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PREFACE | | .

QUAL EMPLOYMENT OPPORTUNITY wears more faces than those we con-

ventionally accept. It covers more thari race or sex, more than creed or
réligion, more than national origin. It includes, said President Richard Nixon,
in a memorandum tv agency heads on August 8, 1969, the opportunity for
people * :o,%eé‘k and to achieye their highest potential and productivity in
employment situations:” .

Wich these words the President opened the door to advapcement “for many
employees who might otherwise spend their entire Federa] service on the bot-
tum rungs of che career ladder. Agency efforts to pruvide. employees with the
opportunity t© muve up to better-paying, more satisfying jobs—the upward
mobility concept—were given greater impetus than ever before.

There are, hawever, inherent roadblocks ta upward mobility. For instance,
many employeés gre in jobs with grades that top out at GS-3 w0 GS-9. Even
more importantly, these jobs may fail tw provide ‘the experience that would
permit a crossover to other occupational lines with higher-grade duties. The,
resule ts a gap between the mimimally skilled occupational ladders and the
skilled, professional'-technical-administrative ladders. Jumping this gap is
rarely possible, through skills training alone. A different approach is needed to

“span the gap. That approach is jolyrestructuring—the process of rcahgmng job .
dunes o develop rechnician-type or "bridge” jobs in Federal agencies. '

To test the feastbility of the bridge-job concept, the Civil Service Commis-,

. s1on, supported by funds from the Department of Labor, initiated a project in™’
an agency setting to apply job restructuring as a means of facilitating upward
mobility. Participating 1n che project were two Department of Health, Educa-
tion, and Welfare agencies. the Social Rehabilitation Service and the Audit

Agency. Major emphas:s in both ag nc?m on developing opportunities for

1In the Federal scnncc, professnonal occlpations are those which requite for their

perforgince thc know;dng and ubilities wsually asso‘.n}od with a bachelor’s or higher, *

degree-1n a spmahz aademic” field such as meddaine, mathcmatm. psychology.
enginéenng. For such owcupations, Federal quahﬁcatwns standards typially Prescribe a
v mimmuim amount of formal academic courses in the pecialized field
The two-grade interval ocupations include not unly these professional occupations,
“but also a vartiety of administrative and technical occupations. These lateer, like the’
professional Gcupations are Lharmcnzcd by the full fangc of tevels of Jiff Ity and
7 respodsnbnhty. and* covef graics fiom G&5 © GS 18 However, the knowledges and
bll abilities required tb m them suwessfully-are“not newessanily ucd to higher educa
= uon. This makes them Pcellent candidates as targer posstions for upward mobility )
- programs, and the d:swss:on which fullows deals primarily wuh these adminmistrative
. and technical positions t v
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employces in dead end jobs to (russ over t positions 1n the-fields of Social
Science Analyst, Budgee Andlysemasid Mapagemene (Auditur) Analyst

The end produces, the nuts and boles that went into the cunstruction of the
programs, appear in 4 cump.mlon report  Upwand Mobiity Through Job
Restructuring Volume 1. Budding Carcer Programs w the [ederal Sertige
Weth Matersals’ Dereloped by the Application of Job I\Unncmrmg PB-211
11, Apnil 1972 Copies may be ordered directly from the National Technical

« Information Serdice, 5285 Port Roml Road, Spnnghdd Va 22151
:
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INTRODUCTION o

1. WHATIS JOB RESTRUCTURING? : |

A Definition. Jub restructuning, sometunes aalled job engineening or job
destgn, 1s the redrr.mgcmc'm of the way work gets done 10 an organization. Not
migter how labeled, it means setung,up a ditterent pattern of positions in which
essentully the sume amoynr ofwork gets done How e restructuring 1s done
and how the pattern of the ncu\.imrk arfangement vanies. depends on the goal
to be achieved v ;

- - ’

Technically, pny rearrangement of fasks can be called job restructuring But
in order that the work mvolved really be worth the effort, we should view 1
in terms of — ’

a. Thé argantzation

Is this work that needs to be done? Will it affect
a significant number of employees” Does 1t provide full-range career ladders?
Is 1t broadly systemaase, 1 ¢, 15 1t derved from an examination of, work in terms
of the overall agency goals? :

“b. The employec. Dy these tasks make up a meaningful job? What are
the opportunities for growth in the job’ -

These are some of the qucstions we nccd to consider beforé launching a job
restructuring project . .

Clearing Up Misconcephons. Theregre many things wluch job restructuning
is o1, One of the most commun assumptions 1s that jub restructuring and
upward mobility mean the same thing They d6 not, although the two terras
are wften used interchangeably. Jub restructuring is a.method, a technique,
for reaching a ddeqired result or results Job restructuning n itself 1s neicher
desirable nor undesirable, what gines the method meaning 1s7its appropriate-
ness to the ubjective already decided upon. Upward mobility is a goal in itself
It may be achieved (or, partially achieved) by using the technique of job
restructunng—or by using uther methuds or combinations of methods, But 0
equate job restructuring with up\mrd mobiliy 15w confuse means with ends
Also commonly confused with the method v technique uf b restructuning age
goals such as atger de\elupmem and job enrichment, which «in be achieved
with or withopt reofgapizing work.

Job dilution, the s‘hreadmg out of very simple tasks, suth as in creatipg a
teacher aide joby 15 job restructuring 1n a very limited sense in (ba((d eals only”
with entry- -leve]l positions and dues nutgonsider the organizaton Qs a system
Job restructuning without career develgpment may meet an organizativnal
objective, such as cutting umit productioneusts in industry o providing entry
jobs, but 1s self-defeating as a basis for upfard moblity programs.

