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CHAPTER 1

| NTRODUCT| ON

1. Phil osophy. Position managenent is a basic nanageri al
responsibility

i nvolving the design of jobs within an organi zati on. As managers
create units

and positions within those organi zations, they affect the

ef ficiency, econony,

productivity and effectiveness of their installation. Good
position

managenent involves such things as sinplifying the work to best
achi eve the

agency's mssion; controlling the organi zational structure so
that the work is

conpl eted econom cal ly; organi zing the |abor market and using
enpl oyee skills

to the fullest; and providing career opportunities to ensure a
qual ity pool of

future managers. Particularly in tinmes of tight budgets,
posi ti on nanagemnent

can be a powerful tool in assuring that the agency mssion is
acconpl i shed

whi | e resources are di m ni shing.

1-2. Objective. The primary purpose of this regulation is to
outline policy,

establish procedures and assign responsibility for position
managenment within

the M nnesota National Guard full-tinme work force.



1-3. Policy. The policy of the Federal Covernment, the National
Guard

Bureau, and the M nnesota National Guard is to organize in a
manner that wll

make optinmum use of personnel resources. Pronotion of efficient
and

econom cal operations will remain an ongoing policy and goal
within the

M nnesota National Guard, and will be vested in all nmanagenent
and supervisory

personnel who are responsible for the work of others.

CHAPTER 2
POSI TI ON MANAGEMENT

2-1. Ceneral . Federal agencies are created by | aw and executive
order to

acconplish specific mssions in the support of national goals.
The Chi ef,

Nati onal Guard Bureau, is responsible for organizing the

Nati onal Guard within

the requirenents of pertinent statutes and directives. The
Adj ut ant General ,

State of M nnesota, through the Support Personnel Managenent
Ofice, is

responsible for ensuring that the M nnesota National Guard full -
time work

force is organi zed according to these statutes and directives.
Manager s and

Supervi sors are responsible for econom cal and efficient use of
per sonne

resources, assigning work as described in standard Nationa
Guard position

descriptions, certifying to the accuracy of position

descri ptions and

notifyi ng SPMO when they change. Specific areas of position
managenent

responsibility include:

2-2. National Guard Bureau.

a. Provide broad policy guidance.

b. Defi ne organizational m ssions.



c. Determ ne manpower requirenents of all National CGuard
entities.

d. Establish organizational structures.

e. Monitor the National Guard classification and position
managenent
pr ogr ans.

f. Ensure that statutory conpliance and reporting requirenents
are net.

g. Provide other advisory services and policy guidance.

2-3. National Guard Personnel Centers.

a. Ensure conpliance with all pertinent directives, policies,
position
classification and job gradi ng standards, etc.

b. Provide interpretation and inplenentation gui dance on
perti nent
publ i cati ons.

c. Provide position classification and position managenent
advi sory
servi ces.

d. Conduct on-site position reviews to ensure that all positions
are
properly described and cl assified.

e. Classify position descriptions for inplenmentation nationw de.

f. Respond to OPM regional offices and NGB personnel managenent
eval uati ons.

g. Review classification appeals and nake reconmendations to
NGB- PR on
their disposition.

h. Conduct position classification and position managenent
educati on
prograns for SPMO personnel, supervisors, and nmanagers.

i. Provide other services as required.



2-4. Support Personnel Managenent Ofi ce.

a. Ensure that an effective position nmanagenent and
classification
programis established within the state.

b. Provide position managenent and cl assification advice to the
Adj ut ant General and staff.

c. Review requests for recruitment or reassignnent to determ ne:
(1)

Whet her the duties of the position are accurately described and
essenti al

(2) If the duties of the position can be absorbed by anot her
position of

equi val ent or higher grade, (3) If funding is available to
support the

posi tion.

d. Select the nost appropriate standard position description for
use.

e. Develop and coordinate | ocal exception position descriptions.

f. Restructure positions to | ower grades for econony and to
provi de
upward nobility.

g. Ensure that new and revised position descriptions are
revi ewed and

certified by supervisors prior to inplenentation.

h. Provide recommendati ons to the appropriate NGB _Personnel
Center for

i nproved organi zati onal structuring.

i. Request the elimnation of any position determ ned to be
unnecessary.

j. Performany other position nanagenent services as required.

