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PART A: INTRODUCTION

1.   WORKSHOP OVERVIEW

This Workshop provides information to assist all DON personnel responsible for position management. SECNAV Instruction 12510.9 (26 AUG 86) permits command flexibility in determining the level to which this responsibility may be delegated. The materials in this module outline fundamental position management concepts. This information serves as an introduction, to be supplemented at the activity level based on Command needs.

This module is divided into three sections:

PART A. INTRODUCTION

This section contains a lesson overview, why position management is required, a brief review of roles and responsibilities, and a discussion of the purpose and goals of position management as well as some basic concepts.

PART B. POSITION MANAGEMENT GUIDELINES

This section contains information to help the manager carry out position management responsibilities, including:

· Designing Positions

· Structuring Organizations

· Integrating Organization Structure and Position  Design

PART C. CONSEQUENCES OF POOR POSITION MANAGEMENT

This section describes frequent repercussions from poor position management with examples.

WHY POSITION MANAGEMENT?
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Many of the problems you encounter in your organization may be traced back to a position management problem.  This chart illustrates some of the common problems associated with poor position management.  To be an effective manager, you must be aware of these indicators to take corrective action.

EXAMPLE

There are three Branch Secretaries in a Division.  Two are classified as GS-318-05 and one is an Office Automation Clerk, GS-303-04.  After 18 months on the job, the GS-04 has an “attitude” problem according to the supervisor.  There are mistakes being made in the work, customers are complaining about the employee’s “attitude” and the supervisor is considering disciplinary action.  At the employee’s annual appraisal a few months ago, the employee had asked about career progression and promotion.  The supervisor promised to look into it but was too busy with work priorities and deadlines.  What is the cause of the problem?

In the business world, profit is the driving force in making decisions.  In the government, cost reduction is one of the means you can obtain additional funds for other needs.  Some of the cost factors involved with position management decisions are:

· Salary

· RIF Costs

· Retirement

· Leave

· Health Insurance

· Life Insurance

By understanding position management, you will avoid some of the problems resulting from poor position management as well as reduce the costs of your operations.
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3.   ROLES AND RESPONSIBILITIES

ACTIVITY HEAD
· Responsible for structuring positions, functions, and organizations.

· Responsible for overall structure to accomplish mission needs using available resources economically and efficiently.

· Responsible for designating a Position Management Officer or establishing a position management advisory committee per DOD Directive 1400.26 (28 July 79).

POSITION MANAGEMENT OFFICER/ADVISORY COMMITTEE

· Establish relevant position management criteria

· Review and recommend position management policy

· Assess overall position management policy


HUMAN RESOURCES MANAGER

Upon request:

· Assists line officials in conducting cyclic position management and classification surveys and reviews

· Assists line management in planning reorganizations or establishing additional organization components

· Assists in or conducts training in the concepts and techniques of position management

· Provides technical documents and advice on position management to managers and supervisors. 

LINE MANAGER

· Recommends or decides:

1. How many employees are needed to accomplish work under the supervisor’s control?

2. Whether or not particular positions are needed to get the work done.

3. How should the work (positions) be organized?

4. What duties and responsibilities should be assigned to individual positions?

5. Establishes the position description prior to the organization chart.

· Applies position management criteria when:

1. Planning reorganizations

2. Changing individual position structures or relationships

3. Changing staffing levels

4. Assuming new responsibilities

· As required, requests the assistance of the Position Management Officer and civilian Personnel Office staff in applying position management criteria.

· Consults with subordinate supervisors, work leaders and employees on information and suggestions regarding position management issues.

· Assures the organization conforms to the best principles of position management and that corrective action is taken when the results of position management and classification reviews identify areas for improvement.

4.   POSITION MANAGEMENT - BASIC CONCEPTS

A.   Definition

Position management refers to the organizing and structuring of positions within an organization to accomplish the organization’s mission with maximum economy, efficiency and productivity.

Effective position management is getting the work done by using appropriate tools, equipment and personnel in a way that represents the best balance of economy.

· Economy: Getting the mission accomplished with the minimum possible outlay of dollars.

· Efficiency: Getting the mission accomplished in the timeliest manner and with the least wasted effort possible.

· Effectiveness: Ensuring we are doing the right work and doing it well.

Position management is explicitly assigned to all line managers and supervisors for positions under their control.

