                                                  Chapter 8

                                             Process Analysis

Overview



_________________________________________________________________

Introduction
This chapter describes a redesign strategy called process analysis.



____________________________________________________________

Learning Objectives
Without references participants will briefly define a process.

Without references participants will briefly explain two ways in which process analysis influences effective organization and job design.

___________________________________________________________



Importance of Process Analysis
Process analysis is important because it improves organizational effectiveness.  It facilitates job and organizational design decisions by identifying work activities or steps that can be eliminated and by focusing attention on value-added work.

___________________________________________________________

In this Chapter  This chapter includes the following topics.
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_________________________________________________________________
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________________________________________________________________

 Description of Process Analysis



____________________________________________________________

Introduction
This map describes process analysis.



____________________________________________________________

Definition
Process analysis is the study of an organization’s, functions, relationships, and steps for getting work done.  It identifies the core processes that provide value for customers, even if they cross existing department boundaries.  Process analysis means breaking a large segment of work into specific processes, or taking one process and analyzing it into its sub-processes and steps.  In A-76 studies, process analysis is involved in the development of a Performance Work Statement (PWS) which then drives the development of the Most Efficient Organization (MEO).

___________________________________________________________

Levels of Analysis
Process analysis can occur at various levels.

· At the macro-level it results in organizational maps which show the relationships among organizational elements.

· At the operating level process analysis results in flow charts.

· At the micro-level it illustrates the sub-processes and tasks performed by individual workers.

________________________________________________________________

Who Does Process Analysis?
Process analysis is ordinarily done during a management study, including an A-76 study.  Typically management asks for advice from Management Analysts, Position Classification Specialists, subordinate staff members, or contractors. 

Classifiers need to be sensitive to the impact of process analysis on job or organizational design alternatives.  For example, cross-functional processes may require multi-skilled jobs.

___________________________________________________________



Concepts and Definitions



_________________________________________________________________

Introduction
This map defines the key concepts in process analysis.



___________________________________________________________

Key Concepts
The key concepts in process analysis are defined below.
         Concept
                           Definition

Process
A set of steps, tasks, or activities which can be described as inputs, process actions, and outputs.  Processes are value chains for products or services.

Inputs
Incoming:

· Forms

· materials,

· requests,

· electronic records, 

· or other items that an employee receives in order to perform work.

Outputs
Items or services produced by an employee or organization after value is added to inputs.  Outputs may be:

· materials

· documents

· electronic records

· verbal explanations, or 

· reports.

Customers
The people or organizations who next receive the outputs.  Customers may include:

· buyers

· inventory managers

· users, bill-payers, or 

· the people who next add value to the output.

Process owners
Officials responsible for a process and its outputs.

Core processes
The major processes that reflect organizational competencies; they are usually blended with technology or specialized knowledge.

Suppliers
Suppliers provide inputs to an employee or organization.

Process actions
The actions taken to add value during a process.



_________________________________________________________________








                   Continued on the next page

Concepts and Definitions (continued)



_________________________________________________________________

Process Example
A typical personnel office contains only a handful of core processes, such as hiring employees, promoting/placing employees, training and developing employees, and providing customer service to managers or employees.  These processes cut across functions like classification, staffing, employee relations, training, and technical services.

The input for the process is usually a verbal, written, or electronic request.

The output is usually a new employee, an enhanced employee (trained, rewarded, placed, promoted, disciplined, etc.), or a transaction record.

___________________________________________________________

Work Flow Diagrams



____________________________________________________________

Introduction
This map explains and provides an example of a work flow diagram, a key tool in process analysis and organizational restructuring.

___________________________________________________________

Reference
Work diagrams are defined and explained further in Gerard Bruno’s text, The Process Analysis Workbook for Government.  A work diagram shows how work flows in a shop or office from one person or station to another.

___________________________________________________________



Examples
Two hypothetical work flow diagrams are shown below for a document processing operation.  The first depicts the “current” situation and the second describes an “improved” work flow after a management study.

