Position Management Case Study

Re-Engineering the Resource Management Department

BACKGROUND INFORMATION

As part of a regionalization initiative, a Resource Management Department was created from a variety of activities in the region.  The Region Commander decided that a prototype organization would be created to more efficiently manage the resources within the Region.  The Commander decided that the financial resources, human resources, manpower, information resources, planning and organizational development resources would be consolidated under one Department versus the standard organizational structure where each would be a separate organizational entity.

CHARTER

As a member of the Position Management Board, you have been directed to do a position management (PM) analysis and provide recommendations to the PM Officer on how to structure this new prototype organization into a most efficient organization (MEO).  

INSTRUCTIONS

Attached organization chart is a preliminary organization submitted by the Acting Department Head based on the personnel that was transferred from the various activities.  You are to apply the PM concepts discussed in your reading materials to develop a proposed MEO.  Please review the section on “Consequences of Poor Position Management” and insure that you avoid fragmentation, excessive layering, unnecessary positions and narrow span of control in your proposed organization.

A Manpower Listing is also included provided the title, series, grade, and salary for each position.  Comments are provided based on a preliminary analysis of the organization.

AREAS OF CONCERN

At the request of the PM Officer, the Personnel Advisor and a Management Analyst conducted a preliminary analysis and interviews with managers, supervisors and employees and have provided the following information:

1.  Clerical and Technical Support.  Managers and supervisors are requesting approval to hire clerical and technical assistant positions.  Apparently, the activities retained the clerical and technical assistant positions or abolished these positions to save the higher level expertise.  

2.  Career Ladders.  Employees are concerned that there is no career promotional opportunities which is causing turnover and morale problems.

3.  Union Complaint.  The union has expressed concern that higher graded employees are doing lower level clerical work and may be downgraded through mismanagement and illegal assignments by management officials.  This is affecting the morale of the workers as they feel that they are professionals and should not be doing clerical work.

4.  Communications and Delays in Decision-Making.  First and second line supervisors are complaining that it takes a long time to get a decision made and something must be done to expedite communications as it is affecting operations and productivity.

5.  Customer Complaints.  The number of customer complaints is increasing on a daily basis.  Some of the complaints are: there is no one at service counters, telephones are not being answered, phone calls are not being returned in a timely manner and decisions are taking too long.  The complaints are coming primarily from the Disbursing Unit, the Human Resources Office and the ADP Section.

Your recommendations should address the above concerns

BUDGET CUTS

Higher Headquarters has notified the command that a budget reduction of $100.000 will be made in the next fiscal year budget.  Your proposed MEO organization should address how this budget cut will be accomplished.  Compute the current salary costs based on the current organizational and manpower structure of filled and vacant positions.  Compute the salary costs of the new proposed MEO organization.  Agreement has been reached with higher headquarters that all savings over $100,000 can be used for automation and technological innovations in the department.

MANPOWER CUTS

With base closures and downsizing of the active military structure in the region, an across the board cut of 10 man-years must be made prior to next fiscal year in each department.  Your proposed MEO organization should also reflect a reduction of 10 personnel from the current authorization in the Resource Management Department.

GROUP REPORT

A Group Reporter should be appointed to provide a report to the class on your recommendations.  A proposed MEO organization chart should be presented to the class along with your rationale for your recommendation.  

TIME FOR THE EXERCISE: 1 hour

