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SUBARTICLE 2.  THE CLASSIFICATION PROCESS

2-1.  Writing Positions/Job Descriptions (PDs/JDs)
 

a.  What's in a PD/JD? 

 


(1) Position descriptions (PDs) cover General Schedule (GS) positions, and job descriptions (JDs) cover Federal Wage System (FWS) positions.  Both PDs and JDs consist of two basic parts: a written record of the major duties and responsibilities, and a signed, certified, and dated cover sheet, Optional Form 8 (OF-8).

 


(2) Both are the official record of the duties and responsibilities (including percentages of time) assigned to a position by the responsible authority.

 


(3) Both should also contain other information: the primary purpose of the position, its location in the activity, the kind and degree of supervisory and subordinate relationships, physical and environmental conditions, if applicable, qualification requirements, and other significant and pertinent information as appropriate.

 

b.  What are PDs/JDs for?  PDs/JDs are the primary source of information used to determine pay category, series, title, and grade level.

 


(1) They should report the "major" duties of the position, i.e., those which occupy ten percent or more of the employee's time, or which affect the qualifications required for employment in the position.

 


(2) "Minor duties," those which occupy less than ten percent of the employee's time or do not affect the qualifications required for employment in the position, should not be reported.  A PD/JD summarizes duties and responsibilities; it does not spell them out in operating detail.

 

c.  Who assigns Duties?  Line management is fully and exclusively responsible for deciding what the duties and responsibilities of each position will be.  The PD/JD is in no way a promise to the employee that his duties and responsibilities will remain unchanged.  Line management may add, remove, or change assignments at any time.  Descriptions do not control or limit assignments; instead, they record the current assignments and the organizational design of positions.  Since management controls the assignments and the description is a record of those assignments, an employee (including supervisors) cannot refuse to do what is reasonably assigned just because it is not described in the current description.  Due to the possible impact of adding duties or responsibilities to or removing them from a position, the classification standards should be reviewed and/or the servicing specialist should be consulted when such a change is being considered.

 

d.  Who writes PDs/JDs?  The individual primarily responsible for writing or updating/ amending PDs/JDs is the immediate supervisor.  The HRO classifier can provide advice and help, if necessary.  Help is also often available from a higher-level supervisor, the employee himself, a subject matter specialist, someone else who is well acquainted with the position, or any combination of these.  A computer program called COREDOC can also help in preparing generic PDs/JDs.  The Staffing/Classification Department at the HRO can assist in coordinating  the installation of COREDOC on computers in each activity, if requested.

 

e.  What does an adequate PD/JD look like?  The official taking classification action on a particular position is responsible for determining the adequacy of its description.  A position description is adequate when:

 


(1) It describes the major duties, responsibilities, and supervisory relationships of the position with sufficient completeness and clarity to permit its proper classification by published classification standards and precedent decisions.

 


(2) It is understandable and not misleading to persons unfamiliar with the work of the position or unit.

 


(3) It is arranged in prescribed format.

 


(4) It is reasonably brief and contains only necessary details.

 

f.  Basic Instructions for Writing PDs/JDs

 


(1) The classification official is responsible for determining, by reference to classification standards and governing regulations, what information the description or amendment must contain.  The supervisor is responsible for obtaining this information and presenting it in usable form.  Regardless of who has written a PD/JD, the immediate supervisor will review it for adequacy of information, clarity, and accuracy.  Every attempt should be made to reach a clear understanding with the employee as to what the position's duties and responsibilities are.

 


(2) Non-supervisory GS PDs should be written in the Factor Evaluation System (FES) format.  This format requires specific information covering nine different factors.  The factors and sub-factors of the FES format are explained in Appendix B.

 


(3) Supervisory GS PDs should also be written in the FES format if they are assigned any non-supervisory duties.  A supervisory GS position description should also contain a paragraph which describes the supervisory duties performed, the series, grades, and numbers of the subordinate employees, and the scope of the program or program segment supervised.

 


(4) Instructions for preparing FWS JDs are contained in Appendix C.

 


(5) No PD/JD shall be rewritten or amended merely to rephrase it, or to attempt to obtain a different classification for the same major duties and responsibilities.  It is both pointless and costly to rewrite or amend the description of a position when major duties or responsibilities have not changed significantly, in the hope of changing its classification.

 


(6) Additional information on writing PDs/JDs can be obtained from the servicing HRO specialist.

 

g.  Why is a PD/JD Cover Sheet (O F-8) important?

