Lesson 2—Position Classification

Overview

Introduction
This lesson explains the position classification process and provides instructions for preparing position descriptions (PD).



Rationale
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Position Classification is the process of determining a position’s pay plan, title, series, and grade in accordance with OPM classification standards, guides, regulations, and statutory requirements.  Position classification forms the basis for personnel management.

Authority to classify civilian positions has been delegated to Major Army Commands (MACOM) and Field Operating Agencies (FOA) commanders/directors Army-wide.  Delegation of position classification (DCA) includes the authority to determine and certify the title, pay plan, series, and grade of subordinate positions.



Objectives
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· Describe classification responsibilities of supervisors.

· Identify players and describe roles in the classification process.

· Use various formats to develop position descriptions.

· Consider career patterns when developing position descriptions.

· Use three procedures to develop position descriptions.
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Responsibilities

Introduction
This map describes classification responsibilities of most supervisors:

Responsibility
Description

Determine requirements
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Evaluate


current and future workload.


work methods.


manpower constraints.


technology.

Determine number, type, grade level, and developmental needs of existing and vacant positions.

Assign work
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Classify a job by 


type of work.


level of responsibility.  



Develop PDs
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Ensure position descriptions (PD) accurately reflect duties for pay and position management.  

Avoid and rectify mis-assignments.

Note:  An employee can grieve an inaccurate position description, and the supervisor who wrote it can be held responsible.  

Use automated systems
Use automated systems to submit personnel actions.  

Writing a position description may only take ten minutes using the PD Library or COREDOC.

Classify PDs
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Some supervisors are delegated authority to classify position descriptions (see page 2-4).  

Supervisors must explain the basis of the pay system, title, series, and grade for every position supervised. This includes handling position classification complaints by employees.

Determine types of pay
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Determine need for and authorize


environmental differential pay.


hazard pay.

Uphold laws
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Uphold Fair Labor Standards Act & Title 5, USC.

Protect all employees from abuse or inequity.  

Ensure equal pay for equal work.
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Players
Introduction
This map identifies players and describes their roles in the position management and classification (PM&C) process:

Player
Role

Commander
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Commander


serves as the organization’s position management officer.  


delegates classification authority to subordinate managers.  


settles classification disputes.  


issues local policies and regulations.

Supervisor
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Supervisor performs key PM&C functions:


Determines manpower requirements.


Assigns work.


Selects, revises, or writes position description.


Explains classification to employees.


If authorized, classifies PDs for employees.

CPAC generalist 
CPAC generalist


reviews position descriptions for adequacy.

· advises customers on classification complaints or appeals.

CPOC specialist 
CPOC specialist


classifies new positions and processes personnel actions.  


applies new position classification standards.  

MACOM
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MACOM staff


advises installation commanders and CPAC.


issues guidance.


conducts assistance visits.


publicizes HR programs.

Employee
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Employee

· may provide input to PD development.


has the right to appeal a position’s classification.  


can grieve PD’s accuracy.

OPM
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Office of Personnel Management (OPM)


announces publication of new or revised classification standards.


issues classification guidance to agencies.  



Union


The union represents employees in grievances concerning a PD’s content or accuracy.
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Terms

Introduction
This map defines key terms related to position management and classification:

Term
Definition

GS occupations
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General Schedule (GS) occupations:


Professional.


Administrative.

Technical.
· Clerical.

· Other (Examples:  police, firefighters, pilots).

GS major duty
Major duty occupies at least 25 percent of work time or requires a significant knowledge, skill, or ability (KSA).

FWS occupations




Federal Wage System (FWS) occupations:


Wage Grade (WG)—unskilled, semi-skilled, or skilled.

Wage Leader (WL)—working or training leaders.

Wage Supervisor (WS)—first-level or reviewing-level supervisor.

FWS major duty
Major duty is regular, recurring, not of an emergency nature.

Other groups




Other occupational groups:


Senior Executive Service (SES).