B.   Goals

Position management goals are to:

1.
Accomplish the organization’s mission within acceptable time frames

2.
Use the best work methods and work flow

3.
Recruit qualified employees

4.
Utilize employees to their full capability

5.
Motivate employees to do their best work

6.
Organize a structure which provides opportunities for employee advancement

7.
Work within controls (i.e., funds and ceilings)

established by higher authority

8.
Comply with Equal Employment Opportunity programs

C.   Position Management Characteristics

1.
Position management concepts apply to appropriated fund civilian positions and related military positions in integrated civilian-military organizations.

2.
Commands are required to establish a position management program with built in controls to monitor the system. Recommended controls are:

a.  Organizational Studies that provide information the manager may use to predict  results (impact) of  various organizational structures.  To make realistic predictions, the manager should:

1)
Determine the optimum organizational structure which meets management needs and reflects position management policies


2)
Select specific segments from the optimum organizational structure for 
immediate implementation


3)
Establishing a long range plan for full implementation of the optimum 
organizational structure

b.
Evaluation Programs that help the manager keep the organization structure current and positions properly classified. Evaluation program


objectives are to:

1)
Determine whether there exists a uniform management approach for planning and organizing work to achieve mission requirements. Economy, efficiency, and employee motivation and utilization must be considered.

2)
Determine management’s effectiveness in planning and modifying organization structures to cope with change. This ensures that supervisors and managers are evaluated annually for position management effectiveness.

3)
Ensure that managers who economize do not suffer adverse consequences

4)
Assess the extent to which:

· work is efficiently and effectively organized

· positions are properly designed and correctly classified

· manpower is controlled and properly related to program areas

5)
Provide feedback to the Commanding Officer and higher level commands on program strengths and weaknesses

c.   Reviews and Reports

1)  
Headquarters and field activities will conduct a review, at least triennial, to monitor position management practices. Line managers or special committees from the activity can perform the review. Such reviews are intended to determine the effectiveness of the command’s position management program.

The Deputy Assistant Secretary of the Navy (HROC) will monitor the Navy’s position management program in order to meet requirements established by DOD directive 1400.26 (28 July 79). Activities may request Defense Civilian Personnel Data System (DCPDS) information on average grade, supervisory ratio, etc. , from their servicing Human Resource Office.

Echelon 2 commands may impose requirements such as special reviews, additional reporting requirements, etc. 

PART B: POSITION MANAGEMENT GUIDELINES

INTRODUCTION

Position Management is based on two concepts:

· Designing positions which accomplish the mission and motivate the employee

· Designing and structuring organizations that are both effective and economical

1.    DESIGNING POSITIONS

A.   Guidelines

In general, positions should maximize employee training and skills to accomplish the mission. Positions should also allow employees to achieve job satisfaction.

When designing position, follow these guidelines to ensure:

1.
The position is needed.

a.
It helps accomplish current activity objectives.

b.
The current and projected workload clearly


supports establishing or continuing it. 

c.
It represents the best use of available funds or 


is important enough to support a request for additional funds.


2.
The position is sound from the standpoint of economy and effectiveness.

a.
It fits satisfactorily into the present or anticipated workflow.

b.   The work cannot be absorbed by other positions without serious damage to essential functions. It cannot be performed more economically or effectively by positions.

c.
Supervisory positions reflect a reasonably broad span of control.

d.   If it is a deputy (full-time line assistant), it is not being established primarily for continuity. The supervisory workload is too much for one person or the superior is frequently away for extended periods and the deputy must make major decisions in his or her absence. Such responsibility cannot be assigned on a part-time or rotating basis to other personnel.

e.
If it is a support or service position, it does not unduly increase the ratio of such positions to “producer” positions.

f.   The work of a “team leader” position must be significantly different from the work of a regular team position.

g.
If both line and staff positions exist in the same operational or functional area, there is a clear and definable distinction as to assigned duties, delegated responsibility and area of performance relative to mission and function.

h.
A new incumbent of a position can reasonably be expected to reach the 
targeted full performance level in all duties within a reasonable time.

3.   The position is sound from a personnel management viewpoint.

a.
A qualified individual can be recruited within a reasonable period of time.

b.
A position requiring specialized skills can exist only when non-specialized alternative positions cannot accomplish the job.

c.
Any specialized training called for can be arranged.

d.
The position is consistent with the activity’s Affirmative Action program.

e.
The position is consistent with established career management plans.

