiased classification judgment on the position.  Weigh all the facts and make a final decision based on the facts.  Just the facts like Joe Friday on Dragnet states.

Step 4: Determine the pay plan.  In most cases, the pay plan is clear.  In a few mixed positions, you would have to spend time making a determination.

Step 5: Determine the series and title.  The key is to first determine the occupational series.  The titles are normally specified in the standard.

Step 6: Determine the grade.  For an FES standard, it’s a matter of adding up the points and converting it to the authorized grade.  The end result of this process is a final classification decision.

Step 7: Classify the position
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Question:  What is the purpose of a position description?  (Get audience feedback before starting slide.)

The primary purpose of a position description is to “serve as a basis for the classification of the position.”  It serves as a pay authorization voucher.  When you set the grade, you also set the pay range authorized for that grade level.

In addition, the PD serves to facilitate several other personnel functions.  These are:


- Recruitment - Knowledge, skills, and abilities (KSAs)


   With RESUMIX, the PD is part of the crediting plan


   used as the foundation for resume standards. 


- Placement - qualification requirements


- Performance evaluation - performance standards


- Work distribution - per cent of time spent on each duty


- Analyze organization structures - position management


   and position design


- Training needs - training competencies
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The two types of PDs  that you will encounter are the Factor Evaluation System or FES PD and the Federal Wage System or FWS JD (job description).

The FES is a 9 factor PD which covers the professional, technical,  administrative and clerical occupations.  There is only one pay plan - the General Schedule or GS.  The grading system uses a point system for each of the 9 factors and a grade conversion table.

The FWS PD contains 5 factors for the trades and labor occupational groups.  The five factors are:


Skill & knowledge


Responsibility


Physical effort


Working Conditions

The Pay Plans cover the wage grade non-supervisory WG, wage leaders or WL, wage supervisors or WS, and Planners and Estimators or WD.  The methodology for grading positions is based on the highest level of work performed.
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There are 6 generic methods used to classify positions and changes to positions as well as to create new position descriptions.

The first 5 methods are short-cuts and are used most frequently.  They are designed to save you time and effort in classifying positions.

Amendments - describe minor changes to the PD which do not warrant a rewrite of the PD.

Standard PD - used for positions that operate identically throughout the activity.

Statement of Differences - used when a new position is substantially similar, but not identical, to another position (career ladder PDs).

Interim PD - used when a temporary position is needed to replace an employee on extended leave, detail to another position,  or to overlap a position.

Identical-Additional - used when the major duties and responsibilities of a new position are identical to an existing position (e.g., journeyman PDs, but not supervisory,  deputy or other unique positions.)

The sixth method - establishing a new position description - requires extensive analysis and evaluation.  There are two approaches in writing a new PD.  The first is COREDOC - an automated PD writing program, and the second is the “old fashioned” manual method.  We’ll discuss COREDOC, what it does, and demonstrate how  it works.  We’ll have you do a practical exercise in classifying an FES PD manually.
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What is COREDOC?


The Core Document (COREDOC) development system automates and integrates 5 separate processes to combine classified position descriptions, performance plans,  and knowledge, skills, and abilities (KSAs) for recruitment and training.  COREDOC automates the process of writing and classifying PDs, and in the process, generates other “core document” components: classification evaluation statement, performance standards, KSAs and training competencies.

How does COREDOC compare with a non-automated system? 

We’ll discuss this in our next slide.
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COREDOC offers several advantages over the current non-automated manual system currently used by managers.

As stated in the last slide, COREDOC produces 5 separate documents which must be done manually in a non-automated system.  COREDOC quickly and efficiently produces documents and maintains an automated library for future reference.

The current manual system is paperwork intensive and is slow and time consuming to produce the five separate documents that COREDOC can produce quickly and efficiently.  The manual system is labor intensive and requires extensive paper files.

One of the disadvantages of COREDOC is the inflexibility in allowing files to be imported or exported to a word processing file.  All information must be manually inputted into COREDOC.  Once the data is in COREDOC, you have greater flexibility over the manual system.  Five other documents can be produced from COREDOC which must be separately produced manually.

A second criticism of COREDOC is that it lacks flexibility in separating competitive levels between positions.  This is in error.  COREDOC allows you to add major duties and responsibilities and KSAs to the PD.  It doesn't matter whether it’s an automated or a manual system, the classification and qualification standards must be specified in the PD to establish the competitive levels.

I will now demonstrate how a PD is generated from COREDOC.
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Student have the option of selecting from several PD’s to classify based on their needs (e.g., engineering activity want an engineer PD, an activity with a large blue collar workforce may want a WG/WS JD to classify, etc.)

Handout PDs and required classification standards.

Time required to complete the exercise: 60- 90 minutes.

(Review  solutions and answer questions.)
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In the appendix, there is a list of On-Line Resources for Position Classification Information.  The two main sources of information are:

1)  DoD Civilian Personnel Management Service (CPMS) which provides links to other sites within DoD and the Federal Government.

2) The U.S. Office of Personnel Management.  The Classifer’s Handbook provides guidance on how to classify positions. 

These are the two best sources of information for you.
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In this workshop, you learned the principles, concepts and processes on how  to classify positions.  You learned the purposes of the position description and several short-cut methods.  You were introduced to COREDOC and its advantages and disadvantages.  You concluded with a practical exercise in which you applied the concepts of classification to classify a PD.

Are there any questions?
14

