                                                  Chapter 10

                                Developing Alternative Structures

Overview



___________________________________________________________

Introduction
This chapter explains a procedure for developing alternative organizational 

                         structures.



____________________________________________________________

Learning Objective
Without references participants will list correctly at least 5 steps for developing new position structures.

___________________________________________________________

Importance of Preparing Alternatives
The preparation of alternative position structures is a key component of organizational and job design.  All HR professionals and line managers need to master these skills.

___________________________________________________________
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_________________________________________________________________
Concepts for Developing Design Alternatives



_________________________________________________________________

Introduction
This map explains key concepts for developing design alternatives.



____________________________________________________________

Key Concepts
The concepts for development of design alternatives are defined below.
        Concept
                           Definition

Brainstorming
Participants list as many ideas as possible on post-its, 3X5 cards, or butcher block paper (either silently or with the outcry method).  The ideas are recorded without evaluation or criticism of any kind.  After the group runs of out ideas, each is discussed, elaborated, sorted, or weeded out.

Patterns of departmentation
Ways of assigning work or grouping resources; functional, product, customer, geographic, process, shift, and other patterns.  See Chapter 5.

Career ladders
Progression in an organization, from entry level to senior and supervisory positions.  

Bridge positions
Positions that enable employees in dead-end jobs to gain qualifying experience.  Assistant or technician positions bridge clerical/aide and administrative occupations.  Leader positions bridge worker and supervisory positions.

Design constraints
Typically these are:

· the number of positions or spaces

· the number of high grade positions

· supervisor-employee ratios

· salary and fringe benefit costs

· average grade

· staffing ratios (staff to customer ratios)

Self-directed teams
Teams that do not require a leader or supervisor.  

Team leaders
Positions that provide direction but do not meet the minimum requirements of first-line supervisors.  Team leaders are defined in position classification standards (GS and WL).

Organizational capability
The ability to take on new technologies or missions because of the KSAs possessed by the workforce, core organizational competencies, or intrinsic structural flexibility of the organization.



_________________________________________________________________

Procedure for Developing Alternative Structures



_________________________________________________________________

Introduction
This map describes a procedure for developing position structures.



____________________________________________________________

Steps

The steps in developing position structures are shown in the table below.
     Step
                                   Action

        1
Select participants in the design process.  It is recommended that at least one member from the personnel office and the client organization serve on a design team.  If this is not possible, the HR representative should staff the alternative proposals later in the design process.

        2
Select a brainstorming process.  Use butcher block paper, note cards, post-its, or other visual aids.

        3
Select the organization or unit to be re-designed.  Give design team members background instructions about the organization, such as design constraints.

        4
Brainstorm alternative patterns of departmentation.  Consider conventional designs as well as team-based designs.  (See Chapter 5 for more information.)

        5
Brainstorm alternative career ladders for each pattern of departmentation.

        6
Describe each alternative position structure.  Put in the numbers of employees at each grade level, the number of subordinate units, etc.

        7
Compare each alternative to the design constraints.  Edit the alternatives as needed so they are viable proposals.  Check that each position has enough grade-controlling and value-added work.

        8
Continue the design process with the next procedure—evaluating alternative structures (see also Chapter 16).



_________________________________________________________________

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 Alternative Structures



_________________________________________________________________

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)
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