2-5. SPMO Renote Designees (ANG Only).

a. Serve as |iaison between the air base and the SPMO regarding
posi ti on managenent and classification issues.



b. Maintain copies of current ANG Support Personnel Manning
Docunent s
(SPMD s) for organizations serviced.

c. Review SF52 "Request for Personnel Action" prior to submtta
to
SPMO

d. Coordinate the availability of funds to support position
aut hori zati ons.

e. Advi se managers and supervi sors concerning classification and

gr ade
| evel s of positions within their organization.

f. Maintain organi zational charts for units serviced and forward
copi es
to the SPMO O assification Branch

g. Coordinate the inplenentation of national classification
packages
for units serviced.

h. Conduct desk audits to obtain informati on relative to proper
title,

series and grade and submt recommendations to the SPMO

Cl assification Branch.

i. Maintain publication and docunentation files to support the
position
managenent and cl assification program

2-6. Managers (Commanders, Deputies & Directors).

a. Initiate procedures to nodify position nanagenent structures
in

order to neet m ssion requirenents, inprove efficiency, inprove
economy, or to

nmeet | ocal requirenents.

b. Approve or disapprove requests for action (SF s 52) which
af f ect

organi zati onal structure such as recruiting for vacancies,
restructuring

positions to | ower grades, elimnating positions, or

est abl i shi ng new

posi ti ons.



c. Review position structures periodically to determ ne that the
organi zation i s not unnecessarily split into too many smal
segnents, does not

have too nmany levels in the chain of command, has no unnecessary
positions,

and does not have nore supervisory positions than are necessary.

d. Ensure that new position description rel ease packages are
i npl emented within required tine franes.

e. Ensure that subordinate supervisors are trained in position
managenment responsibilities.

2-7. Supervisors

a. Becone famliar with the principles and procedures of
position
managenent .

b. Ensure that position descriptions are accurate by conpleting
t he

required certification on the Optional Form8 "Position
Description. ™"

c. Ensure that incunbents are performng the full range of
duti es and

responsibilities of their official position description.

d. Recogni ze changes in position content, and recomend
revisions to

position descriptions.
e. Informtechnicians of classification actions affecting them

f. Review all vacant positions before staffing to determne if

t he

duties can be assigned to other positions, or nodified to permt
filling at a

| ower grade.

g. Ensure that up-to-date full-tinme organizational charts are
mai nt ai ned whi ch show position description nunber, title, series
and grade.



h. Furnish the State Position Cl assification Speciali st
(MNAG-SPMC) with a copy of current organizational charts.

CHAPTER 3
PROPER USE OF EMPLOYEES

3-1. Ceneral. Technician position descriptions represent an
effort by NGB

Manpower, O fices of Primary Responsibility and Personnel
Centers to provide

adequat e resources, acconplish the m ssion, and support these
j obs at the

hi ghest possi ble grades. Duty assignnents to AGR enpl oyees or
suppl enent al

enpl oyees wi Il not adversely affect the classification of

t echni ci an

positions. Assignnents of technicians to positions intended by
NGB for AGR

enpl oyees or suppl enental enployees will not be permtted.

3-2. Proper Use of Technician Enpl oyees

a. Managers and supervisors nust ensure that duties in official
techni ci an position descriptions are fully assigned and
performed and not

duplicated, diluted or dimnished for any reason. Failure to do
SO may

adversely affect the classification of the technician position,
as well as the

i ncunbent technician.

b. The term "perfornms other duties as assigned" is intended to
cover

m nor duties which do not affect the classification of the
position, are

usual ly not inportant to work operations, and which change
frequently. This

termw Il not be used as authority to assign personnel duties
out si de the

scope of the position description.