° 1. 1

O . . e
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Rewriting job descriptions is, definitely not job testructuring: Job descrip-
twns are end products They should nu more be equated with the jobs them-
selves thin the blueprint should be considered the same as the bwlding._Jobs
are not rostructured unless actual peuple are perfurming “new arrangements

of ‘work N . . ‘ ‘
2. WHY RESTRUCTURE" L

o <t

Some Possible Benefits. Traditugnally, government jobs have been spht’
amung three rather pourly cnncited levels There are gaps between the low,
middle, und hl'{.,h level jobs which are extremely difficult w hurdle—the gap
berween low and middle s rcall) more ke a chasm, Pcuple do leap over the
gaps, uf course But, for many, cspccmll) thus¢ muving from low to muiddle, the
muves are piecemedl rather than plinned as an integral part of the personnel

3

system Thtey are usually achieved only by dint of great personal effort Job “

restructuning wan faalitate upyard mybility by building bridge jobs which will
lead naturally oyer thdse gaps Bridging provides a way up and out for many
of the large numbcrs of empluyees now 1n dead end jobs at low grade levels.
The opumum result is a full-range career ladder, or sets of ladders and lattces,
arranged so that no structural barrier would kéep an employee from career
advancement The sole Imiung factors would be abiliy and motivaton.
Planned carecr patffs an_ then be mapped “out cleatly to the employees—
thereby reducing imors,  gripe’ sessions, accusatiofis of preferental treatment,
“pie-in-the-sky " expectanons, and general mutual misunderstandings. )

Jub restructuning for upward mobility " alsy frees more *endfy-level slots for
thuse with few ur no skills a5 dead-cnded empluyees move from'dead end Jgbs
to higher posiions A good example of this is the system used 1n a hypotheucal
Luvernment de)'unmcm An umployee hired as a GS-2 messenger, 1n a short
ume (6-12 months) becomes, with sume training, a budget clerk! performing
mainly derical duties plus a few simple technician tasks as he gains proficiency.
Bit by bit, moure technual duties are added and more of the routne clerscal -
duties are drupped If 1t 1s chear that he can handle more complex’duties, he
rises tw budget technicin, again with more demanding tasks added as he learns .
thy jub. From there on; the department’s budget shop provides fur a crossuver
from techmican to the pmfcssumal ranks of the budget analyst. In the
meantme:  new mcsscng,crs are hired, muve up as the budget clerks
become techmcians, and 3 on, the e being mantained 1n a planned,
systematic manner .

Clcarl). jub restrugtuning fur upward mobility can be highly beneficial from’
the empluyees puint of view But what bencfits tan management expect from
job restructuring sv that the managers jubs are made easier and. the agengy's
mission better fulfillcd We hupe that the effects of job restructusing Yor
upwird mobility, the inureased uppur(unmc's for advancentent, for identsfica-

-twn, development, and utthagion of putentials and skills, and the knuw ledge

of how far an employee can cxpc%r-g’ghbu and what he wn do to get (hcrc wall

5,
s

sncrease his job satisfaction and effectiSagis.-
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Job restructuring, for any objective, can impfove lemployec performaoce
and morale in another way. Far too many professionals in government have
1o perform along mth their professional duties, a sizable, number of sup-
portive | tasks Task analysrs pinpoints these lower-level duties and gives some
clue to the extent to which they_eficroach on professional work (eg, mini-
mally, moderately, extensrvely) If there are enough of these duties they can
then be eliminated from the professronal jobs and recombined’to make one
or more paraprofessional jobs. (NOTE. Supportive duties'are not necessarily
rounne clerical duties although they are less complex than those associated
with regular professfonal’ work.) This fsges the professional to spend his full
time on the job he is supposed to perform, while assuring that supportive
duties that need. «# be done are done,, The professional is then able to assume
additional duties and explore .new areas for which there was never enough
ume. In addition, the establishment of paraprofessional jobs helps manage-
ment by providing a tesung and development ground for ‘possible future
professionals. Conceivably, an organization or unit would be able to "grew
its own” professionals,and have a planned supply of well trained, competent
workers, since an employee's performance in the paraprofessional job would
be an indication’of his growth potential. Also, paraprofessionals drawn from
agency ranks are already familiar with the organization, thus saving orienta-
tion time and perhaps costly efrors.

Job restructuring cah easily tie in with the broader concerns of manage-
ment. A decision to undertake a large-scale restructuring project requires
managers to look ac the agency as a system, at its parts as subsystems, and
at.the way in which the parts relate functionally and ¢rganizationally to each
and to the. whole. By fooking at the agency in this fashion, managers can
see the need for~planning zhead,. for systematic rather than piecemeal man-
agement, The efforts needed for good job restructuring provide greater ‘insight
1nto the organizational system, into the fasks that go into making up the job
structure, and make for greater precision in analyzing and understanding the
workflow and how it rélates to-goals. This, in turn, can help the manager
anticipate problems and . plan for contingencies, racher than wait for' a
problem 1o appear,

W hatever the purpose of restructuring, it should provrde a rational ordering
of work from the pomt of view of the needs of the organization. One valu-
able side effect of trying_ to achieve this rational system through restructuring
1s a healthy reexamination of old assumptions and patterns. Managers may
wishs to consider innavations in kinds of organization, such’ as moving from
a hlemrchrcal struceure co flat” structures, which are team-type organizations
where people tend to work together as peers. They may also wish to examine
the question of credentials and professionalism. Are the credentials tradi-
tonally required in an eccupation really necessary to do’'the job? Are employees *
with ghese credentials generally overquahfus«:l7 Do the employges rdenufy
with their* profession rather than with the organizition? Is professiogal
mystique substituted for performance? Could the work be dope‘ better in 2

' . .
4 A
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more rational waj b) having fewer highly qualified professionals and adding
paraprifessionals and professionals. lcss“[ull) quahified? Such reordering of
the wiy work gets doe—and who s, tu do it—can m).rease efficiency and
could, 1n l’hc long run. cut costs s ¢

