                                                 Chapter 16

                              Evaluating Alternative Structures

Overview



___________________________________________________________

Introduction
This chapter describes a procedure for evaluating position structures.



____________________________________________________________

Learning Objectives
Without references participants will correctly list at least 4 steps in a procedure for evaluating alternative position structures.

___________________________________________________________

Importance  of Evaluating Alternative

Position Structures
Since there are many possible ways of designing organizations and jobs, it is important for HR professionals to know how to evaluate alternatives.  Further, it is important to explain effectively the advantages and disadvantages of various design alternatives to managers, labor representatives and employees.

___________________________________________________________
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_________________________________________________________________

 Concepts and Definitions



_________________________________________________________________

Introduction
This map defines the concepts needed to evaluate alternative structures.



____________________________________________________________

Concepts
Key concepts are defined below.
       Concept
                              Definition

Cost Categories
The types of variables that should be assessed to determine the relative costs of an organizational design.  They include such categories as salary, training costs, recruitment costs, absenteeism, etc.

Benefit Categories
The types of variables which should be assessed to determine the relative benefits of an organizational design.  They include such categories as: 

· productivity

· quality

· future organizational capability, and 

· decision-making.

Organizational Capability
The capacity of the organization to perform existing missions, take on new missions, or utilize new technology quickly and easily.  Organizational capability depends upon the knowledge, skills, and abilities of the workforce.

Decision-Making
Organizations vary in the timeliness and quality of managerial decision-making.  Some structures, because of their inherent nature, facilitate or inhibit effective decision-making.

Value-Added Work
The work that provides customers a product or service they value.  Organizational structures vary in their ability to facilitate or inhibit value-added work.



______________________________________________

Procedure for Evaluating Alternative Structures



_________________________________________________________________

Introduction
This map explains the procedure for evaluating alternative structures.



____________________________________________________________

Procedure
The steps in evaluating alternative position structures are shown below.
    Step
                                     Action

       1
Review the current position structure, if one exists.  Otherwise, use your first alternative structure as the basis for comparison to the others.

       2
Assess the approximate costs and benefits of the current structure.  

       3
Select the first alternative structure and compare it to the current structure.

       4
Using the provided worksheet, review the cost categories. Does the new structure have higher costs?  

· Place one check mark in the column marked “higher cost” if the cost is somewhat higher. 

·  Place two check marks if it is significantly higher.  

On the other hand, if the alternative structure has lower costs, place the appropriate check in the column marked lower cost.   

If the costs are about the same, leave the cell blank.

       5
Repeat step 4 for the benefit categories, placing the appropriate check marks under “lesser benefit” or “greater benefit”.

        6
Add up the number of checks in each column.  

Subtract the number of check marks under the left column from those under the right column. 

The best alternative will have the highest positive number or the lowest negative number.

        7
Repeat steps 3-6 for each alternative structure available.

        8
Summarize the results and consult with the manager responsible for making the final decision.

______________________________________________

Worksheet for Evaluating Alternatives



_________________________________________________________________

Introduction
This map describes a worksheet for evaluating alternative structures.



____________________________________________________________

Worksheet
Place one or more checks in the appropriate column as you compare each



alternative to a baseline (or existing) structure.
      Cost Categories
     Higher Cost?
       Lower Cost?

Salary (grade level)



Recruitment



Training/Re-training



Inspection & Rework



Absenteeism



Equipment/Facilities



Team-building



Technology Investment



Subtotal of Costs



   Benefit Categories
     Lesser Benefit?
    Greater Benefit?

Productivity of work



Quality of work



Customer Satisfaction



Organizational Capability/Readiness 



Decision-making



Value-added work (%)



Sub-total of Benefits



Grand Total (Net Benefits or Costs)





_________________________________________________________________

A-76
Some agencies have directed MEOs to reduce manpower by at least 20%.  Winning MEOs may be 30-50% smaller than existing organizations.  So if you are using this worksheet to evaluate MEO proposals, you must show salary savings!

Also, for A-76 studies such factors as productivity of work, quality of work, customer satisfaction, and organizational capability should be consistent with the PWS.  Do not exceed the PWS by too much (cut resource investments in such cases), but do not fall short of the PWS.

___________________________________________________________

Calculating Work Years and Percentages of Time

_________________________________________________________________

Introduction
This map explains how to convert work years to percentages.



____________________________________________________________

Calculation     The basic rule is:  positions X percentage = work years, or

                                                     work years divided by positions = percentage



____________________________________________________________

Example

Position

Management


Consider an office which is assigned about 12 work years as shown below.

     (2) work years of GS-12 work

     (6) work years of GS-11 work

     (2) work years of GS-09 work

     (2) work years of administrative support work

Assuming the support work is separated, each analyst could average:

     20% GS-12 work (2 work years divided by 10 work years)

     60% GS-11 work (6 work years divided by 10 work years)

     20% GS-09 work (1 work years divided by 10 work years)

Note that in this example, each position is classified as GS-11.

OPM requires at least 25% grade-controlling work in each GS position.

__________________________________________________________

A better distribution would consolidate the GS-12 work:

     (4) GS-12 positions (each position 50% GS-12, 50% GS-11)

     (6) GS-11 positions (each position 67% GS-11, 33% GS-09)



Another Example
A second example involve converting percentages of time to work years.  Consider the following positions:

         #1               #2                 #3                #4                  #5

  60% GS-6    50% GS-6    40% GS-6    30% GS-6    20% GS-6      200%
  30% GS-5    40% GS-5    50% GS-5    30% GS-5    20% GS-5      170%
  10% GS-4    10% GS-4    10% GS-4    40% GS-4    60% GS-4      130%

 100%           100%            100%          100%            100%           500%                                 


Adding the percentages, the GS-6 level totals 200% or 2 work years, the GS-5 level totals 170% or 1.7 work years, and GS-4 level totals 130% or 1.3 work years.  Just remember that 100% equals one work year.



______________________________________________

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 structures are:

· Bridge positions

· Supervisory ratio

· Skill mix

· Pattern of departmentation

· Base level of work/representative work 

___________________________________________________________

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

· 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.

· The new structure has lower total personnel costs (good in A-76!).

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 of 1.2 work years GS-12, 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) Painter Supervisor, WS-08

(2) Painter, WG-09

(8) Painting Worker, WG-07

(2) Painting Helper, WG-05

___________________________________________________________
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