Senior Level.


Non-Appropriated Fund.


Various prevailing rate positions.

Position classification
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Position classification is determination of


pay system.


occupation or series, grade level, and official title.


codes, including Fair Labor Standards Act (exempt or non-exempt).


supervisory status for labor relations.

Position management
Organizational and job design when you consider the relationship among two or more positions.

Delegated Classification Authority (DCA)
Army policy permits agencies to delegate classification authority to supervisors.  This includes authority to determine and certify title, pay plan, series, and grade of civilian positions.  To view policy letter visit Army Civilian Personnel Online:  cpol.army.mil

Purpose is to enhance personnel management authority of supervisors, by providing maximum control over positions in their organizations.  Commanders must delegate classification authority in writing.  
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Position Description Contents

Introduction
This map describes narrative contents in various position description formats:

Format
Narrative Contents

GS
· Supervisory controls—procedures for assigning, supervising, and evaluating work.

· Major duties including estimated percent of time for each.

· Closing statement, “Performs other duties as assigned.”  

Wage Grade (WG)
· Major duties.

· Followed by, “Performs other duties as assigned.”

· Skill and knowledge.

· Responsibility.

· Physical effort.

· Working conditions.

Factor Evaluation System (FES)
Used for most non-supervisory GS positions:

· Major duties.

· Followed by, “Performs other duties as assigned.”

· Nine factors, each of which is worth points.  

· To earn points, position must fully meet Factor Level Description (FLD) of the standard.  

· Total points determine grade.

GS Supervisory Guide (GSSG)
· Pre-existing PD with six factors added.  

· Factors rated by point level per GSSG factor descriptions.  

· Total points determine grade.

Wage Supervisor (WS)
· Supervisory controls (assigning, supervising, evaluating work).

· Major duties including estimated percentage of time for each.  

· Sub-paragraphs on planning, work direction, administration.

· Closing statement, “Performs other duties as assigned.”

Wage Leader (WL) 
· Supervisory controls and major duties.

· Followed by, “Performs other duties as assigned.”  

· Four WG factors describe work led and personally performed.  

Mixed formats
Positions with mixed duties, each graded with a different standard.  Content reflects position’s grade-controlling duties.  

Note:  COREDOC writes non-supervisory GS positions in FES format.  PD Library contains proper PD format.

Team Leader Guide
For guidance on team leader positions, review The Team Leader Guide 

(1 Apr 98) issued by OPM.  Guide discusses

· criteria for positions that lead administrative and professional employees.  

· occupational information describing team leader functions.

· differences between team leaders and supervisors.

· concerns about establishing positions for team leaders.
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Career Patterns

Introduction
This map describes occupational career patterns.



Patterns
Classification is easier if you consider occupational career patterns.  When writing PDs, consider career patterns.



Table
This table outlines types of career patterns and grades:

Type
Position Pattern
Typical Grade 

Clerical




Procedural (filing and typing).

Subject matter.

Examples:  personnel or procurement clerks.

Expert clerks or leaders.
GS-03

GS-04 or 05

Up to GS-06

Technical
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Entry level—gather and format data.

Independent—authority to make decisions.

Highly technical or leader.
GS-04 or 05

GS-06 or 07

GS-08

Admin




Entry level (trainee).

Independent level.

Senior level or expert.

Supervisory.
GS-05 or 07

GS-09 or 11

GS-12 or 13

GS-11 to 15

Professional
Same as administrative patterns in most cases.
See Admin

Wage Grade
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Unskilled.

Semi-skilled.

Skilled.

Helpers.
WG-1 to 3

WG-4 to 7

WG-8 to 15

WG-05
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Position Classification Standards

Introduction
This map briefly describes how to apply classification standards.




Standards
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Office of Personnel Management publishes most position classification standards.

DoD and DA publish other standards such as those for the

· Non Appropriated Fund System (NAF). 

· Civilian Intelligence Personnel Management System (CIPMS).