___________________________________________________________


Current Work Flow
___________________________________________________________

Proposed Work Flow
___________________________________________________________



Relationship to Organization Design



____________________________________________________________

Introduction
This map describes how process analysis affects organization design.

___________________________________________________________

Design Goals
Many organizations must improve core processes.  Process analysis is a method for designing work flow and restructuring organizations.

___________________________________________________________

Design Principles
Process analysis is related to organization design principles.  For example, process-oriented organizations can:

· accommodate greater supervisor-employee ratios (span-of-control), 

· improve lateral communication and mutual coordination, 

· improve the quality of customer contacts, and 

· influence the selection of organizational boundaries.

___________________________________________________________

Patterns 
Process analysis influences the selection of patterns of departmentation.  For example, one type of pattern is called the process pattern.  The process pattern is often used at the job, team, or production unit level.

The process pattern may be used in combination with other organizational patterns of departmentation.

___________________________________________________________

Performance Improvement
A study by Majchrzak and Wang (Harvard Business Review, September 1996, 93-99) found that process organizations were superior only when they cultivated collective responsibility for unit performance by:

· making responsibilities overlap among employees, 

· by basing rewards on unit rather than individual performance, 

· by changing the physical layout of the unit, and 

· by redesigning work procedures appropriately.

___________________________________________________________

Summary
HR professionals and line managers who are engaged in organization design will find that process analysis facilitates fact-finding, determining boundaries, and developing design ideas.  Process analysis is essential in A-76 studies because the MEO must be effective in achieving the PWS with limited resources (people, facilities, supplies, and equipment).

___________________________________________________________



Relationship to Job Design



_________________________________________________________________

Introduction
This map describes the relationship of process analysis to job design.

___________________________________________________________

Jobs as Parts of a Process
In Rummler’s 9-step model individual jobs are created after organizational processes are researched mapped, and described.  Jobs represent components of value-adding work processes.  Some jobs involve performing duties at several process stations, such as in the fabrication of a product.  Other jobs integrate steps simultaneously in the delivery of a service (as in providing customer service).

___________________________________________________________

Jobs as Self-Contained Processes
Some jobs are sufficiently broad to include most or all process steps.  This may be found in a case management approach to job design.  The employee is expected to be highly motivated since the employee controls key process steps.

___________________________________________________________



Process or Position Descriptions?
Most current government position descriptions are written in the format of major duties.  However, compensation laws and regulations are sufficiently broad to allow agencies to describe processes and process steps instead.  If a position description contains the processes or steps assigned to the employee, it should be sufficient for classification purposes so long as appropriate job factors are attached (e.g., FES, WG, or GSSG factors).  But writing the PD from the point of view of processes and value-added work encourages sound position management by line managers.  It also helps provide line of sight to employees.

___________________________________________________________



Workshop on Process Analysis
Instructions.  This activity involves a hypothetical organization. You will be provided background information about an administrative office that processes a specific form.  Your task is to improve or reengineer the way the form is processed.

   A.  Review the information presented below.

   B.  Determine the essential steps in the process.

   C.  Eliminate unnecessary steps or outdated work technology.

   D.  List the new (reengineered) steps.

   E.  Your group must reach consensus.

Background Information.  Desert Army Depot is located in the western part of the United States.  Its primary mission is ammunition storage.  A secondary mission is storage of general supplies.  The PDQ Office is located in the Directorate of Resource Management.

     Mission of the PDQ Office.  The purpose of the PDQ Office is to improve depot work methods through administration of a suggestion program.  All depot employees (including supervisors) are encouraged to submit suggestions.  The PDQ Office receives the suggestions, refers them to appropriate action offficers for investigation, compiles the results, and refers approved suggestions to the Civilian Personnel Office for formal recognition.

     PDQ Office Staff and Procedures.  The PDQ Office is staffed with two employees, a Management Analyst, GS-343-11, and a Management Assistant (Typing), GS-344-05.  They perform the following functions.