4.    The position is sound from a motivational viewpoint.

a.
It is not unduly narrow. It provides reasonable opportunity for job satisfaction in terms of achievement and responsible performance.

b.
An entry or low level position is not a “dead-end” if it provides reasonable 
opportunity to progress to higher level work.

B.
SPECIAL CONSIDERATIONS

1.
Staffing levels should be based on average rather than peak workload. Use extended hours, or temporary, part-time, or intermittent employees for peak periods.

2. Second-level supervisory positions should supervise the largest possible number of subordinate consistent with mission accomplishment.

3.
The number of supervisory levels should be kept to a minimum.

4.
The majority (51%) of a position’s duties should be consistent with the position’s grade.  Removes lower grade duties and assign them to support personnel or lower grade positions.

5.
Higher-grade duties should be concentrated in the smallest possible number of positions.

6.
“Special assistant” functions should be assigned to existing line organization positions. Avoid creating new staffs and organizations for these functions.

2.   STRUCTURING ORGANIZATIONS


A.
Guidelines


Structuring organizations is the process by which managers distribute duties and financial resource to positions, groups of positions, or all the positions in an organization. Use the following guidelines to help structure effective and economical organizations. Ensure that:


1.   All work performed is essential.

a.   Each major item of work supports current  objectives.

b.   Any duplication is a real requirement to accomplish the work.

c.
Where funds or other controls prevent 100% staffing, “must do” functions are more fully staffed than “should do” functions.


2.   The structure reflects a reasonable balance between economy and effectiveness.

a.   Significant portions of the work cannot be absorbed elsewhere or done more economically without serious damage to essential functions.

b.   Staffing reflects proper program emphasis. When cutbacks occur, ability to 
perform work is not seriously impaired.

c.   Staffing is based on average rather than peak workload.

d.   If the mission is expanding, staff is not added too far in advance of actual 
workload.

e.   The organization has the appropriate number of full-time supervisors to guide fully trained civilian personnel. Use experienced staff members to provide technical supervision for trainees.

f.   Numbers of supervisors of civilians (including military officers) are limited to that actually required full time to provide leadership and guidance to fully trained personnel. Additional supervision required for trainees should be controlled through periodic review.

g.   There is no unnecessary fragmentation - span of control is reasonably broad.

h.   Deputy positions (full-time line assistants) do not exist primarily for continuity. In each case the supervisory workload is too much for one person, or the superior is frequently away for extended periods and the deputy must make major decisions in his or her absence. Such responsibilities cannot be assigned on a part-time or rotating basis to other personnel.

i.   Support and service segments are not overstaffed in relation to “producer” segments.

3.   The structure is sound from a personnel management viewpoint.

a.   Positions are classified to permit suitable and timely replacement from the labor market.

b.   Any spreading of scarce skills among several positions occurs only because operational needs permit no alternative.

c.   The number of trainee and junior positions conforms to projected needs for higher-level employees (replacement needs or workload increase needs.) 

d.   Manpower is used effectively. Work assignments fit the special skills, experience, and potential of employees.

e. When possible, positions should be designed, in accordance with the Department of the Navy National Affirmative Action Plan.

4.  The structure promotes organizational communication,

a.   It is reasonably simple, considering the operations involved. Related activities are located close together for easy coordination.

b.   It is technologically suitable (in relation to work flow, procedures, equipment, facilities, layout, etc.).

c.   It is flexible enough to accommodate workload fluctuations. It includes plans for shifting employees among jobs in peak or slack periods.

d.   The division of work - by function, product, purpose, etc. - is the best for the type of work performed.

e.   The organization is not overly layered - it is “flat” rather than “tall.”

· Review levels are kept to a minimum.

· Authority for operational decisions is suitably delegated.

5.   The structure is sound from a motivational viewpoint.

a.   Positions provide sufficient job interest. They provide reasonable opportunity for job satisfaction in achievement, growth, and job enrichment.

b.   Attention is given to promotion potential. Career ladders provide entry to   key positions.

c.   Behavioral research findings are considered.






EXAMPLE

· The advantage of departing from traditional forms of organization in special situations (such as the project manager concept in research and development).