. Other potengially useful side ctfects m(ludc changes in traiming programs
- fand selection procedures Gitams which, are nad paregf job restructuring per se.
. but which are part and parcel of the lmplc{mcm}mn and continued func-
. toning of the new work armn;.,emcnt)p Wasted training time and— funds
can be largely climinated by taidoring courses_t) the skills needed for current
and futire job needs In this way, traning for pebulous purposes (“it's devel-
_opmental,” "icll help the emplogee 0 have 1t in s personnel folder”) s
Cavorded, £ well s the overly himited  ie'must-be-directly -rélated-to-your-
present-job™ approach If older selection methods, are not appropriate, new
une must be developed, selection based un records of acquired skills (written
tests, educational background, and the like) cin be supplemented 1n picking
the kind of anployees nceded for the new jobs by methods oriented toward
identifying potential abilities. . » '

Jub restructuring to achieve proper job mix can pay considerable dividends
by contmbuung toward systematic planming and operaton, higher morale,
better manpower utlizaton, smoother and more etficient operations, and,
perhaps, reduced costs over the long haul These in turn help to provide
increased ability w meet urgamzational goals and. fulfill the agency’s mussion.
It forees the manng:.r\ to examune the agendy’s goals and the manneran. which
work 1s organized to achieve them. o

A Word of Caution. Frum the foregoing, it may seem that job restructuring
15 the cure for all woes It 1s, however, far from .that. While xhe benefits_
mentioned abuve are impurtant, jub restructuring 1s only one technique among
many for effecung organizaunonal change. it cannot set goals or priorities.
create goud muanagers, make everybody happy, nor turn a .poorly run orga-
mzatun 1nto a magnificent example of efficiency and cnlightenment. Some;
umes, b restructuring 1s nut appropriate at all, as, for example, in a general
services operaton, where most jobs lie at the bottom of the pyramid with
very few high-skill tasks assigned to the orgamzaton These situations may
require taking steps such as revrgamzing units, changing hiring and promo-
tiun practicey, setting up cross-bureau career paths, or other kinds of change.

In the great majority of cases, jub restructuring can be used, But we can
achieve far-reaching meamingful change only by using it as one device in a,
whole array of m.ma!,erml touls and strd(Cbl(.S Even then, much also depends
on huw we use 1t It can yield results only if we use it effectively, in a planned,
systematic way with objectves clearly laid out 1n advance.

We have menuuned pussible cost savings. This; it should be emphasized,
is in the long run only, in the shdit run, greater cost is more likely. Items
such as increased training, addiuonal responsibilities of managers, and the
general confusion of the 'shakedown period will Surely add to che budget
but the long-run results should more than pay for the short-run difficulties,

+
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Also, where reurganizatiog ‘myor;,miz‘muml growth are taking place, -
restructuning 1s much casier and’ can be achieved at little of no cost bcyom}

L4
» Py -
the costs nherent in the reorganization or growth., ‘.
To stay on wp of change, managers need to remain flexible’and to plan .o
ahead. Thistincludes+a constant review of work to determine the, need for | . v
ang- feasbility of redesigning jubs t mcet speafic objecuves A ene-shot ,  ° '
restruceuring effort will sovner or later become rigid and .wilf ceast t0 meet
,  4gency or empluye¢ needs Jub restructuring 1s, therefore, a continuous process
sthat 1s bult intu the personnc] system as an ungoing function of management. ’
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PUTTING IT ALL TOGETHER
¥ Jab Res'rucfurmg, Career Systems, and UpWard Mob:hiy In job restr.uctunng
-we arrange (asks into_ jobs, linking ‘low to Fu[,h skill Gccupations  ( JOB
RESTRUCFURING)- to develope a progression training and’exgenence (CAREER
SYSTEM) .which will .provide ‘opportunities for emP'loyees stymied in low-
level ;obs to develop .and advance within . d across occupanonal ines

(UPWARD MOBILITY PROGRAM). s . oy -

e

The careet< system then, becomes the means by w hlch we implemert an
upward mobility program. ft-must, therefare, pmvnde both a job structure
appropriate to ‘achieving the upward mobnht) objectives and also the proce-
dures t6 move people 1ntv and through the -prugram- To put the program

. 1t operation we translated these requirements | antd specific elements

2 Task statements of woskapcpformcq“n.n ‘the vccupational area® represent-
mg the raw material for festructuring positions ind “creafing thc bndge s
" positions oL A, s

b. Job deurxptxom of bridge pusitions which wilk prowdc “Ork expenencs'
-to prepare the empluyee to perform the duties of the target posmon .

c. Qualtfication réquirements which emphasize the basnc skills and abilietes
needed rather than specialized work ‘experience

"d. Selection methods comp,mblc with merit selecuon pnncnples which

stress potentidl and® motivation . N

&

. e A traming plan o supplement the work expcnence for brcparmg the
- employee, for the target position - - N .

f A traxmng agreement 'with CSC (if euther required by, regalation or >
desired by the agency) to ue mgether all the elements of the’ program ntd
a single, lntcgrated package ' oo
1. 'TASK STATEMENTS - - ) I

The application of the techniques of TASK ANALYSIS results 1n a pool of
task, statements which defines and describes the work’ of the target occupa-
uortal area, The tasks from this pool ase assembled into the bndge jobs -
which will provide support for the Jtarget positions. The task, as defined by
the US. Employment Serv:ce, ﬁepresents ‘one of the disunct activities that*
constitute Jogical and nésessary steps in the performance of work by the
rworker. For job restructuring purpoges, a task should®also have an Output.
" which can stand, alone, or. in otHer words, be isable by someone other than’

the worker who produces it. This is necessary so that the tasks can~ be tear-

v
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ranged 1nto ‘a different configurationy of work to_be done by-a dlﬁercnt
' combmanon of workers, > : ,
The tsk staremenit should comMuNICate enuugh information to answer
the following questions. » . : -
* —What does the worker do2 (Physical and mental responses to the work

\,
8!

situration ) \ .

