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INTRODUCTION

xﬁfhc Army has racently announced the approval of Army~wida
implementation of the “Managing the Civilian Warkforce to Judget®
(NCD) prograw in flsca)l year 1991, I i= my intans to 1) provide
drxy wanagery with inmight to some diffjcultices wilh the program,
{n hopes to precludy waated effoat during (mplewentation, 2)
discuss some mintakes made by the North Pacliflc Divixinn, Corpn
of Engineara during the Lhree year teutl, and 3) emphaszize the

importance of involvament by Lhe Ramourca Managament Office,
- - Dt S ; - <

\

SUMMARY OF MCB

Fumerous shudlen ovar the yaarg, zuch ax Towers Commixxzion, have
identified problema with ths civilian persmonnel asystem, The cost
of tha civilian workforce continuax to grow due to (neffective
positicn management and impropar claaxiflication, Managerx zaldom
feei. accountable for salary expenditurex and are not motlvated Lo
think In terma of the cnat of pernonnel actions., The nystam does
not provide sufficient flexihilitiea to allow mansgerst to raward
good parformance and peraliza poor parformance, And finally, Lh=
compennation system duas not allow the government to compete with

[ f

private Industry for .talented personnel.. - -

- - L~ ﬁ::f

™ -

The Civilian Personnel lod.fiitlligh Project {(CPMP) hasx proposed
several changex to the civilian personne!l zyxtam, such asz pay
banding, 1locality pay, and direct hire authority; most of which
requirn legislation. Thua far, Congresa has refused to miuke
. changes, fearing cost growth of the civillan workforce. MCB iz a

first mtep toward major overhaul of the civilian personnel

system, en attempt to prove to Congress that the cost growth of




the civilian workforam can be controlled. Theradby, metting tie
stage for legislation whizh allows more flexibility within the

civilian parsonnel system.

MCB (s bamed upon the concept of dacentralized control and
alimination of artificial conatraincte auch aa A{gh~grade cellings
and travel targets. Monetary incentives coupled with a murs
participative wanagemeant =ztyle may generate cost agsavings and
praoductivity increases., Motivated by a galn-shaving program, and
armed with clamgificatior authority and’ new managarial
flaxibilitien, first )ine-xupervisors are allowed to use pouiticn
sanagemant téchniques to reshape the orpganization into (t's moxt
cost effeutive lorm. Currently, an employee iz clunsiflied az a
GS~13 {1 350X of the dutiex being performed are at the GS-13
level. In the event of a vacancy, the superviscr has the
authority to redistribute duties much that hNigher level dutiex
are concentrated inlo a fewer number of jobs,. For 1oatance,
three GS~13 jobs and one 0S-12 job in 1lieu of four GS-13
positions. This action would reduce the coxt of the workfarce,
have no nagative «ffect on the miaamion, and entitle the

supervisor to .9% of Lthe funding =maved.

Likewize, employees are encouraged to seek out the most efficlent
nethod of parforming work in an effort to share in produciivity
generated smavinga. Formal productivity-gain-sharing plans which
tquate unity of production with pay:-0oll dollars expended zan Le
‘develcped to (inspire productivity {ncreases within groupas of

employees. For example, if a standard is developed for voucher
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) exaniners of 100 vouchare par wiel and the atardard 14 axneadac
by tha group, the guaup L untitied Lo incentivy pay. Incantive

pay would be saleulatad at 101 of the ovartine eaved.

* MCR iz a financlil mapsgosonl process gearad al vreducing cont

through produc! ity increasan and effectiva ponition manngement.

. S — . Su—




UISCUSHION

“ha ¥arth Pacifiac Divialon (CENPD), Corps of Huyineara is In  the
third yuwar of a tesal of MCH. VFirst-line zupervisaosn are now,
more than ever, awars of the cost of operating the organization

and more clcsaly corutinize Lheir expenditures. Becauma of this,

- — . —— -

MCE (m a muccess. FRowevaer, it has fallan short of completa und

total succem: for the rueasons glven in the folilowing paragraphs.

