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LESSON 4

CLASSIFICATION AND PAY 

OVERVIEW_______________________________________________________ 

Introduction
Civil service law establishes a policy of “equal pay for substantially equal work.”  This policy means that jobs of comparable difficulty earn the same pay.  Classification standards published by the U.S. Office of Personnel Management (OPM) establish benchmarks and classification standards to be used in determining the appropriate occupational title, series and the grade/pay level for civilian positions.  These standards apply to all Federal civilian jobs.

Job or Position Classification establishes the title and primary function of a job and sets the appropriate pay grade for it.  It is the manager’s responsibility to determine the appropriate mix of occupational skills, grade levels and the numbers of employees in each organization to accomplish the mission effectively and efficiently.  This responsibility is usually referred to as position management.  In carrying out these responsibilities it is essential that all levels of supervision support policies that insure positions are established in a manner which forms the most sound and economical organization structure and which assures optimum utilization of manpower resources in terms of both the quantity and skills.  Work programs, organizations or individual jobs will not be created or exaggerated in order to justify specific grades or grade patterns.

 _____________________________________________________________________________

Purpose

This lesson outlines the federal classification program and also identifies the roles, responsibilities and authorities that are assigned to all the key players.  

_____________________________________________________________________________
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Objectives

After completing this lesson you should be able to – 

· Identify the roles, responsibilities, and authorities assigned to Commanders, Managers and Supervisors, CPACs, and CPOCs 

· List the automated tools that have been developed to support the Classification Program

· Recognize the definitions for some of the common classification terms

_____________________________________________________________________________

_____________________________________________________________________________

In this Lesson

This lesson contains the following maps:

Map Title
See Page 

Commanders roles, responsibilities and authorities 
        4-2

Managers and Supervisors roles, responsibilities and authorities
4-3

CPAC roles, responsibilities and authorities
4-3

CPOC roles, responsibilities and authorities
4-4

Automated Tools
4-4/6

Common classification terms
4-6/10

Practical Exercise  #4
4-11/13

_____________________________________________________________________________

Roles, Responsibilities and Authorities
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One of the cornerstones in accomplishing position classification duties in a regionalized environment is the clear identification of roles, responsibilities, and authorities for all the key players.  In the past, roles and responsibilities were fairly easy to identify, especially when most or all civilian personnel services were performed by an on-site, full-servicing civilian personnel office.  Now with regionalization, there is split command and control, with roles and responsibilities not always clearly defined.

The Commander’s Role 
Commanders have been delegated authority and have full responsibility for position classification and management for their activities and have authority to render classification decisions for subordinate positions.  This encompasses the determination of the pay plan, occupational series, title, and grade level.  All decisions must be consistent with applicable laws, classification standards, principles, and practices.  The classification authority may be further delegated through the management chain to the lowest practical supervisory level or, in some MACOMs, to the Civilian Personnel Operations Center (CPOC).  Although Commanders may delegate classification authority, they are still held accountable for the overall classification program at their installation.

_________________________________________________________________
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The Manager’s and Supervisor’s Role

Supervisory responsibility involves assigning duties and responsibilities, writing job descriptions, maintaining accurate job descriptions which show how work is reviewed, explaining how duties should be carried out, and identifying what knowledge’s, skills, and abilities are needed. Under Delegated Classification Authority (DCA), designated managers and supervisors receive written delegated authority to classify subordinate positions. This requires an added responsibility to become knowledgeable of position classification standards, practices, and processes sufficient to make informed classification decisions.
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The CPAC’s Role  
CPAC personnel serve as consultants on all position management issues and provide continuing advice and assistance to commanders, managers, and supervisors regarding general procedures and requirements of classification such as Position Description (PD) format, types of classification standards, using FASCLASS, Position Description Library (PD Library) and Core Document (COREDOC), modifying PDs, reorganizations, and position management plans.  

______________________________________________________________________________

__________________________________________________________________
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The CPOC’s Role
The CPOC is responsible for centrally producing personnel administrative products and services for all the serviced activities of the CPACs in the region.  Where DCA is with the manager, the CPOC is also responsible for providing continuing advice and guidance (in coordination with the CPAC) to commanders, managers, and supervisors regarding the execution of classification programs, the consistent application of OPM, DOD, ASA (M&RA), and appropriate MACOM/FOA requirements, and the application of position classification and job grading standards.