Applying
To apply classification standards when selecting a PD, follow these steps:

standards
Step
Action


1
Identify type of position.  

Examples:  supervisor or journeyman.


2
Select range of potential grades (one or two).


3
Compare job facts to classification factors.


4
Estimate probable grade level.


5
Select position description classification.





Assistance




CPOC or CPAC staff can assist in refining a classification.  


CPAC generalist advises on position management decisions.


CPOC classifier can identify unanticipated classification problems.

While experts can assist, they rely on who knows most about the position and its demands—the supervisor.  He’s ultimately responsible for selecting the position description classification.



Accessing or creating PDs
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Position description may be


downloaded from PD Library.


photocopied.


created with COREDOC.


written “from scratch.”
Tip:  Use the PD Library and COREDOC to select or edit position descriptions.  This will save many hours of research and processing time.
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Preparing Position Descriptions
Introduction
This map describes a general procedure for preparing PDs.

When to use
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Use this procedure when

· current position description isn’t accurate.

· creating one or more new positions.



Procedure
To prepare a new position description, follow these steps:

Step
Action

1
Gather and review information:

· Previous PDs and performance plans.

· Mission statement.

· Input from current or previous employees.

2
Determine probable classification:  FWS or GS.  

Identify type of position and desired grade level.

3
Based on decisions in Step 2, search the PD Library for likely PDs.

If able to find a suitable PD

· select and download PDs that show promise.  

· revise PDs to match needs.

· go to Step 7 when finished.

If unable to find a suitable PD, go to Step 4.

4
If the PD Library didn’t yield a suitable PD, then

· access COREDOC.  

· select, edit, or write a PD per instructions.  

· go to Step 7 when finished.

If unable to find a suitable PD, go to Step 5.

5
If COREDOC didn’t yield a suitable PD, write major duties yourself:

· Define and describe duties.  

· Consolidate duties requiring less than 25 percent of work time.

· Select classification standard and write required job factors.

6
Check classification standard to determine probable grade.  

If the classification is a close match, use it.  If not, consult CPAC. 

7
Obtain signatures, prepare personnel action request, and send forward.  




Tips
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To prepare good position descriptions, follow these tips:

· Use PD Library or COREDOC for small changes but don’t alter job’s intent.

· Ensure major duties are accurate and suitable.

· Consider position management principles of sound job design.

· Edit the draft PD to eliminate jargon, acronyms, and form numbers.

· Ask CPAC for assistance.
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PD Library

Introduction
This map explains how to use the PD Library to prepare a position description.



Procedure
To use the PD Library to prepare a position description, follow these steps:

Step
Action

1
Access Civilian Personnel Online at this Web site:

cpol.army.mil

2
From the menu select “Position Description (PD) Library.”

You will now be at the PD Library Web site.

3
Select “Search” to look for the desired PD.

4
Enter one or more of parameters for the PD:


Series or occupation.


Grade level.


Installation.


Region.


MACOM.


Key word.


Pay plan.


PD number.

5
When the search list appears, click on the position description you wish to review.

6
To download and edit a PD, click the “Download” button on the first page of the PD.  

Follow instructions to save the PD file to your PC or network.

7
Edit downloaded PDs.

8
Print PD and obtain signatures on DA Form 374 (PD cover sheet).
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COREDOC

Introduction
This map explains how to use COREDOC to prepare a position description.  



Definition
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COREDOC is an automated tool enabling the user to produce a single (core) document consisting of 

· a position description (PD) with a classification evaluation.

· performance plan.

· knowledges, skills and abilities (KSAs) for recruitment and merit promotion.  

Note:  COREDOC is a DoD system, and Army policy requires its use.



Procedure
To use COREDOC, follow these steps:

Step
Action

1
Access COREDOC per procedures at your installation.  

2
Determine if your installation or organization has standardized PDs suitable for your needs.  

If they’re not available or suitable, go to Step 3.

3
Search for desired GS or WG occupation.  

You may search by series number or occupational title.  

You may also scroll down the available list in COREDOC.

4
Select desired occupation.

5
Follow COREDOC window instructions to prepare the PD.  

Make menu selections for the tasks to be assigned.  

Determine grade level complexity for tasks.  

Edit statements that don’t fit your requirement.

6
Adjust percentages of time assigned to major duties and tasks if required.  The software uses these percentages to calculate grade level.

7
At the prompt enter


organizational information.


special requirements.


position performance standards.

8
When finished, view the PD.  

Edit draft PD by returning to its location on the menu.

9
Print final PD and obtain signatures.
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Writing a PD from Scratch

Introduction
This map explains how to write a PD when PD Library and COREDOC aren’t available or useful.



Procedure
To write a PD, follow these steps:

Step
Action

1
Verify that you need a new PD.  

Alternatives:  

Prepare a statement of difference for a position one or two grades lower than an existing PD.

Prepare a PD amendment to make minor changes in the PD that don’t affect its classification.

Change an existing PD (percentage of time on major duties, location . . .).  

2
Define work to be assigned to the position.

3
List major duties.

4
Describe each major duty.

5
Estimate percentage of time spent on each major duty.

6
Add the statement, “Performs other duties as assigned.” at the end of the major duties description.

7
Select position classification standard that covers the position’s work.

8
Determine additional job factors:  

Examples:


Supervisory controls for narrative GS positions.


The four WG factors for WG positions.


The nine FES factors for some GS positions.


The six GSSG factors for GS supervisory positions.


Other information required by the standard.

9
For FES or GSSG positions, evaluate each factor by point level.  

Position classification standards allot points for each factor level description.

Note:  Army policy requires evaluation statements explaining the rationale for determining title, series, or grade of positions that are

· FES.

· controversial or precedent setting.

· appealed by the employee.

10
Consult with CPAC or other experts to verify PD’s adequacy.

11
Obtain signatures on the final PD.
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Lesson 2—End-of-Lesson Exercises

Instructions
Answer TRUE or FALSE.




1.
An employee may grieve an inaccurate position description.


2.
OPM can change the GS classification system.


3.
Supervisors define a PD’s content but employees and CPAC can assist.


4.
GS occupations include professional, administrative, and technical positions.


5.
A major duty in a GS position must represent at least 10 percent of work time.


6.
A GS narrative position description must describe supervisory controls and major 



duties.


7.
Professional career patterns differ substantially from administrative career patterns.


8.
CPOC specialists rely on supervisors to submit accurate position descriptions.


9.
CPAC is ultimately responsible for selecting the position description classification.


10.  When preparing a position description, consolidate duties requiring less than 



25 percent of work time.
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Lesson 2—Answer Key and Feedback

Instructions
Correct answers and page references cited below.



TRUE
1. An employee may grieve an inaccurate position description.  

(Page 2-2, Develop PDs)

FALSE
2.
OPM can change the GS classification system.


(Page 2-3, OPM.  Classification changes require legislation.)

TRUE
3.
Supervisors define a PD’s content but employees and CPAC can assist.


(Page 2-3, Employee block)

TRUE
4.
GS occupations include professional, administrative, and technical positions.


(Page 2-4, GS occupations)

FALSE
5.
A major duty in a GS position must represent at least 10 percent of work time.


(Page 2-4, GS major duty)

TRUE
6. A narrative GS position description must describe supervisory controls and major duties.  


(Page 2-5, GS narrative)

FALSE
7.
Professional career patterns differ substantially from administrative career patterns.


(Page 2-6, Professional)

TRUE
8.
CPOC specialists rely on supervisors to submit accurate position descriptions.


(Page 2-7, Assistance)

FALSE
9.
CPAC is ultimately responsible for selecting a position description classification.


(Page 2-7, Assistance)

TRUE
10.  When preparing a position description, consolidate duties requiring less than 


25 percent of work time.  


(Page 2-8, Step 5)
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