First, a quick look at tha managemeant atyle of Lrmy
crganizations. There ara clear lines 9of rexponsibdility and

authority (chain of comsand), work i organizad and systematic,

NI A —— T - W —— - -

Programa are managed throurh control from upper lavels of a
helrarchiai organirational structure. A very cunservative
culture, not a high rizk atwmosphare. ! contend this culture Ii=x
not compatible with the main thrust of WCB; power down authority

and responxiblility to the lowest level of management, This

argument is supported by tha reluctancy of the Corps aof Knginecrs

MACOM (USACK) to approve the MCB test in CEFPD. Also by th tact

-

that CENPD's request for transier authority of OAMA funds, thin

—

programs, waz rejecitad by USACE aven though that authority was
delegated to them (n fizcal year 1900. URACE refusex to
relinquiah control of Corps Divisions and Diztricis. A stabdle
eulture hoas a tendency to make changes slowly {f at all, and only
when absolutely necessary. And rightfully so, after all the Corps

of Fnginears han survived 200 years with the current culture.

The bottom line i3 that MCB {4 a major change to the Army culture
and’ to be successful requires complete support from all levels of

maragemant (1:114). I would like to highlight that ‘complete




fﬂ ?' aupport from all lavels ¢ maasgemant”™ ia nol the xame az

“complate wupport of the commarder®, CENPD antered tLhe MCH

t“ profrum hecause tha comwandas thought (Lt a worthwhile endeavor.

' ’ . Subsequent. to Lkis rotatton; the only advocate was the Resocuvce
:%i,  if Managemert diricer with 1ittle support from higher commanda. The
%?;g-?% curren; CENPD commander had astated that he wili not  uxe
i o reorganization authcrity, delegated to him under MCB, without
g firat ‘running it by' the Commandar, USACE. If ona needs to ask

the boux Dbefore exerclulng authorlity, ore really hax no

authority.

A statemeant made by more than one manager during the MCB text £
it will only work in t:mas of a plentiful money xupply”. Also,
a hightly placed speaker, during hiaz vinit to PMCS, atated that
implemantation glll he wmore difticuit during bdudget cutbacks.
Implied, 1 that only wupper management can make the difficult
declisions required to downsize the organization. In my opinjon,
thez¢ =xtatements exemplify Lhe top down approach to management

ingrained in the Army. It is true, irn a downzizing environment,

top management aust look at the organization am a whole to
{dentify the least Important functionaz., However, lower managemant
munt also be involved in order to identify inefficliencias and
streamline the remaining functions., The job can only be done
properiy if all lavelz of management are {involved. CENPD haz
been (n an environment of decreasing workload for the past two
years, and has been ‘unable to implement a corporate strategy with

which to downsize the organization. Reductions have Laen

incorporated Ly bologna slicing the entire organization.
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If ona looks at large private corporations that have undergone
substantial cultural changes, such as the Chrysler Corporation,
one will (ind a common Lthread., Complate support of management,
ustially induced by plummeting profitas or near bankruptey. It in
such easier to Ilnatitute a participative management culture in a

new business than to chal.ge an indrained mtyle.

Another problem area iz the productivity gain asharing program.
Thia, the Corpa’ fivnbl attempt at an incentive pay aystem, iz not
popular with the majority of upper management. This too, Ix a
major change, A common complaint is 1L rewards poor munajers:
thoxe who have notl previouzly achiaved the wmoxt w«fficient
organization”, Also, mome feal that seeking the moat efficlent
dr(;nlzntlon {s a tazk which managers are already bhetlny
co-pennetmd for, Some fear that a supervimor may restructure Lhe
organization at the expense of the mission or employeesn. This,

although highly unlikely, must be cautioned againxt,

l! the ¢galn-sharing program {nspires the ‘“poor manager® to
;chieve a wre efficient organixation, { say GREAT. I am a
taxpayer, the curtomer of the federal government, and I will take
any cost zavings I can get. Iz that unfair to the ‘good
wanager‘? No, good managers have always beun rewarded Lhrough

the performance award systems.

It is possible that a smupervisor could restructure his/her office
such that career progression would be imposaible., I feel thin
would only be a problem if progression was impaired within the

instailation as a whole. Career progression within an office ia




not always the ideal situation, as it haa a tandency to result (n

emplnyaas wlih a narrow scope of axperience., CRNPD ham addrexsed
the issue of morale by [nstituting micro-parformance indicators.
Sick leave usage, KEO complainta, etc. are reaviawed Lo enzxure ths

marale of the workforce i{m not demtroyed.