—Wh; does he do 112\ (To accomplish hat result) - -
. —Houw does he do' it (Methods, equipment, know-how used ) .

) —~Upon what ifistructiony does he do it (Degree "xorkcr discretion in
.+ domng rtask of(cn'sgeaﬁc o .the particular worker-Supervisor relation-
ship and therefor€ less wnheent in the task wself than the "what”, “why",
and “how” charactensucs) -, ”

-

’

Scales!vare available 1 define the task in terms of the work performed
and the worker trasts \\h' ~are required w0 perform the task successfully.
The mformzmon from the scales serves as a powerful aid when
assembling the - a;obs intended o help prepare the worker
for the targer UM task statements in appendi1 t0 vo}ume
(see mrge 1v 4 dability) are a sampling from major duties i’ three
occuparional arégi The’ msks ate drawd from the target occupation, ranging
from jobs at the GS5 emr) level to jobs two or (hree rades above that of
%the target position. If the target igb is‘ar_GS-9, the/ pool represents tasks
performed at the (,S-S to the GS 12 or GS—13 ;lhels

2. JOB DESCRIPTIONS FOR BRIDGE JOBS
A W}qud mobiiity program  prov ides emplojee,s Mt swork
cxperiem. vhich, when supplememed by ‘grammg, ",

+ who are presemly in dcad end jobs at the G S and GS+6 le
establish_bridge jobs tw allow for lateral rcassq,nment at these Yevels, We
. &Qould then, establigh higher levels of these jobs at the grade level lwhere the
" incumbent could fusé over to the target occupation. We would provide levels
beyond this only 1f the work of the support uccupation warrants a full career
to the higher grade levels. If the crossover is done to the GS-7 or GS—9
. level, the flow of e@oyees would appear as follows: * -

. -

Gs-5 Gs-7
Dead end Bridge wn Bdge .

Employees GS-5 & GS~6

. Gs-7 G549
Torgét Occupation | | Target Position

.

e

- . - - A ¢
Ya Handbook for /fﬂah;mg Jubi2U s Dcpanmcm uf Labur., Manpower Adminiscra-
" non, 1972 ° . <o
& Iufrodm ol lo Tancinal Jub Jpalyus n.\lelfma'; for Manpower Analysis #4),
ch and Wl.cy \X‘F Upohn lnsmuu tor Employment Rescarsh

. n"
A,- .
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_Te provide fopya .steady progression toward the target occupation, cach
succeeding gradé would carry an increasing number of tasks associated with
the target position so.~for example, at the GS-7 and GS-8 levels, there
would be considerable overlap between the duties of the support or bridge
job and the duties of the .targer job. . , : i

There are problems assuciated with éecxding which tasks to assign to <he
bridge jobs as contrasted to those rasks more appropriately allocazed to the, -
target posttion. At best, this 1s a difficult determination to make The dis-
cussion 1n the Posiwn Classifications Standards contrasting the work done
by a Management Aflalyst. GS-343, ind 3, Management Techniuan, GS-344,
. provides some guwidelines to ‘making hi¥ kind of determmaton "While the
guidelines -are wnitten in terms of these two occupations, they are general
_enough 'to be applied across many administrauve occupations For _bridge
purposes, it is 1mportant that we keep in -mind that there should be an
increasing overlap n Juties between the bridger and the target occupation
as the grades go up - Therefore, at the- higher grades we need be less con-
- cerned"about which tasks go”into which job. .

3. CLASSIFICATION AND QUALIFICATION STANGARDS

In most 1nstances, appropriate classification standards for the bridge jobs
are . printed 1n the Posttion Classsficatson Standurds for General Schedule
Posstsons. 1f they do not exist, assistance 1n cstablishing a classification base®
for the bridge jobs can be obtained from the Standards Division, Bureau
of Policies and Sfandards, or the appropriate Civil Service Commission
regional “office. - . ‘

Qualification standards are ‘provided in CSC Handbook X-118. From
them we must dgcide whether the standards we are considering are sufficiently
flexsble to permit moving employees into tht bridge jobs on the basis of
their potential rather than on their specialized experience. If they cannot
be moved on this basis then moutement across occupational lines becomes
extremelj restricted and the purpose of an upward mobility program is
defeated. . .

If we deaide that the nermal qualification standards in Handbook X~118
do not fit the needs of the, program, a training agreement (sce section 6 of
" this chapter) would be in ‘order. The training. agreement could provide for
qualfcation standards which would emphasize potential rather than specific
experience. - ’ ) -

. The job-element app;uach to quahﬁcanoﬁ'standards facilitates the devel-
“opment of these standards. The approach involves the idenuficatioft of the
important skills, knowledges, and abilities needed to do a job. For the pur-
poses of an upward mobility program we wbuld place the ‘emphasis on the
skills and abilitzes nceded rather than on content knowledges which wbuld
be supplied by the training plan for the program. '

The quahﬁcandn standard in Handbook X~118 for Payroll Clerk, G§-544,
provides a brief explanation and *example of a job-element qualification

”
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'stan(dard A C(‘)m,plete explanation of the job-element approach to the devel-
opment of qualification standards can be found in CSC Handbook X-118C,
Job Qualification System for Trades and Labor Qccupations.

