                                                   Chapter 11

                                Conducting Management Studies

Overview



_________________________________________________________________

Introduction
This chapter explains the role of management studies in designing 

             organizations.   Line Managers and CPAC staff should conduct studies.


____________________________________________________________

Learning Objectives
Without references participants will:

· Contrast the roles of the line manager and the HR professional in conducting a management study

· List at least 4 steps in conducting a management study

________________________________________________________________

Importance of Management Studies
Management studies are important because they enable HR professionals and line managers to work together to achieve meaningful organizational change.  For A-76 cost competitions, the Management Study Plan is essential in developing a Most Efficient Organization (MEO).  

It is difficult for an HR professional to provide useful advice to improve organizational effectiveness without conducting a management study.

___________________________________________________________
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_________________________________________________________________

 Concepts and Definitions



_________________________________________________________________

Introduction
This map defines the concepts related to management studies.



____________________________________________________________

Concepts
Key concepts are defined in the table below.
           Concept
                             Definition

Management studies
Management studies are conducted by line managers and HR staff to improve organizational effectiveness.  They include:

· high grade studies

· Total Quality Management (TQM) studies

· application of new classification standards

· manpower studies

· reengineering studies

· A-76 cost comparison studies

· organizational assessments/feasibility studies

Stakeholders
The stakeholders in management studies include:

· HR staff (CPAC and CPOC)

· Management Analysts

· First-line supervisors

· Higher-level supervisors and managers

· Labor representatives

· Employees

· Contractors (in some cases) who are “experts”

Regulatory Basis
Army regulations encourage management studies.  Various HR laws also encourage management studies.  Some local regulations and policies require management studies.



_________________________________________________________________

Conducting a Generic Management Study



_________________________________________________________________

Introduction
This map describes the steps in conducting a management study.



____________________________________________________________

Procedure
The steps in conducting a management study are shown below.
  Step
                                       Action

     1
Preparation:
· Specialist and manager agree to conduct a study.

· Specialist and manager identify stakeholders.

· Manager conducts a kickoff meeting with stakeholders.

· Manager explains the purpose of the study.

     2
Project management:

· For large studies the managers selects an oversight board to plan the study and select fact-finders.

· For smaller studies the manager and HR professional collaborate to complete this step.

· Fact-finding team is formed and trained.

     3
Conducting the study:

· Fact-finding team gathers information and summarizes results.

· Manager or oversight board reviews tentative findings and identifies areas for clarification.

· Fact-finding team performs additional investigation and revises the report as needed.

     4
Implementation:

· Manager or oversight board plans implementation of results, determining the priority of required HR actions.

· CPAC follows-up on necessary personnel actions.

· Manager conducts close-out meeting with stakeholders.

· Manager continues to communicate, market, and evaluate organizational changes that occur as a result of the study.



_________________________________________________________________

A-76
A-76 studies have systematic procedures, and most agencies have their own regulations, handbooks, and policies for conducting the studies. For example, A-76 studies involve formal announcements, forms, and milestones.  See the following maps and  Chapter 14 for more information.

___________________________________________________________

Components of the A-76 Management Study



_________________________________________________________________

Introduction
This map explains the several parts to the Management Study.

______________________________________________________________________

Components
According to OMB Circular No. A-76 Revised Supplemental Handbook, the Management Plan (called Study in Army) includes the following:

· The MEO and a summary that compares it to the “As Is” structure.

· Quality Assurance Surveillance Plan (QASP).

· Assets, if current government assets are not provided to IGS or contractor.

· Transition Plan (TP).

· In-house Cost Estimate (IHCE).

And in a separate document for best value solicitations:

· The Technical Performance Plan (TPP)

___________________________________________________________

GIN vs. MEO
The Management Study addresses the relationship between the MEO and the residual organization, such as Government-in-Nature (GIN) positions.

The residual organization is not included in the MEO; the MEO must be a stand-alone organization.  

The organization and staffing of GIN positions will be considered in the transition planning process.

