                                                  Chapter 15

                                          Organization Charts

Overview



____________________________________________________________

Introduction
This chapter describes the preparation and use of organization charts.



____________________________________________________________

Learning Objectives
Without references participants will:

· Describe correctly at least 3 steps in preparing an organizational chart

· Explain briefly how to maintain organizational charts 

________________________________________________________________

Importance of Organization Charts
Charts of organizational structure are important because they are commonly used to communicate information, establish reporting relationships, summarize salary costs, and draw inferences about organizational behavior.  When these charts are not properly prepared or maintained, time and energy are often wasted reconstructing them for management decisions.

Note:  Some agencies use HR software that tracks spaces, employees, and active personnel action requests as electronic organization charts.

__________________________________________________________

In this Chapter  This chapter includes the following topics.
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_________________________________________________________________

 Concepts and Definitions



____________________________________________________________

Introduction
This map describes key concepts and definitions about organization charts.



____________________________________________________________

Concepts
The key concepts and definitions on organization charts are shown below.
   Concept
                               Definition

Hierarchy
Organization charts show position structures and hierarchies.  The chart starts with the most senior office or position and is broken out into subordinate units or positions.

Set of charts
Many organizations are so complex they require more than one chart.  The first chart shows the map of the entire organization.  Then succeeding charts depict each component of the first chart (such as branches, sections, or units within a larger office, division, directorate or bureau).

Target grades
Positions should be listed on a chart at their full performance level.  This makes it easier to calculate future personnel costs.

Living document
An organization chart is a living document.  As the organization grows or changes, the chart should be changed.  Always annotate the chart when positions are officially added, abolished, or reclassified.

Note:  New HR software can make this an easy, automatic task.

Spaces vs. faces
Typical “manual” organization charts show positions, not employees.  

Modern automated HR systems can integrate employee names, positions, job numbers, personnel action requests, and other key information (e.g., Army’s FASCLASS).

White space
Organization charts show in broad terms the level of authority of various positions, their numbers, and their reporting relationships.  Organization charts do not show how work is done.  That occurs in the “white space”!



_________________________________________________________________

Preparing an Organization Chart



_________________________________________________________________

Introduction
This map explains how to prepare an organization chart.



___________________________________________________________

Procedure
A procedure for preparing an organization chart is described below.
   Step
                                    Action

       1
Gather information such as the official names of organizational units, the types and numbers of positions in each unit, and supervisory designations.

      2
Prepare a map of the entire organization first.  Show the positions in the office of the director plus the supervisor of each subordinate unit at the next level.

      3
In completing step 2 and subsequent steps use the following convention unless our agency has a different one:

· Directorate

· Division

· Branch

· Section

· Unit or Team

· Individual position

      4
Prepare a map for the next organizational level.  List the position that directs the organization, any other positions in the office of the chief, and subordinate supervisory positions that head the next lower level.

      5
Repeat step 4 as many times as necessary until you arrive at the “working level” where individual positions are listed.

      6
For the final map, show the position structure, the number of positions at each grade level, and position description numbers. Be sure to group nonsupervisory positions in descending grade order under their team leaders or supervisors.

      7
Count the total number of positions in each unit.  If needed, calculate the supervisor-employee ratio.  Then roll up these figures for the successively larger organizational levels.



_________________________________________________________________

Example of an Organization Chart



__________________________________________________________

Introduction
This map provides an illustration of a set of organization charts.



____________________________________________________________
Example
Three examples in one set of organization charts are presented below.





              Center for Civilian Human Resource Management


                                     Management Team

                    
                                          (3) Positions





   Operations       Core Functions        Career Training        Automation  


      Team                  Team                       Team                       Team


         (3)                     (6)                            (3)                            (5)


                                 Supervisory Ratio:  1: 9

                                     Total Positions:  20





                                      Management Team


(1) Supervisory Personnel Management Specialist   GS-201-15    #12345S

 
(1) Supervisory Personnel Management Specialist   GS-201-14    #12346S


(1) Administrative Officer                                         GS-341-11    #12347


(3) Total Positions




                                    Career Training Team


(2) Personnel Management Specialist                       GS-201-13     #12348


(1) Training Technician (OA)                                   GS-1702-07   #12349


(3) Total Positions




(excerpt—other teams would be shown on subsequent charts)

Maintaining an Organization Chart



_______________________________________________________________________

Introduction 
This map explains how to maintain an organization chart.



____________________________________________________________

Procedure
The steps in maintaining an organization chart are shown below.

Step
Action

1
When processing a position classification or recruitment action, review the organization chart for the unit in which the position is located.

2
Verify information such as:

· Title

· Series

· Grade

· Position description number

3
Verify the actual number of employees on identical additional positions.  You may need to request an employee listing from your automated personnel system first.

4
Correct the information on the organization chart as needed.

5
Apply the attached Checklist for Organization Charts.  Notify the requesting supervisor if you identify any position management or classification concerns.