· The importance to organizational “climate” of supervisory positions being more managerial than “pusher” or “superchecker” positions.

d.   Unusual turnover, sick leave, or absenteeism is not due to organization structure.

B.   Special Considerations - Alignment

An organization must be consistent in applying classification standards to various types of positions. The existing alignment pattern should be followed throughout the organization.

3.   INTEGRATING ORGANIZATION STRUCTURE AND POSITION DESIGN

A.
  Guidelines

The previous two sections focused on designing positions and structuring organizations as individual concepts. This section provides guidelines for balancing both concepts to achieve effective position management. This process is highly judgmental and requires the manager to:

1.   Develop alternative structures by grouping:

· tasks into duties;

· duties into positions, and;

· positions into an organizational structure

2.   Determine the positive and negative values of each alternative structure.

3.   Select the structure with the most positive values. Although this process appears simple, it is actually complex. The manager must select an organizational structure that can respond to change as well as to the present situation.

B.
Special Considerations

1.   In some situations, certain factors are more important than others are. For example, management’s urgent need to meet important customer requirements rapidly may be an overriding consideration. In such a situation, the manager must give priority to this consideration when judging the advantages and disadvantages of alternative structures.

2.   Predicting positive and negative values for alternative plans may be complex. Plans must be considered from several viewpoints - the employee’s, supervisor’s, and customer’s.






EXAMPLE

A Finance and Accounting Office receives frequent requests for travel advances.

· The work involved in processing these advances is simple compared to 
processing final travel vouchers.

· Workload in processing travel advances is currently divided among five (5) Voucher Examiners, GS-04.

· The travel advance processing workload constitutes one-fifth of the work of the five voucher examiners. This equals one full-time position.

· This work could be performed by a GS-03. The Finance and Accounting 
Officer is considering a plan to consolidate the work into one position.

a. From management’s viewpoint, this change appears desirable because it is economical. It would also increase the efficiency of employees working on the more difficult voucher examinations by eliminating the disruption caused by processing travel advances.

b.
From the employee’s viewpoint, the situation becomes somewhat blurred. Perhaps processing travel advances becomes a welcome break in routine for some employees. However, other more detail-minded employees might prefer to concentrate full-time on voucher examinations.

c.   From the customer’s viewpoint, the change would be negative if the only employee on travel advances were busy waiting on others. Customers might have to stand in line for long periods of time. By costing customer “lost waiting time,” the savings resulting from reducing one GS-04 level position to GS-03 is not so obvious.

After examining all viewpoints, we can conclude that the proposed redesigning of one GS-04 position to a GS-03 requires additional study. Perhaps it would be better to combine processing travel advances into one position, but continue to require GS-04 voucher examiners to serve as back-ups.

3.   The manager should give special attention to what attracts, retains, and motivates employees. What causes one organization’s success with employee morale while another organization has serious problems?

a.
Clear-cut distinctions exist in duty among positions.

b.
“Action officers” are permitted (and expected) to carry assigned projects through to completion with a minimum of required supervisory guidance.

c.
All employees clearly understand the reasons for work assignments, the relationship of their work to the function of their organization, and their organization’s role in the overall installation’s mission.

d.
Supervisors provide high, but attainable, standards of performance to those workers who clearly excel. Superior performance is encouraged and recognized. Management provides opportunities for development and encourages employees to advance as higher-level vacancies arise throughout the installation.

e.
A “team” spirit is evident - a willingness of employees to work together and adjust to new situations.

The list could be longer, but these items illustrate the organization’s philosophy that distinguishes the successful from the unsuccessful organization.

It is notable that “high grades” do not appear as an item on the list, although “proper pay for assigned work” would be an appropriate addition. To build attraction, retention, and motivational factors into positions, it is essential to look beyond money considerations. Usually, sound position management practices automatically build in these motivational aspects. In contrast, deviation from sound position management practices almost always lowers employee morale.

4.   Managers should also consider long-range as well as immediate requirements. Many functions are changing from manual to mechanized operations. Also, increasing attention is being given to unit and material readiness., The skilled manager needs to stay abreast of these and other trends and judge their potential impact on his or her own operation. Position management actions should be tested against future requirements to assure that they will positively promote the organization’s ability to adapt to new situations.