     Analyst.  Markets the PDQ Program.  Assures PDQ Forms are supplied to all depot organizations.  Reviews PDQ Forms, which are submitted with suggestions.  Refers them to assistant for screening.  Assigns those which pass screening to an appropriate action officer by considering the nature of the suggestion and by applying a knowledge of depot organizational structure, mission, and function.  When action officers return suggestions, verifies calculations or analyses.  Determines amount of savings, if any.  Prepares memorandum of transmittal to Incentive Award Coordinator, Civilian Personnel Office.  Also transmits final recommendation to Civilian Executive or appropriate Director for action.

     Assistant.  Receives PDQ Forms.  Screens for completeness.  Returns incomplete forms to originator or fills in missing information after own research.  Establishes logs to maintain status of all PDQ Forms.  Logs PDQ Forms to action officers designated by Analyst.  Maintains records of approved PDQ Forms.  Tracks number and value of approved suggestions.  Maintains suspense files of approved suggestions sent to the Civilian Personnel Office for processing.  Types a variety of reports and correspondence on the PDQ Program based on rough drafts or notes provided by the Analyst.

             Processing Steps for PDQ Form
1.  Originator describes suggestion.

2.  Originator submits completed PDQ Form to first line supervisor.

3.  First line supervisor acknowledges receipt of form with initials and forwards through the management chain to the PDQ Office.

4.  Someone in initiating organization logs the PDQ Form to the PDQ Office.

5.  PDQ Office receives and logs in PDQ Form.

6.  PDQ Form is screen by Management Assistant.

7.  PDQ Form is reviewed by Management Analyst.

8.  PDQ Form is forwarded to appropriate action officer (to an official in the organization with responsibility to implement the suggestion, if valid).

9.  Action Officer investigates and evaluates PDQ Form, attaching memorandum with recommendations.

10. PDQ Office receives and logs in PDQ Form Action Officer Recommendation.

11.  Management Analyst reviews PDQ Form Action Officer Recommendation and calculates or verifies cost-benefit analysis.

12.  Management Analyst attaches own analysis and recommendation.

13.  Management Analyst gives draft findings to Assistant.

14.  Assistant types findings.

15.  Assistant forwards PDQ Office Recommendations to Director or Civilian Executive for approval or disapproval.

16.  Assistant establishes suspense file for PDQ Office Recommendations.

17.  Director or Civilian Executive approves or disapproves recommendations.

18.  Management Analyst reviews decision of management official.

19.  Management Analyst revises analysis as appropriate and forwards approved recommendations to the Incentive Awards Coordinator, Civilian Personnel Office.

20.  Management Analyst or Assistant forwards a copy of approved recommendations to office with responsibility for implementation.

21.  Incentive Awards Coordinator contacts supervisor of originator to obtain an Incentive Awards Nomination.

22.  Incentive Awards Coordinator calculates the value of the cash award, if appropriate, for the approved suggestion.  The recommended award is coordinated with the supervisor of the originator to be sure funds are available.

23.  Incentive Awards Coordinator forwards approved incentive awards form to the Finance and Accounting Office for cash award processing.

Process Analysis Exercise #3--SCHOOL ANSWER

1.  Possible changes to organizational design.

                             Internal Audit Division

                   (1) Supervisory Auditor GS-511-13                                             

                              
     Team A

                   (1) Auditor          
            GS-511-12

                   (2) Auditor           
GS-511-11

                   (1) Audit Assistant  
GS-503-07

                   (1) Audit Clerk (OA)  
GS-503-04

                             
      Team B

                   (1) Auditor           
GS-511-12

                   (2) Auditor          
            GS-511-11

                   (1) Audit Assistant   
GS-503-07

                   (1) Audit Clerk (OA)  
GS-503-04

                   (11) positions

· Developmental auditors are targeted to GS-11, so above structure shows full-performance level.  

·  In the original structure, there were no “bridge positions” between the Clerk Typist     

       positions and the Auditors.  In the new structure there is a GS-503 assistant position  

       on each team (graded using the JFS for GS-500).