4. SELECTION- PRoc;,Bﬁk’Es

With the quahﬁcano‘r‘l standards defined in terms of the essential abxlmes
required on the job, our next task.is to establish the procedures for selection
within the agency’s ment promotiun system. We must follow the basic
principle that each efement included in the qualification, standard 1s to be
evaluated using all atarlable mformatson. Our assessment is based on a review
of work history, education, traiming acuviues outside of jobs, supervisor’s
evaluations, interviewf appraisal, regcords of awards and honors received, test
scores if appropriate, etc. Our objective is 0 assess the level of competence
for each element regardless of where or how the competence was achieved.

One system which may be used for selection of candidates is described in
the Payroll Clerk Standard. This system, or some alternative system, may be
followed as long as it achieves the basic objective .of :denufymg those best
qualified for the position under.*consideration. -

The use of written tests in the selection process is covered in FPM Sup-,
plement 335-1, Appendix ‘A, Guidelines for Use of Written Tests. A key
" punaple governing their use is that written tests may not he used as the
“{ole means for ranking employees. Under the conditions of appendix A we,
use tests as onl) one of the factors t be considered in making. the assessment

[y
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5. TRAINING PLAN

The essence of an upward mobulity program is to equip the employee to
successfully cross over from a low-skill occupation to a high-skill occupation
with chances for further growth and development The preparation to do
this successfully comes from two sources:

~—The work experiences gdined in the bridge jobs; and
" —Training and formal schooling prowded 0] supplement the on-the-job

experience,
The total experience, v»ork and training, must, formally qualify the employee
to take on the duties of the target position. -

~

I

The training plan, therefore, becomes the vehicle by which the knowl-

edges, skills, and abulities needed to function successfully in the target position .

are explicitly spelled out and their acquisition provided for. Since the iniual

seléction emphasizes potential, the plan must insure that the employee is

provided with the subject-matter knowledges assaciated with the target position.
A basic policy question which deserves our serious consideration is the

extent to which the trainigg plan should provide the credentials (usually

academic) associated with the target occupational area. If the credentials do,

_ indeed, represent learnihg necessary to do the job, there is no_issue to resolve.

“ But more lnkely there is a grey area where tradution, acceptance by colleagues,

~, 10
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professional contacts, etc., are fhade easier |f the employee has the proper
credentials.
~ Thus, even though the formal academic degtee is not strictly required to
-do the{ job, relating the tasks to more complex functions may be difficule
withput 1t and the employee’s chances for future success in the occupation
may be limited for the lack of traditional credentials. In whatever way the
probletn 15 resolyed, “the training plan should recognize 'the advantages which
could accrue to the employee if he were given a solid academnc ‘base on ‘which
rto build as he progressed in his new occupation.

6. TRAINING AGREEMENTS WITH.
THE CIVIL SERVICE COMMISSION ;

One of the more useful tools in moving lower level employees out of dead
end jobs or across occupations into new fields Wwith advancement opportu-
nites is a training agreement with the Civil Service Commission The use
of a traning agreement 1s mandatory when training is to be substituted for
SOme portion of the qualification requirements found in £SC Handbook

(~118. Although many recent qualification standards provide greater fAexi-
bility 1n the allocauon and assignment of available talent, the decision whether
a formal training agreement is required is made by the agency. If there is
any doube about the necessity for an agreement, the question may be discussed
with, the Career Service Division, Bureau-of Recruiting and ‘Examining, or
the appropriate Civil Service Commissiog regional or area “office.

&
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\ INCE [AGENCY MANAGEMENT accepts upward mobility as a goal and
degides to apply job restructuring, there are still many obstacles that may

anise and must be dealt with. The difficulties describ@ here are drawn from
our expertencés with agencies in developing job restructuring plans Although

mn mafiy cases thege is considegable overlap, the obstacles can be divided roughly

* 1nto,two categones—those which hinder the use of job restrucmunng as 2

/
ment has tffekesd! to do or support Such a program then most obstacles can

techinique, and those which block achieving the upward “mobility goal.
Lo . -
NAGEMENT COMMITME}\[T, OR “WILLY”

the capstone of any .upward mobility effort if manage-

works wonders in getting the wheels
g smoothly. On Ahe other hand, if management lacks

will, the uniest obstacle hec 2 major problem. In upward mobility,
strong commitme especially crucial, 'since this area seems to generate
an unwarranged amount of fear and misconception. Reasons for the absence
of will are pumeroys and generally fall into the following broad categories-

'a.'Imf;f] rence. Management simply may not be interested in or convinced
of the effgctiveness of job restpucturing, or it may not see the need for pro-
viding uppvard mobility. opportunities. Jome managers may feel that the job
rests ing technique 15 merely 2 useless gimmick. For any“of these rea-
sons, management may not be willing to expend the necessary efforc -

b. Insecarsty: Some managers may see Proposals for job restructuring or '
upward mobility as a.threat. It may seem to them that the very existence

-

of such proposals 1mplies that they haye not done their job adequately Or,

L

* they may. be goncerned that they will not be able to cope pith any resulting

.

otganization change. - !
% Presusge: Top officials closely associated with a particular group mas'
ophose moving employees up through job restructuring on the grounds thic °

dould diluce the "profession” with employees who did not undergo the
samd degree of training as they did and that rhey insist is necessary Therefore,
they Yoppose job restructuring when it includes career ladders leading dir(cqily .
into the profession. They also oppose it because it tends to be associated
with selection pra'grams which emphasize the actual réquirements of the




“through a system o
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Whether ar not management is fully ,committed .to che®program can be’
detérmined early by the treatment accorded the restructu;mg gtoup. In some
casés reactions of managers may be apparent in one or a combination- of
sthese atsitudes and may need to be addressed individually. * . .
.efack of suppore may be manifested in various ways. The group has unusual
difficulty in getting daca such as staffmg charts, promouons and aceessions
lists, or job descriptions and finds it hard te obtain suitable quaters and,
equipment It has o cope with footdragging at various levels. Frequently
heard are "Its being studied,” "We mustn' ‘proceed, too hastily,” “There are
lots of problems to be worked out first,” “It’s a great idea but it won't work
in my shop/ "We tried but the Civil Service Commission won't approye
our plan.” - .
Without clear gipport from the the effore is probably doorﬁ?bd ©
failure The importance of making certain of management commitment pefore.
proceeding with bn upward mobility proj ct cannot be overemphasized.* The
removal of obstacles depends upon it.