3-3. Proper Use of Suppl enmental Enpl oyees

a. In order to avoid potential adverse action to technicians,
car ef ul
use of suppl enmental enployees (e.g. seas enpl oyees, state



mlitary duty

enpl oyees, tenporary technicians, mlitary tour personnel, etc.)
is

i nperative. Supplenmental enployees will not be placed in
positions intended

by NGB to be held exclusively by technicians. If supplenental
enpl oyees are

pl aced in positions which allow an option, the correspondi ng
techni ci an

position will not be filled. In no case, will the total of al
techni ci an and

suppl enent al enpl oyees (except for seasonal or peak work | oad
enpl oyees)

exceed NGB val i dated manpower requirenents for a particul ar
functi on.

b. Personnel responsible for the initiation, review or approval
of

Operations and Mai ntenance (O&\V) Agreenents or Cooperative
Fundi ng Agreenents

(CFA's) nust ensure full conpliance with all |egal and

regul atory requirenents

pertaining to the use of supplenental enployees in the M nnesota
Nat i ona

Guard work force. In circunstances where a properly descri bed
and cl assified

federal position is held by a supplenental enployee, managers
and supervisors

must ensure that the correspondi ng position description for the
suppl enent al

enpl oyee, including qualification requirenments, is conmensurate
to the federal

position. Further, NGB regul ations pertaining to the limtations
on federally

rei mbursed sal ary and conpensation nust be followed in these

I nst ances.

c. Non-Technician mlitary personnel nust not be given
assi gnnents whi ch
dilute or adversely affect a technician position.

3-4. Proper Use of Tenporary Enpl oyees. Tenporary enpl oyees wl|
only be

hi red agai nst vacant validated positions |listed on the Support
Per sonne

Manni ng Docunent, and at a grade | evel commensurate to the work
to be




performed and for which qualified. Managers and supervi sors nust
contact the

State Position Classification Specialist to obtain the

aut hori zed position

description and grade level for the tenporary position. In no
instance wll a

grade level or salary be agreed upon with a potential tenporary

enpl oyee,
until such approval is obtained from SPMO

CHAPTER 4
ASSI GNI NG DUTI ES AND RESPONSI BI LI TI ES

4-1. Introduction: This chapter provides guidance in planning
for new

positions or reviewing the distribution of duties and
responsibilities within

the current work force.

4-2. bj ectives.

a. Primary Qbjectives. The primary objective of assigning duties
and

responsibilities to individual positions is to provide the basis
for orderly,

efficient, and econom cal acconplishnment of work. This objective

requires
stri king an opti mum bal ance anong a nunber of conpeting factors.
(1)

managenent's desire for econonmy and productivity; the (2)
techni ci ans' desire

for work that is challenging and stinulating, as well as

monet arily rewardi ng,

and (3) work which provides an opportunity for increasing skills
and advanci ng

to higher level positions. The failure of nmanagenent to provide
a reasonabl e

measure of these opportunities can result in higher turnover,

i ncreased

training costs, and |l ower efficiency. Thus, managenent mnust seek
a proper

bal ance anbng the needs for econony, productivity, skills
utilization, and

techni ci an devel opnent and notivati on.



b. Lines of Progression. To the extent possible, positions
shoul d be

pl anned so that there are |logical entrance |levels and | ogical
career patterns

for progression to nore skilled and hi gher graded positions.

c. Results of Careful Design. Careful design of positions

provi des a

solid foundation for selecting and utilizing properly qualified
t echni ci ans at

all skill levels. It also assures that assignnments requiring

hi gher 1 evel

and/ or scarce skills are concentrated in as few possible
positions to

prof essional, adm nistrative, and technical positions; and that
proper use is

made of jobs at all levels in a career pattern to achieve
econom cal

operations and to provide a source of trained technicians for
hi gher | evel

positions. Thus, careful design of positions provides a basis
for bal anced

and econom cal staffing.

4- 3. Planning Positions.

a. Factors to be considered. Each position nust be
systematically

pl anned so that it is |logical and consistent internally and fits
with

ot her positions into an orderly, productive, and efficient

or gani zat i onal

structure. Poor position planning can result in unsatisfactory
productivity,

hi gh unit cost, confusion of responsibility, technician

di ssati sfaction,

grievances, and high turnover. The follow ng factors should be
gi ven carefu

consi deration in position design.

(1) Delegating authority commensurate w th assigned
responsi bilities.

(2) Establishing a reasonabl e supervisory span of control

(3) Distinguishing supervision from production.