· Also, the ratios of one technician position for each clerk, two auditor positions for each technician, one team leader for every two auditors, and one supervisor for two team leaders provide realistic merit promotion opportunity.  The overall ratio of 1 supervisor for 10 employees avoids layering. 

· The Division Chief doesn't need a secretary because Audit Clerks answer the phone and take messages.  Also, the staff uses e-mail, which cuts down on phone calls.

2.  Possible changes to work processes, management style, and job design.

· Div Chief performs all supervisory functions such as writing PDs, performance plans, appraisals; conducting career counseling, resolving complaints, etc. (The full

range of duties in the GSSG at FL 3-2).  Day-to-day audit operations are delegated.

· Team leaders develop annual audit schedule, monitor major projects, break out the work equitably among team members, interpret audit guidelines, etc.  They see to the technical quality of the work.  Only the supervisor can approve overtime, sign final reports, initiate personnel actions, etc.  Since team leaders don't meet the coverage criteria of the GSLGEG (neither Part I nor Part II), the GS-12 positions are graded

in accordance with the GS-511 standard.

· An office computer network is acquired which enables the office to send and receive information electronically, tap into organizational databases for fact-finding, utilize word processing software, utilize e-mail, etc.  By leveraging technology, the efficiency of the office is improved.  Auditors can schedule audits faster, get information from “customers faster”, and prepare reports faster.  Re-work is reduced or simplified through word processing and statistical software.

· The new assistant positions are used to perform lower level auditing tasks such as compiling and analyzing data, spotting unusual data or trends for investigation of auditors, editing reports, answering routine calls or inquiries, and so forth.  

· The teams function more collaboratively to achieve stated goals for productivity, quality, and customer service.

     3. Cost-benefit analysis.  

· After normal turnover is used to restructure GS-11 auditors to GS-07 assistants, substantial cost savings will occur.  For example, $29,000 will be saved by creating the assistants and only $5,000 will be offset by promoting the Clerk Typists to Audit Clerks.  The abolishment of the Secretary position will save about $24,000.  The $46,000 per year saved on manpower will be more than enough to fund the new office computer system.  By the second year of the reorganization, real savings will accrue.  Finally, mission performance will improve under the new structure (timeliness, productivity, and work quality).  

CASE STUDY FOR PM&C:  Buildings & Grounds Division

Current Situation
The Buildings and Grounds Division is responsible for a variety of functions in support of the installation.  The attached organizational chart reflects a portion of these functions.

Six shops report to the Buildings and Structures Branch, but for the purpose of this case study, focus only on the three shops shown in the chart; the Electrical Shop, the Carpentry Shop, and the Plumbing Shop.  The authorized staffing levels and workload analysis for each shop are shown on the attached chart.  There are currently no vacancies in these three shops.

Mrs. Green and Mr. Blue are both concerned with some obvious problems that have been building up over the past two years.  

· Even though each shop is fully staffed to manpower requirements, there are large backlogs of work.  

· Over the past year there has been a large increase in the call-backs due to poor quality of repair jobs already completed.  

· In conjunction with the call-backs, some customers have complained that they have trouble getting through to the shops for needed repairs; the current policy is for customers to call shops directly, depending on the maintenance problem, and whoever is available in the shop will take the order.  

· A number of workers have stated "things do not seem as good now as they used to be".  

Some facts that may be related to the above problems: 

· Two leaders in each shop are spending close to 100% of their working time on administrative, clerical, and reports work. 

·  Each Shop Chief also spends more time on administrative and reports work than on supervising the workers.  

The Secretary-Reports Clerk in the Branch office is the only GS clerical support position for the three shops--that person is the focal point for the reports that are developed and sent in by each Shop Chief.  (2) Two years ago the installation preventive maintenance program (PM) was contracted out; however, through an oversight, a number of outlying structures that are occupied were not included under the contractor's coverage.  Because of this, each shop is spending time on PM as shown on the attached chart.  (3)  There has been a recent tendency for workers in all shops to be pulled off jobs to work on priority work--and based on availability, another worker will complete the original job.

