Position Classification and Automation ToolsModule for New Supervisor’s Course

Lesson Plan 

(Revised 02/26/2004)

Schedule:         Day 1, 1045-1600 

Overview:  This module is highly interactive.  Managers will go to the internet throughout the session to learn more about what is available on CPOL, where to find OPM standards and guides, how to use FASCLASS and how to use ART to manage your workforce.  As you, the instructor, cover the material, you are expected to continuously access the internet demonstrating for the manager the ease in using the systems and what can be found/done via Army’s tools.

Instructor Preparation:  This module provides a basic overview of classification as well as covering serveral of the automation tools available for a manager’s use.  Since you will be expected to be conversant in many classification concepts and automation, the following guidance is recommend to prepare you for the class:

Classification concepts: go to CHRA’s TMD Distance Learning site – 

http://www.cpocma.army.mil/TMD/cpoc_dl.htm, choose Basic Classification


Organization Design – at same link, choose Organization and Job Design 

Handbook and/or Intro to Organization Design and/or Job Design


FLSA
at same link, choose FLSA 


ART – go to CHRA DCPDS Training Page at http://www.cpocma.army.mil/mdcpds/, choose ART User’s Guide and/or “How To” Movies, then “ART Logon.” YOU must have an active ART user id and password in order to describe and demonstrate ART to new supervisors.  Note: the screen cam was created in 2001 so a few of the terms, i.e., CPOCMA vice CHRA, Modern DCPDS vice DCPDS are out-of-date, but it is accurate for introductory purposes.  IF ART is inaccessible during the class, you could show the ART screen cam in lieu of ART but this is not preferable to a live demo. 


Gatekeeper – also at the CHRA DCPDS Training Page at 

http://www.cpocma.army.mil/mdcpds/, choose “How To” Movies, “Gatekeeper”.  Just like the ART screen cam, some of the screens have changed since this was done, but the information is accurate for your purpose. As with ART, if you cannot access the live system during the class, you could show the Gatekeeper screen cam but this is not preferable to a live demo.  


CPOL – go to www.cpol.army.mil and review EACH of the links


FASCLASS - go to CHRA DCPDS Training Page at http://www.cpocma.army.mil/mdcpds/, choose “How To” Movies, FASCLASS. There are three FASCLASS screen cams to choose from, the first entitled “FASCLASS(movie 1)” is the one you will use in the class.  


AKO -  You should have an active AKO account as ALL Army employees, civilian and military are required to have one.  An AKO account is required of all managers who plan to submit RPAs.  

Prerequisites for Students:  None. For classification, this may the new manager’s first exposure to the concepts.  For automation tools, especially ART, it is expected that the manager already has ART, DCPDS and FASCLASS experience and access.  In reality, many in your class will have never touched any of these tools so you will be providing a first exposure to everything!

Visual Aids:    Powerpoint slides and projection system; PC to demonstrate websites.

                        All participants should have PCs to complete web exercises (FASCLASS, 

                        PD Library, OPM.GOV); Easel and butcher block & felt pens

Exercise Materials:  Included in the book are three pages for the class exercise on “Camp Swampy” - 

Time:              Approximately 5 hours, 1045-1630, including exercises.

Breaks:  Use your best judgment.  Your session starts before lunch and goes to the end of the class day.  The lunch break should be for one hour only.  As a general rule, provide at least two 10-minute breaks during the afternoon session.  You can always combine breaks with exercise time/group work.  This is a very interactive session so it should keep the students interested and participating throughout the afternoon.

Location:   Computer classroom.  Ideally, every student should have their own computer or be able to “buddy-up” with another student, if necessary.  

Tip:                 Make sure Powerpoint file and Internet are opened before you 

                        start.  Then “toggle” back and forth throughout the lesson.

Time
Lesson/Activity
Cues

5 min
1.Introduction. Introduce yourself to the class. Explain purpose of this module and learning objectives. State that this module is expected to last about five hours and includes a hands-on exploration of CPOL, ART and FASCLASS as well as the basic concepts of classification.  Mention that the standard Army workshop for DCA supervisors lasts one day (just the classification portion, not the tools.).  
Slide #1-3

20 Min
2. Classification Lesson Part 1: Organizational Framework.  State that individual positions are classified or filled in the context of a broader organization.  Each supervisor needs to understand the structure of the parent organization.
Slide #4


3. Pose question:  “What principles should managers consider when reviewing the organizational structure? “ Note responses on butcher block.
Easel


4. Show answer—typical design principles.  State that these are covered in two online courses (organizational design and job design) found at the TMD distance learning website. 
Slide #5


5.  EXERCISE ONE (USING CPOL) - Training sources off CPOL - 

1. Take students to cpol.army.mil

2. Training

3. CHRA TMD

4. CPOC Distance Learning

Computer-based training (CBTs) on Organizational Design, Job Design, Delegated Classification Authority, etc.