Work groups are entitled to awards if the ratio of output to cont
of labor increaies adbove a atandard, CENFD waz unable Lo sell
the ldea of jroup galn-zharing programes. It = -f bellef that
the work groups felt 1) the monetary Incentive (10X of the
mavings) wam Insutficlent, 2) peer pressure would create a wore
stressful environment, and 3) measurement of thelr productivily
could have a negative impact, particularly If produclion wan

curtalled by outaide Influences.

An  organizational Ddehavioriat by the name of Ralph Xilmann,
author of “Beyond the Quick Fix®' contends °an organtization muai
eatablish tLhe proper conditionzs {f the compensation aystem i
expected to motivate people®, Riz conditions include a supportive
culture (full management and worker support), a participative
managament style, and the proper organizational atructure (to

include performance meaxurement system) .

This leads to the third ares of concern, performance measurement,
This shouldn’'t be a problem, we have all been measuring our
subordinatesz’ performance for years. For instance, if the Chilef,
Pubiic Affairs Office publishes flive newspaperzs per year he
exceada hizs standard of four. But doecs that measure productivity

or activity? Will the BOQ at Ft. Lewis be a better building




because aof Ahat fifth newspaper? In order to pay gain-sharing
awarcs we must fdentify the productivity increase. HRow does one
ssasure the productivity of an overhead office? How do you
measure the productivity of any white collar employee?

Kilmann suggasts performance should be measured by the customer.
In \Vhe case of the Chiaf, PAO that would be the readers of the
newspapar, Nowaver, even if the newsapaper la entertaining and it
receives ‘high reviews, is it productive? The answer (a: only It
it contributes (> the overall mission; design, conatruction, or
operation of projecta, I suggest the performance .-nnnurenﬂnt
system musti be two sided. Firat, {t must mesasure the qualitly of
the functions each indisidual pertorms. But also, and moxt
importantly, must relate the individual! functions to Lhe ocverall
misgsions. Without the =mecond zide of the equation, management
can only guess as to which functions should be curtajfled In the

event of a bdudget cutback.

The Seattle District, a sudordinate organization within CENPD,
took an approach similar to what Xilmann suggeasta. They went
through a very involved and time consuming procesz to (first
define each organizations customers, internal and external. And
then attempted (o define what each customer expected of a
particular office. Az Xilmann would have predicted, the
performance measuremant aystem falled gince the other
requirements, listed above, were not met prior to implamentation.
It you have ever worked in the Corps of Engineers you would be
thoroughly amused at the thought of the Chief, Construction

Division, the customer, having input to the performance appraisal
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of the Chief, Enginearing Division. L only seems logical =mince
the Chiet, Construction. Division uses plans and specifications

prepared by the Engineering Divizion. Howcever, the culture of

the Corps has created parockial stovepipes which focur primarily

on their plece of tha mission.

CENPD took another approach to performance indicalora, the Baslic
Productivity Factor Concept (IMPROSHARE). IMPROSHARE, the ratfo
of wman-hourz of labor input to man=hours of labor outpul a=x
compared to a baseline gives insight to the overull health of Lhe
organization. It ina a relativaly simple macro-indicator, The
beauty of this method Ix that all labor ix captured, to Include
the labor involved in producing that fi{fth newspaper (overhaad),
Thiz index allowe tnp management to compare Lhe amount of labor
required to produce one uait of product, with the amount required
in preceding years. However, mirce we do not have a bottom line
(profit) it is a poor judgement of quality, Alwo, thia Index toex
not (i1l the gap between minsion accomplishment and Individual
performance measures. One may ldentiry when there {a too much
fnput. relative to the product, ‘but can not plapaint the (fuannilon
to be nculed back, It may very well be impoxsible Lo idertify &
direct relationship between activity of overlk2ad organizations

and overall mizsions,.

A number of PMCS guest speakers, some of whom are inxtallation
commanders, have stated that they no longer have fleridbility
within their budgets. It ihg; have no flexibiiity, you can
imagine how & first-line supervisor feela. CENPD haz delegated

operating budget authority, along with classification authority,
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to 352 munagers, most of which only have a handful of esployess.