6
After processing the appropriate personnel action, provide a copy of the corrected chart to other stakeholders.  Consider providing the chart to:

· Management Analysts in the Manpower Office

· Liaison staff in serviced organizations

· The Staffing Specialist who will process the action

· The supervisor who initiated the action

· The personnel clerk/assistant who maintains the organization’s records

Note:  This task is automatic if you use such HR information systems as FASCLASS.



____________________________________________________________

Checklist for Reviewing an Organization Chart



________________________________________________________________

Introduction
This map explains how to analyze organization charts for key features.

___________________________________________________________

Items to Check
Typical items to check when  reviewing organization charts or position structures are:

· Bridge positions

· Supervisory ratio

· Skill mix

· Pattern of departmentation

· Base level of work/representative work (to validate proposed grade level of lead or supervisory positions)

___________________________________________________________

Bridge Positions
Occasionally, the organization structure has gaps between the entry level and higher levels.  In these cases, managers may create bridge positions.

___________________________________________________________



Example of Bridge Position
Consider the following organization with 13 positions.

(1)   Chief, GS-12

(10) Specialist, GS-11

(2)   Clerk, GS-04                    (These clerks are in dead-end jobs.)

To eliminate the “gap” between the clerical and specialist positions, the manager might restructure the next two specialist vacancies as assistants.

(1) Chief, GS-12

(8) Specialist, GS-11

(2) Assistant, GS-07

(2) Clerk, GS-04

Now there is a possible career ladder from GS-04 to GS-12. 

· The GS-11 vacancies can be filled as GS-5/7/9/11, and the assistants will be able to compete for promotion.  

· Any assistant vacancies can be filled as GS-5/6/7, enabling the clerks to apply for merit promotion.

NOTE:  Bridge positions are more difficult to establish when the full performance work is professional in nature (education is required).

___________________________________________________________

Checklist for Reviewing an Organization Chart (continued)



_________________________________________________________________

Supervisory Ratio
An organization’s supervisory ratio is calculated by dividing the total number of non-supervisory positions by the total number of supervisory positions.  Ratios may be calculated for many organizational levels.

Example 1:  If one supervisor directs 5 employees, the ratio is 1: 5 for the unit.

Example 2:  If a division includes 6 supervisors and 87 non-supervisory positions, the ratio is 6: 87 or about 1: 14.5.

___________________________________________________________

Goals for Supervisory Ratios
President Clinton exhorted all agencies to double their supervisory ratios, which meant at the time to strive for a goal of about 1:15.  However, each agency, bureau, command, or other entity has its own strategic goal for supervisory ratio.  Consider the goals for the organizations you advise.

Tip:  When you review an organization chart, calculate the supervisory ratio and determine if it is consistent with stated management goals.

___________________________________________________________



Skill Mix
Most organizations need a variety of types of positions to accomplish the assigned mission.  Skills vary by type (specialty) and level (grade).

Tip:  When you review an organization chart, compare the types and levels of positions established with the types and levels of skills required to perform the mission or to use available technologies.  

___________________________________________________________

Patterns of Departmenta-tion
Ways of organizing work were described in Chapter 5.  Examples are:

· Product          

· Customer

· Geographic

· Process

Tip:  When reviewing an organization chart, consider whether the pattern of departmentation is consistent with the mission, technology, or management style of the organization you are supporting.

___________________________________________________________



Checklist for Reviewing an Organization Chart (continued)



_________________________________________________________________

Base Level of Work
The proper classification of leadership positions (lead, supervisory, and managerial positions) requires an analysis of the base level of work in an organization.

Over time, the base level of an organization may change due to downsizing, new missions, consolidations, reclassifications, etc.   

Tip:  When comparing alternative organization structures to existing ones, be sure to check whether the base level has changed.  Use criteria in such classification guides as the GSSG, the GSLGEG, or the JGS for Supervisors, WS.

___________________________________________________________

Example: GS
In the organization shown below the base level is probably GS-11 so the grade of the chief is suspicious.  It is NOT supportable by supervisory duties (see the GSSG) because the GS-12 work is less than 25% of the total substantive workload.

(1) Chief, GS-13                            (100% supervisory)

(1) Lead, GS-12                             (50% leader, 50% GS-12 cases)

(7) Specialist, GS-11                     (10% GS-12 cases, 90% GS-11/09)

(1) Assistant, GS-7                       (substantive position)

(1) Clerk, GS-4                             (excluded support position)

(11) Total Positions                      Total 1.2 GS-12 workyears, about

                                                       15% of the substantive workload.

___________________________________________________________



Example: FWS
In the organization shown below the representative work is probably WG-09.  In FWS, it is not necessary for the representative work to occupy at least 25% of the workload.

(1) Chief, WS-08

(2) Painter, WG-09

(8) Painting Worker, WG-07

(2) Painting Helper, WG-05

___________________________________________________________
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