Workshop Assignment
What recommendations can your work group give Mrs. Green and Mr. Blue for restructuring individual positions (job design) and possibly reorganizing the three shops (organizational design)?  

Finally, remember that if organizational performance does not improve, the Installation Commander may contract out all of the remaining work in this branch.

                          DIVISION CHIEF

                            Mrs. Green

  BUILDINGS & STRUCTURES                      (5 other branches exist; only one shown)

  BRANCH

  1 Chief              Mr. Blue

  1 Deputy           Mrs. Brown

  1 Secretary       Mr. Badback

     GS-04

ELECTRICAL SHOP
CARPENTRY SHOP
PLUMBING SHOP

1 Chief                  WS-11
1 Chief                 WS-10
1 Chief                 WS-10

3 Leaders              WL-10
3 Leaders             WL-09
3 Leaders             WL-09

11 Electricians      WG-10
9 Carpenters        WG-09
9 Plumbers           WG-09






WORKLOAD ANALYSIS BY SHOP


WG-10                       60%




WG-09                   40%
WG-09                40%



WG-08                       30%






WG-07                   30%
WG-07                30%

WG-07 Preventive

Maintenance              10%
WG-07                   30%
WG-07                30%



     Total Workload   100%

      11 line positions
  Total Workload   100%

   9 line positions
Total Workload  100%

  9 line positions

Traditional Solution
               BUILDING & GROUNDS DIVISION
               1 Chief           Mrs. Green

Buildings & Structures

Branch
1 Chief        Mr. Blue

1 Deputy       Mr. Brown            [Abolish when vacated]
1 Secretary       GS-04

2 Reports Clerks (stationed in shops)

Preventive     Electrical        Carpentry          Plumbing

Maintenance       Shop              Shop              Shop

1 WS-07     1 Chief  WS-10   1 Chief     WS-09   1 Chief   WS-09

1 WL-07     8 Elec.  WG-10   6 Carpenter WG-09   6 Plumber WG-09

6 WG-07     2 Worker WG-08   3 Worker    WG-07   3 Worker  WG-07

8 Total    11 Total         10 Total            10 Total

 1. Journey level workers don't need work leaders 

 2. Each job includes at least 50% grade-controlling work

 3. Two leader positions were converted to clerks when they 

    became vacant; other spaces were used for the PM team

 4. Consider modifying contract to eliminate the need for the PM

    team

 5. Above structure would be more competitive under A-76 study 

    than the current structure

Multifunction Solution
               BUILDING & GROUNDS DIVISION
               1 Chief           Mrs. Green

Buildings & Structures

Branch
1 Chief        Mr. Blue

1 Secretary       GS-05

3 Dispatcher/Work Order Clerks (stationed in shops)

                        Section Chief, WS-11

Preventive     Repair Team      Repair Team        Repair Team

Maintenance        #1               #2                 #3

      1 Chief   WL-10  1 Chief        WL-10  1 Chief   WL-10

1 WL-07    3 Electrician    3 Electrician  WG-10  3 Electrician

                     WG-10                                  WG-10

           4 M. Mech WG-09  3 M. Mech      WG-09  4 M. Mech WG-09  6 WG-07    2 Worker  WG-07  3 Worker       WG-07  3 Worker  WG-07

7 Total   10 Total         10 Total              11 Total

Grand total= 39 positions

--Section Chief is Situation 2 supervisor

--Maintenance Mechanic series is multi-functional, but there is only one WG-10 skill, Electrician, so that skill drives the series and title

--Deputy Branch Chief space and two work leaders spaces converted to a Work Order Clerk/Dispatcher for each repair team.  Repair teams assigned a block of buildings/facilities to service.  

--Performance appraisals include customer-sensitive indicators (targets for overall satisfaction, productivity, call-backs)
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