2. MANAGE T PRACTICES INCOMPATIBLE WITH
*  UPWARD MOBKITY GOALS » -

a. Outmoded attsthdes Some managers assume that employees are moti-
vated t0 work hard hnd ‘gell only by the carrot and stick approach. In other
words, employees miist be_managed by manipulatnng and controlling them

r sanctions and rewards, They ff:l to see emp}oyees as
having striving, growth-oriemed goals of their own.

b Tradstionalism and resistance to change. Some managers feel that “the
way it has always been done” is of necessity the best way. This may include
the neglecc of planning and forecasting, faihire, 0 make good utilization of
manpower, failure to determine employee skills and potenual, failure two set
up good training programs and a failure o provide a stimulating work
environment. A* corollary of this is what is referred fo as the firefighting
style of management whereby mdnagers grasp ac temporary palliatives to
meet each crisis as it comes up. Another common manifestation of this
traditionalism Js managements overly cautious use of regulations. It tenc!s
to find in them barriers to action racher than using the flexibilines n the
Federal personnel system which pepmit them o carfy out innovative type
programs. i s

N
s

Such limited attitudes, practices, and Views of regulations pose particular
,problems both for job restructuring and for upward mobility. It cakes con-
siderable effort to sell theit ments to this kind of manager. He or she should

made to recognize the employee’s need for growth on the job, the need
for an opportunity to advance © (or at least try a hand at; work with greater
respons:b:lmes—the core of job restructuring for upwatd mobility.

c. Desire 1o retan quality employees in place. It is not hard t0 understand
why, a superyisor would be loath to give up a topnotch secretary or clerical
woi}&xeven though it blocks the employee’s development. Not only does

v v '
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the supervisor hesitate to lose an employee, but he/feels addutionally burdened
by having -to framn successors. Whether or not this practice_is conducive to,
efficient management, 1t is clearly an obstacle to upward mobility.

d. Empire bulding: This phendmenon, often a major ‘barrier to job
restructiiring, can be found not only in the, ranks of top management but
also at the level of the first-ine supervisor. Two prominent features of one
type of empire building are unwarranted grade escalation and inefficient
-work organization. A hallmark of thig.sicuation is a structure.in which pro-
fesstonals are not being utilized at their full level, in which there are deputies’
of assistants not required by the work {layering), and m which the staff |,
assumes tasks beyond the bounds of the work the unit is supposed to do—
often overlapping or duplicating another unit's work. Such a work structure
1s hard to redesign without hurting someone and the mere suggestion, of it
often, for 6bviousyf("ésor'ls, inspires fear-and hosulicy.

3. ATTITUDES TOWARD MINORITIES AND.WOMEN  + °

». Staustical data tndicates that in spite of recent impressive gairis by minor-
ities and women in obtaining employment at the middle and higher grade
levels, there still are substantial numbers remaining in low level jobs without

" being provided opportunities to develop or acquire skills to enable them to
compete for more. responsible positions. Frequently this appears to be the
resule of oy_ersighE and in some cases perhaps even apathy or an unconscious
feeling that moying munorities or women might lower the standards or
quality of work being done. Such feelings are usually not expressed in words,
but surface in the fear of overemphasis on creglentials, reludtatjce 0 use
expenence-based measurés to supplement 2 heavy reliance on written tests,
reluctance to experimengywith restructuring jobs w0 provide career ladders ot

. Paraprofessional positions, and excuses concerning tight ceilings and labor
.market conditions. Managers and personnel officials should review thtir

. opportunities for women and minorities to assure that they are systematically
provided opgortunities along with other employees to develop and urilize
their potential and to compete for more responsible assignments.

4. MISCONCEPTIONS OF JOB RESTRUCTURING AND
UPWARD MOBILITY :

P . L « .
Job, .restructuring teams may need to clear up a variety ofi misconcep-
tions about the job restructuring technique. The most prevalent are those
centering aroupd the meaning of job restructuring: ’

~

a. Confusson of job restructuring and.upward mobility: Many equate the
two (see discussion, Wby Restructure? in the introduction to this pamphlet)

b. Confusson of 10b restruciuring ‘and upgmding'. Many think that getting
their secretaries upgraded by adding a few, routine administrative duties to0 ~
their jobs 15 restructuning and upward mobility to "boot. But manipulating
the classification system to squeeze out an extra grade is not job restructuring
and it is certainly not upward mobility since it does noz lead anywhere




1
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¢ Unfounded ‘fears and expectations: }?écaqse of mis@derstandings of
whit job restructuring is some .people, often feel threatened. Others have
unrealistic expectations of what problems Job restructuring can solve and
what it was never meant w0 solve. On the i !ne hand, many employees show
considerable job .insecurity They fear that “beipg restructured” means losing
" their jobs, being downgraded or losing status, 'aid prerogatives, On the other
‘* hand, some managers think (or-hope) thqg job restructuning can solve all
of their organizational problems, especiafly_';getgng permanent slots above -
current cetlings The ensuing disabusement »z;)a) lead to Joss of interest in
the program. ’ L - '
Y d. Interpreting bridge. technician ponh% as-bermg—tlerscal in mature.
Many staff- members are unclear about .whdt.a bridge job.is or of what