Fifty-two asdparate pots of money not only requires additional
administrative effort but has a tendency to limit . ha flexibflity
of .al)l involved. Ideally, the various levelas of management work
together for a commor goal, howaver, in some cases each work
center acta axm its own entity. 1In FYSRQ a divimion chief! exceeded
his operating dudget authority by 20,000, Ris opinion 1s that
his operating budget does not fully reflect his fiduclary
performance, since it doea not include budgets of kis subordinate
supervisors. A. jid not pull hias sudbordinates aside and agree on
a redistribution of budgel authority, rather he ximply exceeded
hiz Ddudget and expected the Resource Manager to acquire the

additional funds needed.

Thiz points out what I feel wax an arror during Implementation of
MCB. Operating dudget parformance s not a critical job element
of wmapagers’ performance standards., If one spendsz lexs than
their bdudget authority an awird may be warranted, but (f one
exceeds their authority nothing happens, There should bde a

doudble adged aword.
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CONCLUSIONS
The Army‘'s top down approach to management ix in conflict with
the bagic fundamental of MCB, power down authority and
responalbility to tirst-line managers. Implamentation of MCB hax
been hampered by doth upper management at the inatallation and
the MACOM lavel program directors. Complete auccesz of MC3

requires total uupport of all levelx of manajament and the
workforce.

-~

MCE i3 “not inherantly a productivity program® (4:D) The main
thrust of MCB {x to mativate (tirst-lina supervisars, thraugh
monetary incentivex, to drive the coqﬂ/;! the workforce down.
The group gain-sharing aspect :;{y‘;;nd Lthe scope of MCB, and

literally almoxt imposalble to £6, particularly in a white collar

environment. ﬂ”/,f{

The fain-aharing pﬂ?{rn-vlor supervisorx hag bheen wmarginally
auccessful {n CENPD, A few asupervizors have used poxlition
management tools to restructure thealr organizations which
resulted in cost zavinga. Whether or not the monclury i{ncentives
motivated these actionm iz unclear. HRowever, considering Lhe
numbers for a moment, a typical supervisor 1In CENPD haa 6
amployeexn, average (grade of GS-13. If, in the event of a
vacancy, a supervisor could redisiribute duties resulting In
reclaszification of a GS-13 position to a GS-12, approximately
$6,000/year would be saved. The aupervisor would be entitled to
10X of the savings, or 8600. I contend Lhat 8600 ix not a
significant enough amount of money to motivate a  OM-14

(833,000/year) manager. I suggest the savings generated at CENPD

11

x4

—
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would have taken place in the adbsence of MCB, and there was

1ittle pro,.2tive action taken as a result of monetary incentivea.

Many first-line supervisors have little flexidility in theilr
budgets due to the small size. I don't feel thim is a prodlem
with MCB, but rather anot;or concarn with the current msanagementl
systen. Managers have ln-ﬁiltclunt flexibility to combine amall

offices due Lo MACOM regulations.
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‘ o RECOMMENDATIONS

laco-nopd CPMPF and Office of Amsistant Secretary of the Army,
L Financial Managemant obtaln support of MACOM commanders, .and
’ their astaffs. There {x no Ddetter time to implement MCH.

Confronted with major staft reductions, leaders should bde more

receptive to change from a top down style of management. Total

' Quality Management (TQM) «nd MCB are tools which can he used to

S
£
o

=

ensure the vabaining organization is efticient., Suggeat theay be

emphanized ams such,

R Zate S

%
-

Alsc, recommend group productivity gain-sharing be eliminated

from MCB, to include the .requirement of productivity Indicatora.

.
el R

l P Employees zhould share in savings genaratad by rectructurlng the
orfanization. In tha example above, thoae employeey recelving

, additional Mhigh-grade duties zhould share in the suparvisor’s

« ma

' ! award. Rowaver, if 10Y of savings ls inasufficient to motivate
supervisors it becomes lesx attractive when divided among a

group. Recommund the monetary incentive bde changed to fifLy

S T Ry LT

percent of savings.

D

Recommend DA and MACOMs rewrite regulations which define the

organization siructure for subordinate cormandz. Oniy A basic

fraxework should be defined and imaginative concepts within the

e >y —

framewarX rhould be encouraged. »

—— -
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