 


(1) A properly completed and certified OF-8 must be submitted with each PD/JD and routed via appropriate management channels for classification action.  Instructions for completing the cover sheet can be found on the back of the OF-8.

 


(2) By the signature on the OF-8, the immediate supervisor certifies that the description is current, and accurately describes the duties and responsibilities of the position.  This certification is important because the PD/JD is used for statutory purposes concerning appointment of employees for payment with public funds.  False or misleading statements are violations of applicable Federal laws and regulations.  All other levels of supervision which propose or approve official statements of duties and responsibilities are also certifying that they are accurate.

2-2.  Classification, Distribution, and Discussion of PDs/JDs
 

a.  Before an employee can be hired or assigned to a position, that position must be established, certified and classified.  Classification of the position may, at the discretion of the head of the activity, be accomplished by designated line managers or by position classification specialists, as explained in SUBARTICLE 1-2b.  Once the position has been classified, the original PD/JD must be forwarded to HRO for MTP or maintained by HRSC for Non-MTP.

 

b.  Each employee will receive a copy of his/her description from their activity, showing the pay category, title, series, and grade to which the position is classified.  The HRO for MTP or HRSC for Non-MTP will keep the original copy of all PDs/JDs.  Reference copies should be maintained by the activities.

 

c.  Any employee or their supervisor may review any classification standard at any time. The classifying official or an HRO Specialist, upon request, will also interpret and explain standards as they pertain to the requesting employee's position.  All other regulations and publications in HRO about classification actions are available and will be interpreted upon request.

 

d.  All employees have the right to discuss their PD/JD with the management official who classified their position.  Employees will be granted reasonable time from their regular duties for these discussions.

 

e.  An employee cannot discuss a position other than their own unless they are either (1) the supervisor of the position in question or (2) an authorized representative of an employee who has filed a classification appeal.

2-3.  Position Management Guidance

a.  Considerations in Billet/Position Structuring




(1) General.  The material below presents some items to consider when designing organizational/position structures and/or when performing a Position Management (PM) evaluation.  




(2) Objective.  In establishing a new structure or altering an existing structure, one should be selected that provides the framework for accomplishing the assigned mission, plus anticipated contingencies, at the lowest payroll cost consistent with the guidelines listed below.  These guidelines are inter-related but may not be mutually consistent in individual situations.  The goal should be the achievement of an optimum balance in the structure selected.





(a) Supervisors and managers should plan effective utilization of manpower and resources so that the hierarchy of structure is as simple as possible, and free from excessive layering.  Achievement of the employee to supervisor ratios recommended by the National Performance Review Board should be a constant position management goal of the activity.  Additional supervision required because of an inexperienced staff or a new mission should be identified and earmarked for periodic review to determine whether the need continues to exist.  It should be remembered that a supervisor's knowledge, skills, and abilities have to be acquired and demonstrated whether a supervisor has only a few or a large number of subordinates.





(b) There should be a balanced proportion of senior, journeyman, assistant, and clerical support positions.  This proportion should be one closely related to the frequency with which tasks calling for skills of each type occur in the organization's normal workload.





(c) There should be a reasonable relationship between the numbers of trainees and the estimated replacement needs for journeyman and seniors.  In setting this relationship, predictable retirements, resignations and transfers, loss of experience, expansion needs, the availability of trained replacements in the labor market, and the training time required to achieve journeyman and senior performance should be taken into account.





(d) There should be clear delineation of work assignments and job-to-job relationships.  Overlaps, conflicts, unnecessary organizational fragmentation, and ambiguities should be avoided.  Duties assigned to positions should be consistent with the mission assigned to the organization.





(e) There should be sufficient job interest in individual positions to attract, retain, and motivate employees in the needed level of competence.  There should be enough challenge, variety, and responsibility to attract and hold competent technical and administrative personnel and enough opportunity to attract employees at the normal entry levels.





(f) There should be a sound use of grade levels.  The average grade in an organization should be consistent with the normal tasks performed by its employees.  An inquiry should be made when the average grade or the proportion of high-level positions is found to be significantly different from that in organizations having similar missions.  The long-range goal should be, unless special factors are present (e.g., automation of the work), to lower rather than to increase the average grade.




(3) Noncompetitive Promotion Considerations




(a) It is the HRO policy that promotions occur through competition whenever possible.  Therefore, care must be exercised when assigning higher-level duties to an existing position.  New duties should be assigned to an existing position of compatible grade whenever possible.  The assignment of professional analyst (two-grade-interval) responsibilities to an assistant (one-grade-interval) position should always be avoided except in the most unusual circumstances.  Exceptions must be fully justified in the PM documentation.