technician duties consist They tend to assumé®that an 1ncumbent would be
a type of glorifiéd clerk, with duties such as Eﬁg’fm’ammg and updating files, ,
mailipg materials, recordkeeping, and general ﬁziper-v«ork mechamics. In other
words, they see the bridge job as a means to pas§,;'§ to others the more tedious
parts of their jobs rather than the means for agother employee to acquir'e,'
through ykerpeiience, the background nbecféd ta, move into the target §

position. -

« 5 /ﬁEDENTIALISM AND PROFESSIONA:-ESM'
: UNRELATED TO JOB DUTIES Y
This problem, referred to in the mtroductmn}é, one of the most pervasive

and thorny issues facing the, resujucturer.%nd 13 g:‘!’)amer to both techmque
and goal In some occupations, it can be clearly shown that special credenuals
(medical degree, teaching' licensé, engineering dég}ee, etc.) are négessary to
protect society and the individual. In others, education may be a goad way to
gam the necessary knowledges and skills, but not necessarily the only way.
Often the demand for credentials has escalated beyond the point needed to
ensure competence Overemphasis on college degrees can be a barrier 0 -
;esquc_turing jobs There are those who feel that a degree(s) is necessary
for certain occupatians and will resist any possibility of creaung bridge,
téchmician jobs which maj provide the type of learning situations which

. .will aid em;':10yees in qualifying for entry to the occupations, Many stil
interpret upward*mobulity as sending employees to schoo! to get theig creden-
tials, rather.than’ considering such techniques as job restructuring to accom-
plish this Intimately related to overemphasis on credentials 15 the problem
of professionalism Again, a certain amount, of this quality (professionalism )
“is h;-althy if it is intended to ensure high standards of performance. However,
there are work  situations in which professionalism, or more specifically,
prélessional mys'tique, moves, through such means as imposing aruficially
high requirements, to control entry into the occupation. An exaggerated form
of professionalism will present difficulties for the same reason as credentialism
#it makes for only one acceptable (and very narrow) goute 1nto the occu-

1
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pauon. Proposais that suggest a chanée,in,ﬂthis, route, such as through bridge- |
type jobs, will very likely earn the proposer -some headaches. - t

6. MINUSCULE ORGANIZATIONAL UNITS S

Fe
. . o
Someumes small units occyr natbrally in the work structure;, ffiey may

also come about in order to support higher grade levels, Sometimes they are
the resule of poor planning. “Small drganizationat GAits, such as those with
three or four higher level jobs'and some clerical support. cannot be restruc-
tured. There are simply got enough pbsitior{s. to work with.

7. DEAD END JOBS AT INTERMEDIATE LEVELS

Frequently, employees in technician ‘subprofessional jobs have no way of °
bridging 1nto the higher level ladders without fistfuls of credenuals. Such
truncated job ladders Hccur because of credentialism, preconceived notions
about nonprofessic;nals (“once a technician, always a technician™) and to the
structure of the jobs themselves. The tasks may have been arranged in such
a way that the jobshoffer no development or offer work which is qualifying
only for promots the technician series and not for the higher level series

- »
8. LOW-LEVEL WORK AT HIGH GRADES

Occasionally units may be found where the incumbents of highly graded
positions are performing chiefly clerical or other low-level dudies.” If much
of that exists, restructuring for upward mobilicy purposes is impossible with-
out some drastic prior reorganization. )

9: HEADQUARTERS OFFICES

Restructuring, jobs in the headquarters of an agency is mor difficult than
in the field or 1n the operational sectors. The principal activities of an agency's.
headquarters are setting policy and developing programs. ,This means that
most jobs are at relatively high.grade levels and that most-9f them are filled
by people with psogram experience. This makes it hard w sort out enough
tasks that are appropriate to bridge/techr;icim positiois in terms of both
dunes and gmde level.’ It ¢an be done, but some ingenuity is required of
the restructurer in order to come up with viable recommendations.

10. CEILINGS : . - .

As we mentioned before, ceilings are a hard reality that managers have
to hv? with and that the restructurer has to take into account. However, it
need r?'ogfbc,an absolute barrier, job restructuring for upward mobility can
be done within current ceiling limitations if imaginativé use is made of
ceiling allocations, turnover, and budgetary techniques.

’
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ARE THERE ANY SOLUTIONS?

MANY OF the afgremennoned ubstacles tu job restruetusmng. can be over- /¢
come or mmmized The following is intended as an aid to the restruc-*
turer so that he may avoid impussible situatins and yet be able to recognize .
problems which,can be solved. ™ '

1. INCREASING COMMITMENT -

As stated earlier, there is no substtute for will on the ;;art of manage-
ment, especially when upward mobility 1s the program objective How to get
1t 1s another questiun. _C1e;tl), if top management is definitely hostile, from*
the first, further effort 1s futde In che less clear-cut cases, the restructurer may
be able to get commutment by doing a good job of selling both the usefulness
of job-resttucturing as a method and the worthiness of upward mobility a5 "t
a'goal Components of good salesmanship include— - .‘

a. Benefirs. Potenual bencfits of yub restructuring.and of upward mobility
should be fully elaborated and :elated to the needs of the grgamization 'and
to the basic Federal commitm:nt to improve and expand upward mobility~

b. Frankness. Although the benefits of the restructuring techniques are '
many, especally “in the arca of facihiating upward mobility, they should not
be nflated, nor should false claims be made (such as immediate lowering-of*’
costs or nstantly méeting the aspirations. of all employees in.dead end jobs)
Giung the impression that job restructuring brings “manna_from heaven”
does no’one any favors. . ' .

¢. Demonstratsons. Jug as a picture is worth & thousand words, successful
‘demonstrations of festructuring for upward mobility makes one of the strongest
selling pomnes. Further, managers who are hesitant may be won over by sug-
gesung that the proposed restructuring project wself be done as 2 demon-
seration. 1f 1t works, then 1t can be made permanent and perhaps expanded;’
1f not management will have lost lictle. Also, managers may find it advan-
tageOus to0 gain 2 feputation for being innovative and for meeting their
responsibilities for improving upward mobility. ., .