EXAMPLE

Stock accounting is currently performed manually, but is scheduled for mechanization within twelve months. The manager should be planning for the organization’s needs both during and after mechanization. When considering interim position management actions, the manager should keep the ultimate organization in mind. Some potential alternatives include:

a.
Vacancies among stock posting positions should be filled on a temporary basis since these skills will no longer be required after mechanization.

b.
Permanent employees should know the types of jobs needed after mechanization and should develop their skills in these areas.

b. Position management actions intended to produce minor interim economies should be weighed carefully. They might lower incentives to employees who will be most needed after mechanization.

EXAMPLE

Integrating Position Design and Organizational Structure Example
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C.
Summary

Balancing position design factors and alternative organization structures is not a simple matter.

· In general, a well-planned organization coupled with sound supervisory practices produces higher employee morale.

· A skillful manager can overcome negative organizational aspects by enlisting the assistance of the work force and keeping employees well informed.

· Thorough pre-planning minimizes losses due to work disruption or low morale during a transition or “shakedown” period.

· Customer requirements MUST be considered in addition to management and employee needs when weighing alternative organizational structures.

· Managers must consider the impact of position management decisions on the organizations future operations.


PART C: CONSEQUENCES OF POOR POSITION

MANAGEMENT

INTRODUCTION

Managers must be aware of the harmful consequences of inadequate position management. Poor position management practices eventually lead to problems in many areas. These problems effect not only management, but also customers, employees and the organization as a whole. In this section, we will examine the consequences of poor position management. They are:

· Fragmentation

· Excessive layering

· Unnecessary positions

· Narrow span of control

A.  FRAGMENTATION

THE ORGANIZATION IS UNNECESSARILY SPLIT INTO MANY SMALL SEGMENTS.

THE PROBLEM
· Small units can become so specialized that they restrict


the employee’s potential contribution.

· Communications between units are restricted and action


slows down.

· The question of “who’s responsible?” cuts down cooperative effort.

· Fluctuations of workload become hard to handle

QUESTIONS TO ASK
· Are all of these units really necessary?

· Do they restrict the development of employee skills?

· Would you like to be so restricted?
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B.  EXCESSIVE LAYERING 

TOO MANY LEVELS EXIST IN THE CHAIN OF COMMAND.

THE PROBLEM

· Ideas have difficulty moving since they must be evaluated and restated by each supervisor.

· Top management is often unaware of how decisions have been made at lower levels. Controversy on Important Issues does not reach the boss’s attention.

· Lower level supervisors and employees are too restricted in what they can do and become frustrated.

QUESTIONS TO ASK

· Are there more supervisors than are actually needed to plan and guide the work?

· Has authority been delegated as far down the line as it should be?
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C.
UNNECESSARY  POSITIONS
FOR EXAMPLE, DEPUTY AND STAFF ASSISTANT POSITIONS THAT COULD BE ELIMINATED.

THE PROBLEM

· Full assistants, or deputies, add another level to the chain of command.

· This creates delays in decision-making and increases the likelihood of duplication of effort.

· Unnecessary staff assistant positions tend to cause staff-line conflicts.

QUESTIONS TO ASK

· Does the supervisory workload call for two people at the top?

· Is the supervisor absent much of the time and must binding decisions be made In his absence?

· Would some staff assistant functions be handled better as part of the line organization?

D.
NARROW SPAN OF CONTROL

MORE SUPERVISION THAN NECESSARY 

THE PROBLEM
· Narrow span of control can stifle initiative and dampen individual responsibility for work quality.

· It often means excessive overhead expense.

GUIDELINES

· Segments, where possible, should have four or more technical positions including the supervisor—frequently many more.

· A “proper” span of control might be 10, 20, or even 50 depending on the work to be done, the kinds of people supervised and the controls available.

· Generally, a horizontal “flat” organization is preferable to a “tall” structure with many echelons.
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PRACTICAL CONSIDERATIONS

