CONDUCTING POSITION MANAGEMENT STUDIES

A manager conducts a position management study to be able to predict the impact of alternative position structures on the employees and operations of the organization. It is more convenient to do this without going through the mechanics of developing complete job descriptions. This shortcut method is called “job concepting.” For more in-depth type of studies, the assistance of the Human Resources Personnel Advisor and a Management Analyst should be requested.  The following methodology is suggested for conducting an internal position management study:

1. Obtain the following materials:

a.   Organizational functional statement

b.   Program‑budget guidance

c.   Organization chart showing all established civilian and military positions in     

      organization being studied

d.    Pertinent civilian/military Job descriptions

e.    Personnel voucher(s) and/or approved Table of Distribution

f.     Pertinent command‑wide or installation‑wide position management studies

g.    Recent civilian personnel management feedback report (work force analysis data)

2. List significant changes in mission, functions, methodology, and workloads, which have occurred since the last position management survey. Include clearly predictable changes. Current program‑budget guidance should be considered in preparing the list.

3. Review organization‑functional manuals to determine whether significant items included in l.a., above, have been given proper coverage. If changes in overall organization or functions are required to meet mission requirements, contact the Comptroller for assistance.

4. Thoroughly examine existing organization‑position charts, operating procedures, and job descriptions. The following types of questions should be posed:

a. Are all special assistants and/or nonsupervisory staff people included in the work force actually needed or could their spaces be better utilized on direct mission work?

b. Is the distribution of positions among organizational entities consistent with current and anticipated workload?

c. Does the ratio of line to support positions appear appropriate? Have adequate provisions been made for use of lower grade technical/clerical positions whenever feasible?

d. Is there an adequate number of helper/intermediate/journeyman positions established in the organization?

e. Are higher level duties grouped into the least number of positions?

f. Are the skills involved in mixed jobs compatible with each other?

g. Have recommendations of command‑wide and installation‑wide position management studies been fully considered?

h. Are duty assignments clearly delineated, or do they overlap?

i. Do supervisory controls in job descriptions of subordinate employees agree with supervisory duties in the job descriptions of their supervisors?

5. Develop alternative organization structures and position designs to improve position management. These alternative plans should be developed based on “job concepting.” Ask the following questions when developing and evaluating alternate organizational structures:

a. What position structure will produce optimum benefits?

b. What is the potential impact on incumbents?

c. What portion of the “ideal” organization should be implemented immediately?

d. What is the plans to implement the approved organizational structure?

6. Implement any changes resulting from the position management study. Careful planning and effective communication are keys to a smooth implementation process.

a. Coordinate with appropriate staff offices to obtain any approvals necessary for changes.

b. Notify the work force of planned changes and reasons for changes (Labor RelationsCoordination). Every attempt should be made to gain the full support of employees.

c. Provide continuous follow‑up to ensure that planned changes are implemented; the follow‑up should also focus on any tendency to revert to former position structure.

7. Prepare written documentation on the position management study. The study should be documented in such a manner that positive follow‑up action may be taken. In addition, the following items should be included:

a. Superceded organization/position chart

b. Organization‑position chart that represents the “ideal” position structure

c. Proposed alternate position structures with supporting rationale

d. Portions of the “ideal” structure already implemented

e. Plan for long range implementation of the “ideal” structure.