In addition- to selling the manager on upward mobility the employees must
also be sold® In this connection, mahagement should realjzz the benefits of
involving’ the exclusively recognized labor ofrganization The union ¢an play
an mporeant, construcuve, and beneficial role in selling the program to
e‘mployees. Not only will this benefic the salabilicy of the idéa, but it may

Jso reduce or eliminate employee concerns that upward mobility is a threat
to their incumbency. Of course, where changes in pérsonnel policy; and prag-
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ot nceﬁrll affect (he general wo’rkrng conditions of the employees represented |
, .~ by the uniof: management must provide the union with ample 'notice of the
’. changes and consider tht union’s dur*.ments and proposals before makmg a o
. change . ! , .

« . 3

. 2. MANAGEMENT PRACTICES " . .

o " ~ P . \ ,
.. Management and supervisury ‘training ot ‘orientation’ can be provided o -
show that srandards and other regulations need npt be obstacles. Training
ag,reemen(s the reyision of exisurig standards or the development of new "
standards can avoid what s¢em to be at first glance inflexible barriers. Agency
labor-management relatans may play a significant part when planning Yor
wpward mobility thréiigh jeb testructuring The exclusively -Tecognized labor
Organization can Pra\rde beneficial input in decisions 1nvolving training and
_denufying “carcer ladder programs M{'hon),h the decisions which manage-
ment thakes in achlevmg upward mobrh;ry generally are within management s
! reserved rrghrs it shquld be r‘i:zhzed thdt the procedures utilized 1n selecting. .
trainegs and the procedurcs‘used in m’;})lemennng the program fall 1nto the »
+ area 'of maitery whlch may be subjecs to bilateral” determination with the
unign. Imolvmg the unxon, .8 the, representative of all empIO)ecs in the
recbgmzcd upit, sh0uld ‘gr\ré ‘the employtes x feeling of particapation and
. xmprme nnt 3;11) the pper‘anon of the program but also 1ts credibility.
- © Job restruZ‘mrmg, uself both :in :he smdy stage and 10 the process of
ug}ﬁlementat?on can rmprove “and modernize management It can do this
- ?“zrecd)\ bg ,facrlnatmg 4 more raponal work organization and more efficient .
‘n?(xhzauon of manﬁomer Indrrectly, it encourages Systematic planning and .
® rmrovanvé ‘inagement. . -

oND S

<

S 3..‘ORGANIZATIONALOBSTACLES o .
. ’;’ : ¥ "Bblem of dead end jobs at intermediate levels can also be handled
oL thro.ugh jOb restructuring by lioking techmcran ‘subprofessional jobs to the .

8 hrgher level ladders to form full-range career ladQers Other okgs;acles requrre

. that orher strategies be applied before any restructurmgm be done."Whese

LA wor}; units aré hopelessly tiny, 1t may be. possrble to. reorganize, small units
could be combined i into units large envugh to suppurt some bridge, technician
posttions if consolidation ; makes sensgeid térms of the work. Someumes .
K reorganization of units’Sr rcdmrrbung(of work, or both, can clear up the .
g 4 problem of low-level wofk at hl&h grades Where this is not possible, o o/

‘ wheré¢ managers are reluctanp{o‘ reOrgamze the umt or rearrange the w
the resgructuter should consrd'er whether the brldge job(s) may- fir.an. existing
séries (e g. management fechnician @udltor ). If not, 2 new one can be dével.
C “oped (e g "social science techmcran) Where program experience is absolutely
indispensible to the prmapgj otcupations, other possibilities can rnclude
developing positions’ in administrative areas’ ‘(budget,. persormel procure-
ment, etc ) and setting up tfaining plans that ,Rrovide, fot program experience
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in the field or outside the agency. The latter has been made far easier since
the 3dvent of the Intergovernmental- Personnel Act.!

, . ¢ ; ,
4. ATTITUDINAL BARRIERS, o

The only way to get around most obstacles of “this sort is through com-
mitment from the top, that 1s,’a clear knowledge.on the par of all concerned
that top management fequyres full cooperanon Demonstrations, whether they
e drawn from anotherzOrganization’s cxperignce or from the restructuring,
;%ka wself, do prowide a good tool for convincing people that upward
mobiiy opportumities for employees who lack credencials or are minority
group members will not lead to the imminent collapse of the organization.”

Miscongeptions can be deale with simply by making sufe that the purpose
and the methodology of the project 1s clear to all concerned from the outset
This 1s most eﬁec‘nve.m‘v\ ritten form for dxsmpuno}ig Job restructuring should
be defined and differentiated from upward mobilit}“ér}d' upgrading. The pur- -
pose of the project should be stated in such a wiy as ROt Y0 éinforce feelings
of job 'nnseqmnrc} not to generate great hopes for a staff ingrease Bridge or
technician pOsiions should be defined clearly as not Being ¢lerical Inevitably,

. some musconceptions will persist anyway. But,”if the above is. spelled out

from the start, a great many misunderstandings will ‘be avoided, and much
ume wil be §aved. - -2 L
Further assistance 1n the application of job restructuring techniques to che
development of upward mobility programs may be obtaned by contacting’
Chief, Upward Mobility Section . ‘
"Office of Federal Equal Employment Oppostunity Nt .
. US. Civl Service Commission - N
v Washingron, D.C. 20415 .. .
. Telephone: (202) 632:2793 _ '

. . - - P

t For more tnformation about the provisions of the act, contact the’ Office of the
Director, Bureau of Intergovernmental Personnel Programs, US Civil Service Com-

misston. of the nearest CSC regonal officé -
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