· RECRUIT AT ENTRY VICE JOURNEYMAN LEVELS

· USE UPWARD MOBILITY PROGRAM FOR PROMOTIONS FROM WITHIN

· USE TEMPORARY HELP FOR PERIODIC WORKLOAD

· TRY WG-1 OR GS-1/2 RECRUITING LEVELS FOR MINIMUM SKILL JOBS

· USE ONE-TIME PERFORMANCE AWARDS VICE GRADE AND MERIT INCREASES TO REWARD GOOD WORK

· DEVELOP CAREER LADDERS FOR NONPROFESSIONAL SERIES COMPATIBLE WITH MARKET LEVELS

· MINIMIZE USE OF DEPUTIES

· REASSESS SIZE OF STAFF SUPPORT OFFICES

· LET MANAGERS MAKE POSITION MANAGEMENT DECISIONS

POSITION MANAGEMENT WORKSHOP SUMMARY
Position management is a line management responsibility.  We have covered the goals and basic concepts of position management.  We have looked at the consequences of poor position management with examples.  We have worked through a practical exercise to apply the concepts of position management.  You now have the skills to develop an optimum structure (where you want to be) for your organization.

The next time you hear that a reorganization is taking place, that some positions are being abolished, that recruitment for a vacant position will be at less than the full performance level, or that duties are being extracted from one position and added to another, you’re seeing position management at work.  With a well-designed organization structure, you are ready to have your individual positions classified.  If you view the organization as a big jigsaw puzzle, than you must design each individual position to fit into the “big picture” jigsaw puzzle.  Each position must not be viewed as a “stand alone,” but part of the total organization.

Are there any final questions?
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Excessive Layering Example -After



In the improved structure, we have established 3 supervisors and 16 nonsupervisory positions.



Some additional options include:



	Establish some GS-9 positions

	Hire some engineers at the GS-5 entry level

	Create some engineering technician positions
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Unnecessary Positions/Narrow Span of Control - After



In this structure, we have eliminated the Deputy position.  You don’t need both a Captain and a GS-15 every day.  You can train one of the Commanders or GS-14 to rotate to fill in the top job when needed.



Second, we adopted Total Quality Leadership concepts and arranged the personnel in self-managing teams to handle responsibility and projects with minimum supervision.



 There are no right or wrong answers.
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Integrating Position Design and Organization Structure (Cont’d)



Let’s look at some of the alternative structures that could be developed.



Option 2 organizes the positions with 1 GS-4 and 3 GS-3 positions.



How many of you had this grade structure?



This structure consolidates all of the high level GS-4 duties into one position which reduces the average grade and salary costs.



What happens, however, when the GS-4 is not available to do the higher level work (e.g..., on leave, sick, travel, etc...)?
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Integrating Position Design and Organization Structure (Cont’d)



In Option 4, we divided the work in half with 2 GS-3 and 2 GS-4.



How many of you had selected this option?



This structure provided a lower average grade and salary costs than Option 3 yet still provided flexibility to management to meet higher graded requirements.



What’s the best answer?  (It depends!  See next slide.)
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Integrating Position Design and Organization Structure (Cont’d)



In Option 3, we have a structure with 3 GS-4’s and 1 GS-3.



How many of you had this structure?



This structure lowered the average grade a little and reduced salary costs slightly, but provided some flexibility for meeting higher level grade performance.
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Integrating Position Design and Organizational Structure



We have discussed creating alternative structures, now let’s look at a practical example.



In this organization, we have four GS-4 Clerks each performing 25% of the time at the GS-4 grade level and 75% of the time at the GS-3 grade level.



i want you to take a minute and come up with an alternative structure for grouping the positions.
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Unnecessary Positions & Narrow Span of Control Example-Before



This structure provides an example of unnecessary positions and narrow span of control.



Please take 5 minutes and see what recommendations for improvements you can make.



What are some of your recommendations?
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Fragmentation Example - After



In this structure, we retained 3 GS-11 Engineers and established one GS-7/8 Engineering Technician to do the lower level technician work.



In the clerical support positions, we retained 2 GS-5 and established a GS-4 and a GS-3 (target GS-4 position.)



The average grade and salary costs were reduced and management flexibility was retained.  In addition, career ladder positions for the GS-8 Technician and GS-4 Clerk was established.
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Excessive Layering Example -Before



This structure has 7 supervisors and 12 non-supervisory positions.  This is an example of excessive layering where the organization is split into many small subdivisions, sections, branches, etc...



Please take 5 minutes and see if you can recommend improvements.



What are some of your recommendations to improve this structure?
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Fragmentation Example - Before



This is an example of a fragmented organization.



How would you consolidate the higher level duties into as few as possible positions, but still retain flexibility during leave and turnover?



Take 5 minutes and come up with your recommendations.



What are some of your recommendations to improve this structure?
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