                                                     Chapter 1

                                          Getting Started

Overview

                   ________________________________________________________________

Introduction
This chapter provides a skill assessment and explains how to use this 

                         book.



____________________________________________________________

Learning Objectives
Without references participants will:


Briefly define the term organizational design

Briefly define the term job design

· Briefly define the term most efficient organization (MEO)


Correctly list at least 4 organizational design questions

Briefly explain the premise for organizational design
With references participants will:


Complete the enclosed skill assessment 
Correctly identify at least 3 steps in using this textbook

___________________________________________________________

Study Tip
Each chapter in this textbook contains learning objectives.  After you read each chapter, review the learning objectives.  Practical exercises are provided in the appendix.



____________________________________________________________

In this Chapter
This chapter includes the topics listed below.

                                 Topic
See Page

Definitions
1-2

Organizational Design Questions
1-3

The Premise of Organizational Design
1-4

Skill Assessment
1-5

Skill Assessment Guide
1-6

How to Use this Textbook
1-7

_______________________________________________________________________

Definitions



_______________________________________________________________________

Introduction
This map defines the terms organizational design, job design, and most efficient organization (MEO).



____________________________________________________________

Organizational Design
Organizational design is the creation, improvement, or reengineering of the structures, management processes, and support systems used to direct an organization.  Thus, it includes:


technical design and

social system design

____________________________________________________________

Three Aspects
According to Rummler and Brache, organizational design occurs at many levels and can be viewed as containing three aspects:


macro-structure

operating structure

micro-structure



____________________________________________________________

Job Design
Job design is sometimes confused with organizational design.   Actually, Job design is part of an organization’s micro-structure.  For more information on job design, see Chapter 6.



____________________________________________________________
Design Principles
Design principles include organizational and job design, which are explained throughout this textbook. These principles maximize human resource contributions to organizational performance.



_______________________________________________________________________

Most Efficient Organization (MEO)
The MEO is the least expensive organization, long-term, that performs all of the tasks in the Performance Work Statement at the required level of quality.  It typically has fewer positions, lower personnel costs, better work processes, and equal or better work quality than the existing organization.  In colloquial terms the MEO is “lean and mean”.



____________________________________________________________

Organizational Design Questions



____________________________________________________________

Introduction
This map describes the key questions which govern design processes.



____________________________________________________________

Key Questions
The organizational design process can be understood by answering the following questions:


Why is it necessary for organizations to restructure?

What are the goals of organizational design?

What are the key organizational design principles?

What are the typical patterns for organizing the work?

What are the recommended organizational design steps? (with or without an A-76 study)

How is job design linked to organizational design?



                   ___________________________________________________________
In this Text
This table below shows where these design questions are considered.

                                      Topic
See Page

Why restructure?  (The premise of organizational design)
1-5

What are the goals of organizational design?
3-3

What are the key organizational design principles?
4-3

What are the typical patterns for organizing work?
5-3

How is job design linked to organizational design?
6-12

What are the recommended organizational design steps?
7-4

                       _________________________________________________________

The Premise of Organizational Design




____________________________________________________________

Introduction
This map explains why organizations restructure—the premise of design.




____________________________________________________________

Premise
The premise of organizational design is that performance must be improved.  Further, organizational performance will improve only when:

· employees perform a greater proportion of value-added work, and
· the efforts of all employees are properly aligned.

                   ___________________________________________________________

Types of Work
According to Timothy Fuller, reducing organizational complexity involves examining the several types of work performed by employees.  For example, employees spend time:


Not working

Performing unnecessary work

Performing necessary work which does not add value

Performing rework

Performing value-added work

                    __________________________________________________________

The Challenge
Value-added work in many organizations is too low.  For some organizations, it is less than 25%.  

Because of employee vacations, illnesses, time spent in training, and time spent waiting for work, the highest theoretical value is about 75-80%.  

The challenge for most organizations is to increase value-added work to at least 50% for each employee, aligned across all organizational units.