__________________________________________________________________

Automated Tools  
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Introduction
When the Manager/Supervisor has Delegated Classification Authority he/she is responsible for developing and revising job descriptions for subordinate employees; evaluating the duties and responsibilities by comparison to the appropriate classification standards; and preparing/documenting classification rationale when required.  There are a number of automated processes that will make development and classification of job descriptions easier.  Use of automated tools will save a lot of time in developing job descriptions, which will translate into faster fill of vacant positions

FASCLASS
FASCLASS is a database with all position descriptions (PD’s) currently used in the region.  It contains a library of documents that have already been classified that can be used as applicable or that can be modified to fit the current need.  Factors such as the nature and mission of the organization in which the position functions; the size of the organization; the scope and impact of the position's responsibilities; and other important information known to those who work in the organization may have had primary impact upon the classification.  Supervisors need to be alert to these differences in order to select a PD that is a clear match to the work situation described.

POSITION DESCRIPTION LIBRARY 

PD Library is a database of job descriptions currently in use throughout Army.  PD’s were selected, reviewed, and submitted by CPACs and CPOCs,  for inclusion in the Department of Army database.  The job descriptions in this library should be accurately classified documents.   Caution should be exercised in order to avoid making an inaccurate selection of a job description. There may be a large number of job descriptions describing work in the occupation for which a job description is needed.  Some that are classified at different grade levels may be similarly worded .

CORE DOCUMENT 


COREDOC is intended to alleviate the cumbersome process of position documentation by providing an automated tool that will enable supervisors to create, modify and update documentation easily, quickly, and with maximum efficiency.  An unaltered COREDOC (i.e., a job description that is developed using the COREDOC system, and which has no further/secondary editorial changes) requires no grading rationale.  Factors such as the nature and mission of the organization in which the position functions; the size of the organization; the scope and impact of the position's responsibilities; and other important information known to those who work in the organization may have had primary impact upon the classification. Supervisors need to be alert to these differences in order to select a PD that is a clear match to the work situation described.  If the supervisor chooses to alter COREDOC, then he/she must clearly identify the specific changes made and provide classification rationale.  The CPOC will treat an altered COREDOC as an individualized job description.  

CIVILIAN PERSONNEL ONLINE


If the supervisor is unable to use the PD Library or unaltered COREDOC, then an individualized job description will need to be created.  The Supervisor can access CPOL, which is available through the world-wide web.  Civilian Personnel On Line is linked to OPM and DOD directives and decisions and provides a library of regulations, CFRs, and 5 U.S.C. that can be used in developing an individualized PD.  Once the individualized PD is developed, the supervisor must classify duties and responsibilities using the appropriate classification standards and then document the classification rationale. 

PERSACTION 
PERSACTION allows initiation of electronic requests on a computer screen and tracks the status of the action throughout the entire process.  The system allows the attachment of documents to the electronic SF-52 (e.g., draft job descriptions), which greatly contributes to a reduction in the PERSACTION coordination time, and thereby expedites the processing of the personnel request.

_______________________________________________________________________

Common Classification Definitions:
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· CLASS OF POSITIONS – All positions sufficiently similar as to (1) kind or subject matter of work; (2) level of difficulty and responsibility and (3) qualification requirements to warrant similar treatment in personnel and pay administration.  For example – all GS-3 Clerk Typist positions. 

· CLASSIFICATION – The process of reviewing the job description to evaluate the pay plan, title, occupational series and grade of the position – a combination of job analysis and job evaluation. 

· CLASSIFICATION ADVISORY – An evaluation statement designed to provide the CPOC reasoning for selecting a title, series and grade. 

[image: image8.wmf]Classification Definitions (continued):

· CLASSIFICATION STANDARDS – Grade level guides issued by the Office of Personnel Management used in the classification of jobs.  These standards apply to all federal jobs and are binding upon all federal agencies, offices and persons to whom classification authority has been delegated. 