Point out:

    The Training selection contains various training-related links and resources, including ACTEDS plans, leader and SES development, training tools (e.g., a training survey).
Computer screen


6.  Remind class that the Directorate of Resource Management is responsible for organizational design advice.  CPACs and CPOCs deal only with HR issues or how to handle individual jobs/employees.
Slide #6


7.  Point out the principles of Economy & Efficiency endorsed by HQDA for Delegation of Classification Authority.
Slide #7

15 Min
8.  Classification Lesson Part 2: Overview of Classification. Contrast CPOC and CPAC roles for classification.  Most classification expertise is found at the CPOC.
Slide #8


9.   State that the classification process really focuses on just a handful of specific determinations.
Slide #9


10.  Army policy is to delegate classification to supervisors or managers. 
Slide #10


11.  SECOND INTERNET EXERCISE ON CPOL

1. Direct students to www.cpol.army.mil

2. Click on Library (references) Hold your mouse over the link
3. Point out:

    - Modernization - contains technical info related to DCPDS and other automated guidelines

    - Policy and Guidance Library:

          *  DA includes regs, bulletins, other ref materials

          *  DOD includes JTR and per diem info

          *  OPM includes links to class/qual stds

          *  PERMISS - will cover shortly

          *  Specialized refs: DCIPS, NAF, SES, USAPA (Army Pub Agcy)

4.  Direct students to two specific Classification sites on the library

   - Library - General Info - CHR IDEF

   - Library - Position Classification  - Memorandums - DCA

(You do not have to OPEN these individual links, only highlight & explain use.)

**********Return to your slides.****
Computer screen


12. Remind the supervisors that there is a statutory basis for the General Schedule/FWS.  When supervisors misclassify positions, it isn’t just a regulatory violation--it is a violation of Federal Law.  Classifiers aren’t “police”, but they try to help supervisors stay out of trouble.


Slide #11

20 Min

(includes 10 min FASCLASS screen cam)
13. After this slide, again go to web for the THIRD EXERCISE ON CPOL (20-min exercise includes 10-min screen cam)
Army has several automation tools.specifically to help you with classification.  The most important Army tool is: FASCLASS/PD Library:  Have class follow along on their computers (if available).  1.  Direct students to www.cpol.army.mil

2. Click on Tools, FASCLASS.  Assess how many have used/logged in to FASCLASS prior to class. If majority have not logged in, show the 10 minute screen cam.  Let students know that a later class exercise will require them to log into FASCLASS and use search feature to find a PD.  This quick activity just shows them how to get to FASCLASS.

3. Go back to CPOL and hold mouse over Tools again. Point out:

    - Admin Tools - used by CPOC/CPAC staff - requires additional passwords

    - Army Regional Tools (ART) - will go over later in more depth

    - Automation tools - either already covered or will cover under other links

    - PERMISS - contains lots of useful info about a wide variety of topics of interest to supervisors - * caution - not always 100% up-to-date.                                                                     4. Click on Master List of PERMISS Articles, point out some selections, look under selections for “Letters” - boilerplate letters for various situations. Point out PERMISS Search engine, look up ‘FLSA’. Click on FLSA article under Position Management and Classification.

- remaining links mostly for use by HR to assist managers in forecasting needs

NOTE: don’t leave internet site - used for next part of training! 
Computer screen


11. You should have already addressed some of these link on earlier slides. You really don’t need to “show” this slide. This pages serves to provide a written copy of the web page for the student.

FOURTH CPOL EXERCISE - Since you’ve covered portions of CPOL already, now address some of the other portions managers should know.

Employment - Hold your mouse over the “Employment”  selection.  Point out:            Employment section is of interest to job seekers (both inside and outside of Army), providing info about resumes, status of job applications,  etc.

    -  Army’s Vacancy Announcements - refer your employees here for job-searching assistance

    - Army Resume Builder allows candidates to create their own resume

    -  ANSWER – resume info for job seekers

    - Centralized job kit provides “how-to” information
    - RESUMIX FAQs - Frequently Asked Questions

    - Links to other government job sites

Links -  Hold your mouse over the “Links” selection.  Point out: 

     - ABC-C – provides access to TSP, FEHB, etc.    

    - First Gov – access all government sites  

    - Regional homepages, including CHRA

Other Links – Point to the OPM, First Gov, and Top Army Links selections on the main menu.  OPM’s website is first place official pay tables are posted. It is also the site for classifying pds. You will take students there shortly.

AKO – Click on AKO button, and log in.  This is the “Army Portal.” In the near future, AKO will provide one login access to many Army (and HR) applications. ALL Army employees should have AKO user ID & password.  (Needed for Gatekeeper!) Ask class if everyone has a user id.  .
Slide # 12/ Computer screen


12.  Lecture continued. Emphasize, after briefly showing FASCLASS, that most personnel actions can be processed with existing PDs.