___________________________________________________________

Products 
Army’s  PAM 5-20 lists the following products of a Management Study:

“ a. The MEO, including staffing, operational procedures, and organizational structure.

   b.  Direct staffing requirements identified by workload contained in the PWS.

   c.  Indirect staffing requirements (supervision and clerical) with supporting workload data.

   d.  A cross-walk of MEO staffing to PWS requirements.

   e.  Rationale for changes in organization, staffing, procedures, or workload.

   f.  Staffing, organization, and workload for the GIN staff.

g. The TPP which describes the capability of the MEO to perform the work according to the PWS.”   (Chapter 4, Section 4.4, 31 July 1998)

___________________________________________________________

MEO Development



_________________________________________________________________

Introduction
This map describes the phases in developing the Most Efficient Organization (MEO), including coordination with the PWS Team.

______________________________________________________________________

Five Phases
After the MEO Team has been selected, oriented, and trained, it should:

1. Plan data collection to avoid duplication with PWS Team.

2. Conduct data collection.

3. Analyze the data.

4. Generate alternatives.

5. Evaluate and select alternatives.

___________________________________________________________

Phase 1: Planning
This phase includes several steps:

1. Coordinating with the PWS Team on information needed.

2. Determining the data that will be collected.

3. Considering issues of reliability and validity.

4. Determining sources and methods for collecting the data.

5. Documenting these decisions in a data collection plan.

6. Integrating data collection and MEO milestones with the total cost comparison milestones.

___________________________________________________________



Phase 2: Data Collection
This phase includes:

1. Obtaining or developing data collection forms and tools.

2. Training team members in their use.

3. Assigning data collection tasks (including reliability checks).

4. Conducting the data collection.

5. Documenting and maintaining security over the results.

___________________________________________________________

Phase 3: Data Analysis
This phase includes:

1. Arraying MEO and PWS data as required for analysis.

2. Applying quantitative and qualitative analysis tools.

3. Using software as needed.

4. Discussing results and interpretations.

5. Summarizing conclusions and trends.

___________________________________________________________


                                                                            Continued on the next page

MEO Development (continued)


_________________________________________________________________

Phase 4: Generating Alternatives
This phase includes:

1. Listing possible patterns of organizing that lend themselves to the mission under study and to any historical or workload problems.

2. Describing the structure that would result from each organizing pattern.

3. Identifying impact of the structure on cost, effectiveness, efficiency, and other factors.

4. Summarizing each alternative in an organizational map or chart.

5. Keeping all information secure and confidential.

___________________________________________________________

Phase 5: Evaluating and Selecting

Alternatives
This phase includes:

1. Identifying evaluation criteria.  (Consider the worksheet contained in the Organizational and Job Design Handbook.)

2. Applying the evaluation criteria to each alternative.

3. Contrasting the strengths and weaknesses of each alternative.

Note:  Be sure to obtain expert advice from position classification personnel.

4. Reaching consensus on the best structure.

5. Documenting all assumptions associated with that alternative.

___________________________________________________________



Forms 
Several forms or tools that are typically used in MEO development are:

· Procedure Chart, DA Form 3820

· Flow Process Chart, DA Form 1723

· Work Distribution Chart, DA Form 1724

· Activity & Task List, DA Form 2030

· Layout Chart, DD Form 3825

· Decision Table, DA Form 5478-R

· Historical Workload Data, DA Form 7194-R

___________________________________________________________



MEO Data Collection



_________________________________________________________________

Introduction
This map briefly explains data collection, which is important in developing the PWS.

___________________________________________________________

Sources
Three types of sources for data collection are listed in the table below.



Primary
Secondary-Internal
Secondary-External

· Interviews

· Observations

· Surveys or questionnaires

· Measurements

· Work samples
· Mission & function statements

· Organization charts

· PDs

· Performance standards

· Workload reports

· Time & attendance reports

· Strategic plans

· Operational plans

· Budgets

· Databases
· Academic literature

· GAO reports

· IG reports

· Internet

· Government regulations

· Laws

· Technical references

· Handbooks



______________________________________________


Plan
Before gathering data the MEO Team should prepare a plan.  That plan should be coordinate with the overall A-76 Team Leader and with the PWS Team.  

___________________________________________________________

Reliability
Because of the expectation of appeals and protests if the MEO wins, all data collected during PWS and MEO development must be both reliable and valid.  Take steps to:

· Train data collectors

· Consider multiple strategies—arriving at estimates using 2 or 3 independent methods

· Report the results of observations and interviews immediately
· Standardize the questions or forms used for observations and interviews

· Gather data in teams to verify observations and measurements

___________________________________________________________
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