(b) All assignments of additional duties to an existing position that may result in an accretion-of-duty promotion have been approved.





(c) Noncompetitive promotions will be processed only when the following conditions accretion-of-duty (AOD) criteria are met:






1 The major duties of the employee's old position are absorbed into the new position, and the former is canceled.






2 The new position has no known promotion potential.  For example, promotion potential would be considered evident when:

 




 a.  The promotion is into a series in which the "journeyman-level" grade is considered to be a grade that is higher than the new position's grade or,

 





 b.  All other full-performance positions in the same series in the organizational entity are classified at a grade that is higher than the grade of the new position.






3.  The additional duties do not adversely affect another encumbered position.





(d) A promotion from a non-supervisory position to a supervisory position is not appropriate for noncompetitive promotion based on accretion criteria.





(e) All new or higher-graded work will be reviewed by the organization's PM Board/Officer prior to being assigned to individual(s) on a permanent basis.




(4) Need to Consider Alternatives.  Before a particular structure is decided upon, alternative structures should be considered (e.g., structures in use in similar organizations, structures proposed as improvements by local line of staff personnel, or structures suggested by higher echelons.  Continuation of the present structure should be one of the alternatives considered.  The PM Board will review all proposed reorganization plans prior to implementation.




(5) Preventive versus Corrective Action.  In addition to resolving position management problems which have been built into an organization over a long period of time, continuing attention should be given to the prevention of actions which are expedient but tend to be detrimental in light of management's long-range needs (e.g., inefficient or uneconomical realignment of duties in order to create a higher-level position for an employee who has another job offer, establishing an assistant position to "prop up" a weak supervisory position; or abolishing an undue number of supporting positions in a reduction in force in order to retain as many "journeymen" as possible in the resulting organization.)




(6) Transition Procedures




(a) It should be recognized that a sudden shift to a new position structure tends to be disruptive.  In addition, desirable actions frequently involve consequential or corollary actions that may not be timely.  It is therefore important a procedure be followed that provides for a planned transition.





(b) Desirable structures should be effected promptly unless a hardship to operations will result.  Positions which should be eliminated or changed to fit into such structures, but which cannot be so treated without unacceptable hardship to operations, should be retained until they become vacant.  At that time, they should be eliminated or replaced by positions designed for the new structures.




(7) Commitment to Employees.  Supervisors and managers must not make real or implied promises to employees when positions are being revised that involve potential grade reclassification.  To do so could lead to broken promises, hurt employee morale, and result in grievances or complaints.

 

b.  Disestablishing Vacant Positions.  A vacant position should be disestablished if:




(1) It is above the normal working level for the unit and can be performed by the existing higher-level employees or the supervisor.




(2) It is one of several positions at the normal working level, and the other employee can perform its principal duties if they are relieved of lower level duties.




(3) The workload of the organization has been reduced in volume by an amount approximately equal to the workload of the position.




(4) Other employees who have the necessary qualifications, without undue detriment to their other work can perform the work of the position.

 

c.  PM Analysis.  After all the above factors have been considered and the position description has been completed, a final PM analysis will be submitted as follows:




(1) The supervisor for all new or changed position descriptions performs a PM analysis and evaluation process.  The purpose of this process is to formally review factors that change the organization structure and position descriptions.  Documentation of the evaluation process will be submitted to the Activity PM Officer/Board for review, and should specifically address the following:





(a) Rationale for Established New or Revised Position.  A new position is generally established when a technical or managerial change occurs in the organization that triggers the need for a new skill or a new/revised position.  This usually occurs when new or different equipment is purchased, new tasking is received, or when changes occur through reorganization.  Additionally, a position may be revised because duties and responsibilities have been taken away from the position and the PD/JD does not now accurately describe the position.





(b) Significant Changes.  Since the PD is made up of two major sections, i.e., Major Duties, and the Nine Factors, the significant changes that effect these should be clearly outlined.  This will assist in the classification process.  When showing changes in the factors, address the first six factors and show clearly what changes occurred in each.





(c) Source of New Duties and Responsibilities.  Generally new duties originate from three sources: (a) External tasking from a higher command source, (b) An approved reorganization within the command, (c) A technical change which accompanies a state-of-the-art situation.  These changes require supporting documentation that justifies the tasking and responsibilities and identify the source.





(d) Wiring Diagrams.  Provide organizational wiring diagrams, both current and proposed, for the affected organizational components.