· DCA OVERRULE – A classification decision made by a manager who exercises delegated classification authority to effect a final decision different from the one provided by the CPOC Classification Division. 

· EVALUATION STATEMENT – A written statement developed by the classifier to document the rationale for the title, series, and grade level.

· FES (Factor Evaluation System) Factors – the nine factors used in the FES classification system to evaluate the grade of positions.  The factors include: knowledge’s required by the position; supervisory controls, guidelines, complexity, scope and effect, personal contacts, purpose of contacts, physical requirements, and work environment.  

· FEDERAL WAGE SYSTEM – The classification and pay system governing trades, crafts and labor (blue collar) occupations.  Contains job grading standards and qualification standards and sets pay for jobs on an hourly basis.  Wage rates are established and adjusted periodically on the basis of wage rates found in a wage survey area. 

· FUNCTIONAL TITLE – An unofficial name give to a specific position to identify it with a particular function with which the incumbent is associated (e.g. - Director of Resource Management).

· GRADE – All classes of positions, which although different with respect to the kind of work performed, are sufficiently equivalent as to: (1) level of difficulty and responsibility and (2) level of qualifications required of the work to warrant their inclusion within one range of rate of basis pay (e.g. all GS-7 jobs). 

· GRADE CONTROLLING DUTIES  - These are the highest grade duties assigned to the position.  Duties may be grade controlling if they are a regular and recurring part of the job and performed at least 25 percent of the time, and involve a higher level of knowledge and skill that would be a factor in recruiting for the position. 
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· IDENTICAL ADDITIONAL (IA) POSITION – A position which is identical to another position already classified and located within the same activity (e.g. several nurses assigned to one position description). 

· JOB ANALYSIS – The process of conducting job audits, grouping positions into jobs and describing the jobs in position descriptions. 

· JOB DESCRIPTION (JD) (synonymous with Position Description)  - The document which describes the major duties and responsibilities assigned to a job and the amount of supervision provided to the incumbent of the job. 

· JOB ENGINEERING – Planning the requirements of positions in an organization in such a way as to insure logical relationships to the labor market, qualification requirements, lines of progression and the agency mission. 

· JOB EVALUATION – The process of determining the pay system (GS or WG), title, occupational series, and grade of the job.  This process is done by comparing the duties and responsibilities of the job with the appropriate classification standards. 

· LEVEL OF DIFFICULTY  - A classification term used to indicate the relative complexity of work in terms of duties and responsibilities  

· MAJOR DUTY – Any duty that meets one of the following criteria: (1) the end or finished product is the main reason the job is established; (2) is sufficiently different from the other major duties of the position to require additional qualification requirements or extensive training; or (3) is performed on a continuing or recurring basis and occupies 25% or more of the incumbent’s time.

· MISASSIGNMENT   - Occurs when duties performed by an employee do not match the official job description.  These duties may be higher grade, lower grade or the same grade with a different title or series.  

· MISSION STATEMENT – A statement of the mission of an organization as established by a higher authority. 
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· MIXED GRADE JOB – A job that contains two or more major duties which when evaluated separately result in different grade levels. 

· MIXED SERIES JOB – A job that contains two or more major duties each of which is appropriately classified in different series. 

· OCCUPATIONAL GROUP – All jobs in the Classification Act pay system requiring skills, knowledge’s and abilities that are related in a general way as to the kind of work (e.g. Engineering  - Civil, Mechanical, Electrical, etc.) 

· ORGANIZATION TITLE (the same as Functional Title) – An unofficial name give to a specific position to identify it with a particular function with which the incumbent is associated (e.g. Director of Resource Management). 

· OTHER DUTIES AS ASSIGNED – Any incidental or miscellaneous duty or responsibility which does not occupy a significant amount of the employee’s time and/or which is not grade determining.

· PAY MANAGEMENT - Includes planning, establishing and executing job analysis and job evaluation in accordance with laws, rules and applicable regulations to assure equitable pay treatment for employees. 

· PAY PLAN – The pay category of a position (e.g. GS, WG, WS, WL, etc.).

· POSITION – A group of duties and responsibilities assigned by a responsible authority for performance by one person. A position may be filled or vacant at any given time. 

· POSITION CLASSIFICATION  - The art of categorizing jobs by occupational group, series, class, and grade according to similarities and differences in duties, responsibilities and qualification requirements. 

· POSITION DESCRIPTION (synonymous with Job Description) - A document which describes the major duties and responsibilities assigned to a job and the amount of supervision provided to the incumbent of the job.  It also documents the pay plan, job title, occupational series and grade of the work assignment. 
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· POSITION MANAGEMENT – The planned structuring of positions for the purpose of achieving and maintaining the best possible balance among such factors as economy of position structure, productivity, skills utilization, employee motivation and career progression. 

· SCOPE AND EFFECT OF WORK – A classification factor indicating the extent to which a position’s action, recommendations and decisions affect the organization, other agencies and/or the public. 

· SERIES – A series encompasses all positions similar as to a specialized line of work.  A series may be thought of in terms of a natural line of progression (e.g. all Civil Engineering GS-0810 jobs). 

· STANDARDIZED POSITION DESCRIPTION – A description of an aggregate of duties and responsibilities known to be representative of a considerable number of positions existing at numerous organizational locations.  Standardized PD’s are often issued by HQDA or Major Commands.

· SUPERVISORY CONTROLS – The control exercised over the employee by his/her supervisor.  It describes the type and the extent of instructions and the degree of review the work receives. 

· WORKING CONDITIONS – Covers the nature of working conditions and hazards to which workers are exposed in performing their assigned work.  Some factors included under this element are exposure to light, heat, cold, and the amount of ventilation in the work area to mention a few. 

__________________________________________________________________

PRACTICAL EXERCISE #4  - CLASSIFICATION AND PAY
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PE – 4A

Review the roles and responsibilities listed on the left below and then identify whether the role or responsibility is assigned to the Commander, the Manager and Supervisor, the CPAC, or the CPOC by placing an “x” in the appropriate block in column on the right.

      (A)
     (B)
     (C)
(D)

Roles, Responsibilities 

and Authorities
Commander
Manager or

 Supervisor
 CPAC
 CPOC

Consultant on position management issues





Maintain accurate job descriptions





Classify subordinate positions





Render classification decisions





Processing classification actions





Overall responsibility for the classification program
 
 



Writing job descriptions





Assign duties and responsibilities





Delegate classification authority





PE – 4B

Match the statements listed below to the Automated Tool in the selection key. 
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(A) = CIVILIAN PERSONNEL ONLINE

(B) = COREDOC

(C) = FASCLASS

(D) = PERSACTION

 (E) = PD LIBRARY



Automated Tools





  Selection
A database of job descriptions currently in use throughout the Army 


An Internet link to OPM and DOD directives and decisions and provides a library of regulations that can be used in developing a position description 


An automated tool that enables supervisors to create modify or update classification documentation


A database of all position descriptions currently used in the region


An interactive human resource management system that automates the process of creating, editing, approving, coordinating, and tracking personnel actions


PE – 4C

Match the definitions listed on the left to the correct term by placing the appropriate letter in answer box that is next to the definitions.

Definitions

  



 Answer 

Terms
The process of reviewing the job description to evaluate the pay plan, title, occupational series and grade of the position.

             (A)  JOB ANALYSIS             





A written statement developed by the classifier to document the rationale for the title, series, and grade level.

             (B)  MIXED SERIES JOB  





The process of conducting job audits, grouping positions into jobs and describing the jobs in position descriptions. 



(C)  POSITION MANAGEMENT 





A job that contains two or more major duties which when evaluated separately result different grade levels. 



             (D)  CLASSIFICATION





A group of duties and responsibilities assigned by a responsible authority for performance by one person.

             (E)  MIXED GRADE JOB





Encompasses all positions similar as to a specialized line of work

             (F)  EVALUATION STATEMENT





A job that contains two or more major duties each of which is appropriately classified in different series. 



             (G)  OCCUPATIONAL GROUP





The planned structuring of positions for the purpose of achieving and maintaining the best possible balance

             (H)  POSITION





All jobs in the Classification Act pay system requiring skills, knowledge’s and abilities that are related in a general way as to the kind of work

             (I)  SERIES
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