 Chapter 2

Value-Added Work

Overview



_________________________________________________________________

Introduction
This chapter explains the design concept value-added work.



____________________________________________________________

Learning Objectives
Without references participants will briefly explain the differences among the following terms:


Necessary work


Unnecessary work


Rework


Value-added work

With references participants will provide an example of value-added work in one of their serviced organizations.

                        ___________________________________________________________

Typical Job Tasks
This chapter is will help you assist supervisors to:


identify value-added work 


design position structures that increase the value-added work 


design jobs that include both grade-controlling and value-added work, and


measure organizational performance.

                        ___________________________________________________________

In this Chapter
This chapter includes the topics listed below.

                                 Topic
See Page

Value-Added Work
2-2

Not Working 
2-3

Unnecessary Work
2-4

Rework
2-5

Necessary Work—No Value Added
2-6

Value-Added vs. Grade-Controlling Work
2-7

Identifying Value-Added Work
2-8

                            _______________________________________________________________________

Value-Added Work

                    __________________________________________________________
Introduction
This map defines and provides examples of value-added work.

                        ___________________________________________________________

Definition
Value-added work is the production or delivery of goods and services for 

                        an external customer.  It reflects an organization’s mission; its core work.



In MEOs, value-added work is maximized.

                         ___________________________________________________________

Business Value-Added
Some writers distinguish between real valued-added work, the work performed for an external customer, and business value-added work, the work performed for internal customers (overhead).   My view is that staff organizations should increase their business value-added work while line organizations should increase their mission or real value-added work.  

                         ___________________________________________________________

Examples
The table below provides examples of value-added work.

           Mission
              Possible Value-Added Work

Ammunition storage
First-time safe handling and storage of ammunition, including operation of specialized equipment to store the ammunition.

Helicopter overhaul
First-time repair and maintenance of helicopters so customers can fly them again.

Civilian training
First-time development of student training manuals.  Delivery of training workshops.

Customs inspections
First-time inspection of visitors, conveyances, and baggage or cargo entering the United States.

                        ___________________________________________________________

Lawler’s Principle
Human resources expert, Edward Lawler, states that value-added work is important as a fundamental organizing principle.  One of his six principles states that “All employees must add significant value”.  

                        ___________________________________________________________

References
For more information read From the Ground Up: Six Principles for Building the New Logic Corporation, by Edward Lawler, III (San Francisco, CA: Jossey-Bass, 1996) or Understanding and Applying Value-Added Assessment, by William Trischler (Milwaukee, ASQC, 1996).

                        ___________________________________________________________

Not Working

                    __________________________________________________________
Introduction
This map explains the category of employee time defined as not working.



____________________________________________________________

Definition
Not working refers to the time in which an employee is not engaged in work.  It includes the following:


Time spent in training (preparing to work)


Time spent on vacation or annual leave


Time spent on sick leave


Time spent on other approved or unapproved absences


Time spent socializing at work


Time spent eating or on rest breaks


Time spent waiting for work or waiting for supplies and equipment needed to do the work

                        ___________________________________________________________

Ceiling Effect
The amount of time an employee does not work creates a ceiling for the possible amount of value-added work.  For example, if the time spent on training and on approved absences totals 6-8 weeks per year, an employee can’t perform more than 80-85% value-added work.  When this is adjusted for daily socializing and supervisory inefficiencies, a more realistic ceiling of 75% is reached for actual value-added work.

                        ___________________________________________________________

Unnecessary Work

                    __________________________________________________________
Introduction
    This map defines and provides examples of unnecessary work.

                         ___________________________________________________________

Definition
Unnecessary work is the work performed by employees due to inefficiencies and poor planning.  It doesn’t provide any business or customer value.  Yet, unnecessary work is assigned to employees and has a cost to the organization. 

Examples
__________________________________________________________

Some examples of unnecessary work are shown in the table below.

             Job
     Examples of Unnecessary Work

Management Analyst
Preparing a report that is filed without being read or used in any real way.

Supervisor
Attending meetings that do not provide any useful information nor assist in reaching decisions.

Secretary
Spending extra time placing or answering phone calls which are not necessary to serve the organization’s mission customers.

Anyone
Filling out forms or blocks of data that are not needed or that could flow directly from another source.

Personnel Clerk
Extracting information from a form, putting it on a worksheet, and then entering it in a computer.  (Why not input the information without a worksheet?)

Anyone
Surfing the web for information on “current events” when the real work is backing up.

                         ___________________________________________________________

Rework

                   ___________________________________________________________
Introduction
This map defines and provides examples of rework.



____________________________________________________________

Definition
Rework represents the correction, modification, or replacement of products or the additional attempts made in providing service to an external customer.  If the product or service had been fabricated or delivered properly on the first attempt, then rework would not be necessary.

                        ___________________________________________________________

Examples
The table below provides examples of rework.

          Mission
                     Examples of Rework

Jeep repair
Vehicle is repaired a second time because damaged parts were overlooked the first time.

Training
Remedial training.

Health care
Patient is treated successfully for one ailment but while in the hospital develops a secondary infection that must also be treated.

Supply
The quantity delivered to a customer is incorrect, so excess must be restocked or shorted items must be mailed in a second shipment.

                       ____________________________________________________________

Necessary Work—No Value Added

                   ___________________________________________________________

Introduction
This map defines and provides examples of necessary work that does not 

                         add value.

                        ___________________________________________________________

Definition
Necessary work is properly assigned work that is required by policy, regulation, or local business practice.  However, it does not provide a product or service valued by a customer.  In includes much of the paper work found in bureaucratic organizations, many reports or memos, many meetings and phone calls, etc.



____________________________________________________________

Examples
The table below provides examples of necessary work.

          Function
              Examples of Necessary Work

Civilian personnel
Writing job evaluation statements required by regulation or policy (but not by the customer).

Maintenance shop
Filling out a work order before delivering maintenance service.

Health care
Filling out insurance forms in order to be reimbursed for medication or treatment.

Training
Preparing lesson plans so instructors are able to deliver consistent, high quality training.

Weapons development
Attending a meeting to report the status of work already accomplished.

                        ___________________________________________________________

Value-Added vs. Grade-Controlling Work



____________________________________________________________
Introduction
This map explains the differences between value-added and grade-

                         controlling work.

                         ___________________________________________________________

Grade-Controlling
Grade-controlling work is the work which a classifier or manager determines to be the appropriate basis for a position’s grade.


For the General Schedule, it must occupy at least 25% of the time.


For the Federal Wage System, it must be regular and recurring.

Value-added
__________________________________________________________

Value-added work provides a product or a service to a customer.  It may involve skills and abilities that are higher, lower, or at the same level as the grade-controlling work.

Example of Not Adding Value
__________________________________________________________

A work leader or supervisor who reviews the work of others and makes necessary changes to assure high quality is performing grade-controlling work.  However, this effort is also rework.  Since it does not represent first-time delivery of a product or service to a customer, it is not value-added work.

Example of Not Grade-Controlling
__________________________________________________________

Senior specialists in a logistics management office receive routine calls and written inquiries.  Answering these inquiries is important to the customer—it provides a timely information service.  Yet, this work is lower-graded.

Management Goals
__________________________________________________________

The first goal is to assign enough grade-controlling work to:

· support the position’s classification, 

· retain quality employees, and 

· attract future employees. 

In addition, management maximizes organizational effectiveness by assigning to each employee as much value-added work as is practical.



____________________________________________________________

Identifying Value-Added Work








                   ___________________________________________________________
Introduction
This map provides a procedure for identifying value-added work.

____________________________________________________________

Procedure
The table below lists steps for identifying value-added work.

     Step
                                          Action

         1
With the organization’s supervisor, briefly describe the mission and customers of the unit.

       2
Determine the core work performed by the unit.


This product or service is typically something the customer would pay for.


See the information map on Value-Added Work for examples.

       3
Determine the steps and processes needed to provide the organization’s products and services on the first attempt.

       4 
Measure the time spent by unit employees on the steps and processed identified in step 3.

       5
Divide the time identified step 4 by the total time for which the employees are paid.  This ratio is the percentage of value-added work performed by the unit.


              _______________________________________________________________________

Value-Added Work in Staff Organizations
Sometimes value-added work for one unit of an organization is not value-added work for the larger organization.  That’s OK. 

For example, a training unit that is part of a maintenance organization actually performs an overhead operation—it doesn’t perform mission maintenance work.  When working with the training unit, your goal is to increase the value-added training work they perform.  When the training unit is effective, it increases the likelihood that the line maintenance units will be effective, too.

___________________________________________________________

A-76 Note
When developing an MEO, consult the Performance Work Statement prepared to identify potential mission value-added work.  Economy and efficiency are so important in developing a winning MEO that value analysis is absolutely critical.

                             _______________________________________________________________________
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