(4) Making effective use of technicians' skills.

(5) Assigning duties that are at approxi mately the sane skil
| evel in positions conprised of a variety of duties.

(6) Concentrating duties requiring special skills or training
into
as few positions as possible.

(7) Determining the inpact of technol ogical changes in
machi nery,
systens and facilities on manpower requirenents.

(8) Defining the requirements for contacts wi th others.
(9) ldentifying requirenments for training and skills upgrading.

b. Steps in the Planning Process. Planning a position requires
an

orderly process of arriving at a sound basis for assigning
duti es and

responsibilities. Analysis nust be nade of the work to be
acconpl i shed and a

deci si on made on production nethods to be used. The vol une and
nat ure of

production to be acconplished may affect the division of work
speci al i zat i on.

Al so, consideration nust be given to the requirenents for
supervi si on and

training, specialized technical support, quantity and quality
control, and

revi ew and eval uati on.

4- 4. Use of Position Descriptions.

a. A position descriptionis a witten record of the mgjor
duties and

responsibilities assigned to a position and nust be prepared
before a

techni cian can be hired or assigned. A well-designed position
has clearly

defined operations, tasks, duties, authorities and
responsibilities, and

provi sions for supervisory control and supervisory requirenents.

b. Standard Position Descriptions. It is NGB policy that maxi mum
use




wi |l be nmade of standardi zed position descriptions. Exception
position

descriptions will only be devel oped when | ocal conditions are
such that a

significant difference exists between assigned duties and those
contained in

t he standard position description. Standard position
descriptions will also

be used in different organi zational functions where identical
work i s being

performed such as secretarial and clerical positions or when

di fferences are

only in mnor, incidental duties. Wen several position
descriptions exist at

different grade levels for the sane position, the State Position
Classification Specialist will make the determination as to
which is the nost

appropriate. Mnagers/ Supervi sors contenpl ati ng the devel opnent
of exception

position description or anendnents should contact the SPMO for
gui dance and

assi st ance.

c. Statenents of Difference.

(1) A statenment of difference nay be prepared for a position
description for any one of several reasons, for instance; to
differentiate

bet ween organi zati onal | ocations of otherw se identica
positions, to place an

additional duty in one of two or nore identical positions, to
remove portions

of duties fromone of two or nore identical positions, and to
tenporarily

| ower the grade of a position to aid recruiting and/or fill at
trai nee | eve

(particularly hel pful in such areas as upward nobility).

(2) When used in the upward nobility and technician placenent
prograns, use of statenents of difference to allow placenent at
| ower | evels

has beneficial effects on the work force and significantly
reduces payr ol

costs. For exanple, it reduces the average grade (and payroll)
of the

technician work force, provides a |onger career path with nore
noti vati on,



i ncentives and pronotions for new enpl oyees, allows managenent a
greater

opportunity to train and assess a candi date before they attain
the full

j ourneyman grade-|evel, and creates a better acceptance of the
new enpl oyee by

t he enpl oyees currently working at the full performance |evel.

(3) Appendix 3 of this regulation provides gui dance on when and
how
statenents of difference are devel oped.

CHAPTER 5

ESTABLI SHVENT, REVI EW AND ABOLI SHVENT OF PGOSI Tl ONS

5-1. Establishnent of Positions. Positions are established by
NGB based upon

known or projected organi zati onal needs or upon special state
requests. The

nunber of positions which can be filled is determ ned by

al | ocations from NGB.

5-2. Elimnation of Positions. Positions which becone obsol ete
because of

changes in functions and assi gnnents, organization, nmethods and
procedures, or

wor k | oad should be elimnated. Unnecessary positions should be
pronptly

reported to SPMO

5-3. Conditions Prerequisite to Filling Positions
a. Basic requirenents. Before filling a position other than by
detail,

appointing officers should assure thenselves that the position
is properly

aut hori zed and classified, that funding is available, and that
the position is

not schedul ed to be abolished or changed through reorgani zation
or ot her

managenent action. The State Position C assification Specialist
wi |l advise

if staffing actions nust be held due to pending nationa
manpower surveys or

classification reviews.



b. Action in absence of vacancy. Wien a technician is absent for
an

extended period but has not vacated the position, arrangenents
to carry on the

work of the position may be made by detailing another technician
to the

position or through tenporary pronotion. The grade |evel for

t enpor ary

pronotion will be established by the State Position

Cl assification Branch

based on the scope of duties and responsibilities to be
per f or med.