                    __________________________________________________________
Summary
The premise of organizational design is that organizational performance can be improved only when employees perform a greater proportion of value-added work.  In competitive sourcing (A-76) studies the numbers of employees assigned to an organization are significantly reduced, so the effectiveness of the remaining employees must be increased in order to perform the tasks in the Performance Work Statement to an acceptable level of quality.

                    __________________________________________________________

Skill Assessment



____________________________________________________________
Introduction
The reader is invited to complete this skill assessment.



___________________________________________________________

List of Skills
For each skill, determine your level of proficiency.  Consider using this text to improve your performance on the skills marked at a low level.

Skill/Task
Not Skilled
Somewhat Skilled
Very Skilled

1.   Obtaining information from organizational records.




2.   Interviewing employees.




3.   Planning and conducting management studies.




4.   Calculating supervisory ratios.




5.   Preparing organizational charts.




6.   Mapping work flow.




7.   Describing core work.




8.   Identifying value-added work.




9.   Comparing alternative designs.




10. Detecting design flaws.




11. Selecting patterns of departmentation.




12. Explaining reengineering.




13. Explaining the management of organizational change.




14. Using organizational assessments.




15. Explaining the concept of team-based design.




16. Developing  responsibility charts.




17. Creating alternative designs.




18. Dividing grade-controlling work among positions.




19. Providing job design advice.




20. Determining optimum skill mix, including bridge positions.




21. Providing HR advice for A-76 studies.




                   ___________________________________________________________

Skill Assessment Guide



___________________________________________________________

Introduction
This map links the skills in the assessment to the appropriate text chapter.

                         ___________________________________________________________

Table

The table below lists the appropriate chapter for each skill you wish to 

                         learn.

      Skill
                           Textbook Chapters

       1-2
These skills are not directly covered in this text.  These skills are taught in basic position classification.

         3
· Chapter 3, Goals of Organizational Design and 

· Chapter 11, Management Studies

       4-5
· Chapter 4, Principles of Organizational Design, and 

· Chapter 15, Organization Charts

       6-8
· Chapter 2, Value-Added Work and 

· Chapter 8, Process Analysis

      9-10
· Chapter 4, Principles of Organizational Design and 

· Chapter 16, Evaluating Alternative Structures

        11
· Chapter 4, Principles of Organizational Design and 

· Chapter 5, Patterns of Departmentation

        12
Chapter 13, Reengineering

      13-14
Chapter 12, Managing Change

      15-16
Chapter 9, Designing Team-Based Organizations

        17
· Chapter 4, Principles of Organizational Design, 

· Chapter 7, Steps in Organizational Design, and 

· Chapter 10, Developing Alternative Structures

       18-19
· Chapter 2, Value-Added Work and 

· Chapter 6, Job Design

         20
Practice is provided in the exercises located in Part IV.  Consider the organizational design principles in Chapter 4 and job design principles in Chapter 6.  But in the end, you just use sound judgment after gathering information through management studies!

21
Chapter 14, Overview of A-76, and practical exercises provide advisory opportunities.

                     __________________________________________________________

How to Use This Textbook



____________________________________________________________

Introduction
This map explains the procedure for using this textbook.



____________________________________________________________

Procedure
The table below lists the recommended steps for using this textbook.

     Step
                                    Action

        1
Review Chapter 1 and complete the skill assessment.

        2
Based on the skills you wish to learn, select the first chapter from the textbook.

        3
Review the learning objectives for the first chapter you selected.

        4
Read the information maps that explain the skills you wish to learn.

        5
When you complete your reading, review the learning objectives again.

        6
When you can respond correctly to each objective, continue to the next skill.   See step 2.

        7
To practice your position management skills, complete the exercises in Part V.  Discuss them with co-workers, your supervisor, or the text author.  You may reach the text author at:  (410) 306-1711, DSN 458-1711 or by e-mail at: steve.matthews@cpocma.army.mil



____________________________________________________________

(notes)
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