(e) Cost/Funding Impact.  Show cost increases or savings resulting from the change.  If the change results in a new position or upgrade of an existing position, show how it will be funded, i.e., other offsets, reimbursable funding, or other sources.




(2) The original PM Evaluation should be maintained with the original position description at the HRO for MTP activities.  The originating activity manager/supervisor should retain a copy.

 
d.  Advisory Classification.  The HRO staff will, upon request, review the PD/JDs classified by management officials for accuracy of pay category, title, series, and grade determination, based on the supervisor's signed certification as to the accuracy of the duties statements in the PD, and advise the management official of their findings.  In those instances where a disagreement exists regarding the correct classification or structuring of positions, an attempt will be made to resolve the problem.  All official HRO advisory classification opinions will be valid for a period of 6 months after the issuance date, unless a significant impact to mission occurs that constitutes a major reorganization.  Advisory classification opinions will not be provided on PD/JDs generated from the automated COREDOC system with no modification to the duties or factor statements.  The automated classification summary evaluation must be attached to all COREDOC generated PD/JDs submitted to HRO.  Administrative override of classification actions submitted by MTP activities are subject to review by CNET (OOV) and 

the activity claimancy.

2-4.  Monitoring the Managing to Payroll System.  When the head of an activity (1) finds that a subordinate management official has failed to correctly apply published standards and guides, or (2) finds that other unacceptable classification or position management practices exist, the activity head can cancel all or part of the management official's delegated classification authority.  Such a situation must be considered when the employee's performance is evaluated.  If the manager's classification authority is subsequently restored, he/she must again attend the required "Manage-To-Payroll" training and be recertified before classifying any new positions.

2-5.  Revocation of Classification Authority.  Positions which consist of both GS and FWS type work to any significant degree require special handling.  For example, these mixed positions often require approval of higher authority prior to changing pay systems, that is, from GS to FWS, and vice versa.  Some higher echelons have redelegated this authority to the activity level, while others have not.  Contact the HRO Staffing/Classification Department for further assistance.

2-6.  Mixed GS/FWS Positions.  When changes to duties and responsibilities have occurred which do not require a complete rewrite of the PD/JD, the short cut procedures described below can be used to reduce paperwork.  A supervisor or an employee considering utilizing any of these short cut procedures should consult with a member of the HRO Staffing/Classification Department.

 

a.  Amendment.  Used when the major duties of a position have undergone changes which are material but not sufficient to warrant a complete rewriting of the description or to change the title, series, or grade of the position, and when the changes can be described in one page or less.  A description may be amended only twice.

 

b.  Pen-and-Ink Change.  Used when it is necessary to make minor changes in descriptions. A supervisor will report such changes to the Staffing/Classification staff by memorandum.  Any questions concerning whether or not a change is minor (and will not change the series, grade, or title of the position) should be referred to the servicing specialist.

 

c.  Identical-Additional (IA) Positions.  Multiple positions can be established using the same position description if they have identical duties and responsibilities.  A new position description is not required.

 

d.  Statement of Difference (SOD).  An SOD is used to describe a position which differs in only a few aspects from an existing position and when describing only the differences would be easier than writing a complete description.  The differences should be precisely identified.  A new OF-8 is required because the SOD description will be assigned a new PD number.  Under Block 24, "Remarks," of the OF-8, or on a separate sheet, add, "This position is similar to Position No. ________, GS-000-0, except for the following differences:  (explain differences)."

 

e.  Interim Position.  An interim position is a temporary position established as identical to another position to provide for either:

 


(1) Replacement of an employee who is, or is about to be, on extended leave (usually over 30 days);

 


(2) Indoctrination of a replacement (up to 90 days) for an employee about to vacate a position; or

 


(3) Replacement of an employee who is, or is about to be, detailed to another position (the interim position in this case is automatically canceled 30 calendar days after expiration of the detail).  Establishment of an interim position must be requested on an RPA with a new OF-8 showing the position number and classification of the basic position and stating the reason for the interim position.

NOTE:  An interim position should only be established when a position is critical to the mission of the activity, and a longer-than-normal period of training or indoctrination is required for a new employee.

2-7.  Short Cut Procedures

 

a.  Position descriptions must be reviewed annually for accuracy and completeness by each supervisor.  To simplify this review, as previously stated, it should be performed when the performance elements for the position are established at the beginning of the performance appraisal process.  The review should be documented on the performance appraisal form.

 

b.  Any PDs/JDs found to be inaccurate during this review should be amended or rewritten at that time and forwarded through the appropriate chain of command so that the PD/JD can be classified and any necessary personnel action can be effected and recorded.