Conpetition normal ly nust be held for tenporary pronotions
beyond 120 days.

5-4. Supervisory Certification of Position Descriptions.

a. Required certification. SPMO copi es of new or redescribed
position

descriptions will be certified on the OF8 at the | evel of work
bei ng

performed. The required certification that the position
description is an

accurate statement and that the position is necessary to carry
out gover nnent

functions will be nmade by the i mredi ate supervisor (block 20a)
and an

appropriate higher-1level supervisor or manager (bl ock 20b). The
i ncunbent's

signature in block 19 is optional. No SF50 will be issued to
fill a new or

redescri bed position w thout such certification. If the
supervi sor feels that

t he description does not accurately reflect nmjor duties and
responsibilities

of the position, recommended changes nmay be submtted to the
SPMO

b. Certifying Standardi zed Position Descriptions. Standardized
position descriptions reflect specific organizational
arrangenment s and

functional assignnments as determ ned by NGB functiona
speci al i sts. Devi ations

from standardi zed position descriptions and organi zati onal
arrangenent s

are not permtted without consultation between the SPMO, NGB




OPR/ functional specialists and the appropriate NGB manpower

of fices.

When new st andardi zed position descriptions are issued,
supervi sors nust nake

every effort to arrange their assignnents in conformance with
t he new position

descriptions - existing work arrangenments notw t hstandi ng.
Ther ef ore,

supervi sors nust pronptly certify new standardi zed position
descri ptions and

SPMOs nmust i npl enent standardi zed packages within stated tine
[imtations. A

supervi sor may not refuse to sign an appropriate standardi zed
position

description unless it is virtually inpossible to use. In such
cases, an

exception position description nmay be needed.

c. Use of Exception Position Descriptions. Exception position
descriptions are inplenented by the SPMO as repl acenents for

st andar di zed

position descriptions only when circunstances are such that a
st andar di zed

position description cannot be accurately applied. In instances
when it

beconmes obvious that the only way to secure an accurate
statenment of duties is

t hrough the use of an exception position description, the SPMO
shoul d be

contacted. Supervisors nust not knowi ngly certify inaccurate
position

descriptions. Neither may they refuse to certify a standardi zed
position

description sinply because they di sagree with NGB managenent
intent or the

classification of the job(s).

5-5. Periodic Position Reviews. Managers and supervisors are in
t he best

position to recognize if the duties and responsibilities of
position have

under gone change. Wen changes occur, they should comrunicate
this

information to the Support Personnel Managenent O fice in a
timely manner.

Appendi x 2, "Checklist for Review of Position Descriptions," may




be used to
determ ne the accuracy of position descriptions.

5-6. Special Position Reviews: The Support Personnel Managenent
Ofice will

determ ne the extent of each special position review This
review could be as

sinpl e as updating and review ng existing organi zational charts
or as conpl ex

as desk auditing each position in the organization. Exanpl es of
when speci al

reviews may be acconplished incl ude:

a. Upon inplenentation of new nati onwi de standardi zed position
descriptions and one year after they have been in effect.

b. When there are major organi zati onal or m ssion changes.
c. Significant increases or decreases in authorized positions.

5-7. Desk Audit Policy. The State Position C assification
Specialist wll

performdesk audits to assure that duty assignnents are
consistent with

publ i shed position descriptions and that position classification
determi nations conformto published OPM classification and job
gr adi ng

standards. A copy of Appendix 1, "Desk Audits: A Guideline for
Enpl oyees”

shoul d be provided to enpl oyees schedul ed_for audit. Enployees
shoul d be

provi ded anple tinme and opportunity (normally 60-90 days) to
prepare for

the audit. If deened necessary, the SPMO nmay have the enpl oyee
conplete a

pre-audit questionnaire prior to the on-site audit.
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