Be sure to remind managers that the existence of a PD is in FASCLASS does NOT mean it is classified accurately NOR that it is appropriate for your organization.  For example, a General Supply Specialist overseeing movement of weapon systems for the Army Material Command at the MACOM level may do similar duties to your employee who oversees movement of electrical equipment at your activity, but the scope and effect, knowledge required and complexity is very different.  The PD may be appropriate for use at AMC HQ, but it is not appropriate for your organization.  Your CPOC Classifier is expected to review the PD, verifying the appropriateness for your organization.

Advisories: One advisory per case - this means that for each RPA sent to the CPOC, the CPOC will review the submitted PD, if they (the CPOC) write an advisory, you (the manager) have three options - accept it, override it (IF you have DCA authority) or close the RPA.  The CPOC will not accept a second, third, fourth PD using the same RPA.  You will have to submit a new RPA.

May wish to refer to Business Process Maps (and 20-day requirement for class review and manager response.)  The BPMs can be found at cpol, library, general info, business process maps.


Slide #13

20 min
14.  Show the hierarchy of HR regulations.  Although HR specialists are experts on these, supervisors need to remember that the laws and regs must be followed.  Point out labor agreement when unions are involved.
Slide #14


15.  The concept of “major duty” is important, as well as “grade-controlling duty”.  
Slide #15/16


16.  Returning to the classification process, the first decision a supervisor or classifier must make is pay ystem.
Slide #17


17.  Quickly minimize Powerpoint and show the OPM link at CPOL.  Use Quick Index to locate classification publications.  Point out the Occupational Handbook and the links to classification standards. 

Fifth internet activity:

Ask supervisors to locate http://www.opm.gov

Walk them through how to find classification standards:

(1) quick index

(2) classification

(3) GS documents

(4) position classification standards vs. functional standards [Explain them.]

Note: You may want to point out the Handbook of Occupational Groups and Families.  NSPS will fundamentally change the use of OPM stds and guides.  Managers will still be required to comply with OPM series and authorized titles, but they will no longer use these for “grading” the position.  In the meantime, they need to follow OPM rules and regs.  (You should anticipate NSPS to start occurring in late 2004-early 2005- earliest estimate.)
Computer Screent


18.  State that classification is less confusing if supervisors learn PATCO.  The type of career path drives the probable grade levels for the work.  Contrast 1-grade interval work with 2-grade interval work.
Slide #18


19. State that once the pay plan and type of work is identified, the selection of occupation is not so hard.
Slide #19


20.  The typical grade level that is appropriate for a position will depend upon the career path, major duties, and the grade-controlling classification standard.  
Slide #20


21.  Emphasize that Army’s policy is that supervisors will NOT write new PDs.  Instead, supervisors will select PDs from database and “tweak” them as needed.

Mention the 4 typical PD formats.

Follow with “PD tips”.
Slide #22

Slide #23

15 Min
22. Classification Lesson Part 3:  Fair Labor Standards Act.

Point out that Federal employees are either Exempt or Nonexempt.  This determination affects overtime calculations:

(1) Determining what is credited as “work”

(2) Determining the rate of compensation (Exempt employees OT pay is the greater of (1) one and one-half times the minimum hourly rate of basic pay for GS-10 (including any applicable special salary rate, locality rate of pay, or special pay adjustment for law enforcement officers), or (2) the employee's own hourly rate of basic pay (including any applicable special salary rate, locality rate of pay, or special pay adjustment for law enforcement officers). – effective 24 Nov 2003.
Slide #24


23. There is a foreign exemption.  (Skip in CONUS)
Slide #25


24. As mentioned, FLSA affects overtime entitlements of employees.
Slide #26


25.  Suffer or Permit is a key concept.  Any work a Nonexempt employee performs must be compensated.  You can’t let nonexempt employees work “love time”.

Labor unions and attorneys will get you every time!
Slide #27


26.  Point out employees who are typically nonexempt. Remind class that the CPOC makes FLSA determinations.  The supervisor applies them.
Slide #28


27.  There is a general complaint process—employee asks chain of command, employee uses Negotiated Grievance Process (if applicable), or employee goes to OPM (if no NGS). [Perhaps mention the new Army claims process, if it has been approved.]
Slide #29


28.  Ask for questions.   Then transition to exercise.
Slide #30

35-45  Min
29.  Classification Lesson Part 4:  Exercise on Position Descriptions

(3) Assign each pair of students a job on the TDA to review.  Class must use PDL or FASCLASS to locate PD, review it, think about changes, and record job number or print PD (the PD will be needed for exercises during the Staffing lesson).  You should quickly go over the search feature in FASCLASS if students have never used it.

(4) Class should take 10 min break during exercise.

(3) State time to reassemble for debriefing.
Binder Handout Camp Southbridge

15 Min
30.  Classification Lesson Part 5:  Debrief Exercise.  Have each pair report the job number they selected and any issues encountered (some participants may have decided to fill job at a lower level with promotion potential).  Record PD # on easel.
Easel

5 Min
31.  Summarize and ask for questions.  Then brief students on what to expect for next day – Staffing, RPA Overview and Gatekeeper.


Instructor Preparation:

