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CHAPTER 7.  POLICY AND PROCEDRUES FOR ESTABLISHING

AND CHANGING ORGANIZATIONAL STRUCTURE



PURPOSE



	a.  To establish procedures and assign responsibilities for the development , review, coordination, approval and study of all organizational changes within the Veterans Administration.



	b.  To establish standards for preparation and approval of organizational structure and functional statements.



	c.  To describe policy and criteria of sound organization.



REFERENCES



	a.  Veterans Administration Organization Manual M-00-1.



	b.  “Position Management Systems and Employment Ceilings.”  OMB Circular No. A-64 (Revised) and Transmittal Memorandum No. 1, dated July 29, 1983.



	c.  “Preparation and Submission of Budget Estimates.”  OMB Circular No. A-11 (Revised) and current Transmittal Memorandum.



	d.  Position Management, MP-5, Part I, Chapter 511, Section B.



	e.  Reduction-in-Force, MP-5, Part I, Chapter 351.



	f.  Accomplishing Staff Adjustments, MP-5, Part II, Chapter 11, Section B, Paragraph 5.



	g.  Policy and Procedures for VA Administrative Issues, MP-1, Part II, Chapter 14, Paragraph 4.



3.  POLICY



	This chapter encompasses the VA policy concerning all organizational changes to departments, offices of Associate Deputy Administrators, or staff offices with the exception of the Office of the Inspector General (Sec. 6(a)(6), Pub. L. 95-452).



4.  ORGANIZATIONAL PLANNING POLICY



	The overall organizational policy of the VA is to utilize structures that provide efficient and effective means for accomplishing assigned functions within the bounds of available resources.  The primary objective of any organizational change should be economy of operations through enhanced productivity and effectiveness in accomplishing the current and long-range missions of the organizational component.  Any proposed reorganization should be justified on the basis of this consideration.  Constraints such as budget, limitations, formal manpower utilization plans, restrictions on hirings and promotions and average grade targets must be factored into the consideration of proposed organizational changes.



5.  AUTHORITY FOR APPROVING ORGANIZATIONAL CHANGES



	a.  Administrator Approval.  All major organizational changes as defined in paragraph 6e(1) and f(1) must be approved by the Administrator or Deputy Administrator.



	b.  Approval by Department Heads and Associate Deputy Administrators.  Minor organizational changes as defined in paragraph 6e(2) and f(2) must be approved by the appropriate department head, Associate Deputy Administrator, or staff offices which report directly to the Administrator or Deputy Administrator, the staff office director shall notify the Administrator or Deputy Administrator, whomever is appropriate, upon initiating any minor organizational change, unless the requirement is waived by the Administrator or Deputy Administrator for specific staff office directors.  Department heads, Associate Deputy Administrators, and staff office directors may delegate approval authority for minor changes to heads of organizational units subordinate to them.



6.  DEFINITIONS



	a.  Organizational Component.  Any part of the VA organization which has been separately established as an organizational entity by law, Administrator’s, order, or the VA Organization Manual 

M-00-1.



	b. Field Facility. Any free standing installation under separate managerial authority or to whom appointment authority has been delegated, e.g., a medial center, regional office or national cemetery.



	c.  Organizational Change.  The term “organizational change” includes:



	(1)  Establishment, abolishment, transfer of consolidation of an organizational component.



	(2)  Change in the name of an organizational component.



	(3)  Addition, modifications, abolishment, or transfer of a function to, from or within an organizational component.



	(4)  Contracting out to the extent that the actions described in paragraph 6c(1) through (3) are required.



	d.  Functional Statements.  Functional statements describe the purpose, goals, and activities assigned to an organizational component.



	e.  Central Office Reorganization



	(1)  Major Change.  All major changes require the approval of the Administrator or Deputy Administrator.  A major change is defined as any change to an organization’s structure which results in:



	(a)  Changing the duties of positions to the extent that positions centralized to the Administrator are established, abolished, or regraded. (Temporary downgrades for recruitment purposes and temporary realignments of employees by detail to meet emergent needs are excluded.  Also excluded are small scale reorganizations where the impact is limited to one or two positions centralized to the Administrator if the Director, Office of Personnel and Labor Relations, certifies that the classification of other positions centralized to the Administrator will not be affected.)



	(b)  Establishing or abolishing a service level or comparable organization (name changes without functional changes are excluded).



	(c ) Moving significant functions between departments or staff offices or between Central Office and field components.



	(d)  Requiring a report to Congress on budget reprogramming or on staffing reductions of 10 percent or more in 1 fiscal year or a total of 15 percent or more for 2 consecutive years.  (38 U.S.C. 210(b)(2))



	(2)  Minor Change.  Any change other than a major change.



	(1)  Major Change.  All major changes require the approval of the Administrator or Deputy Administrator.  A major change is defined as any change to an organization’s structure which results in:



	(a)  Changing the duties of positions to the extent that positions centralized to the Administrator are established, abolished, or regraded.  (Temporary downgrades for recruitment purposes and temporary realignments of employees by detail to meet emergent needs are excluded.  Also excluded are small scale reorganizations where the impact is limited to one or two positions centralized to the Administrator if the Director, Office of Personnel and Labor Relations, certifies that the classification of other positions centralized to the Administrator will not be affected.)



	(b)  Closing an existing VA facility or consolidating or dividing field stations.



	(c )  Requiring a report to Congress on budget programming.



	(d)  Requiring a prior report to Congress because of a staff reduction of 10 percent or more in 1 fiscal year, or a total of 15 percent or more for 2 consecutive fiscal years at any office or facility with 25 or more employees, or at any free standing outpatient clinic (38 U.S.C. 210(b)(2)).



	(2)  Minor change.  Any change other than a major change.



RESPONSIBILITIES



	a.  Department heads, Associate Deputy Administrators, and staff office directors will:



	(1)  Work closely with the Office of Personnel and Labor Relations during the planning stages to assure consideration of personnel impact for both major and minor changes.



	(2)  Prepare and coordinate proposals for major organizational changes, following the procedures outlined in paragraph 8.



	(3)  Develop internal procedures for reviewing and approving minor changes.



	(4)  Insure that all records and material relating to major or minor organizational changes are maintained in accordance with approved records control schedules and in a manner that will allow the complete documentation of VA organizational changes for historical purposes.



	b.  Office of Program Planning and Evaluation will:



Assist other organizational elements, when requested, in the analysis of there own organizations and development of reorganization proposals.



	(2)  Review, evaluate and make recommendations to the Administrator or the Deputy Administrator on all major organizational changes proposed within the agency.  This review and evaluation will be based on the criteria of organization stated in paragraph 9.  They are:  (a)  the organization’s size in relation to the functions it is to perform; (b)  consideration of any organizational substructures; (c ) proper separation of functions; (d)  management factors, such as span of control, lines of authority and control, optimum personnel utilization, and job enrichment and satisfaction; and (e)  the clarity and appropriateness of the organization’s functional statements.



	(3)  Conduct organizational studies at the request of the Administrator.



	(4)  Conduct postimplementation evaluations of organizational changes as directed by the Administrator.



	c.  Office of Personnel and Labor Relations will:



	(1)  Provide staff assistance regarding assignment rights, placements, and staffing adjustments to managers desiring organization changes and to department heads, Associate Deputy Administrators, or staff office directors.



	(2)  Perform a substantive review of proposed organizational changes with respect to impact on grade structure and position management to assess impact on employees as well as its impact on other organizational elements.  As part of this review, the position management aspects of proposed changes will be examined as outlined in MP-5, part I, chapter 511.  Professional guidance will be provided to insure that:



	(a)  All positions in the existing organization are properly classified.



	(b)  All individuals are properly assigned.



	(c )  The structure and staffing of the proposed organization are developed.



	(d)  All key positions in the new organization are sufficiently described so that a tentative classification can be made as to series, grade, and competitive level.



	(e)  Positions are identified which can be transferred unchanged to the new organization or which are to be abolished.  In the latter instance, the prospective assignment rights of incumbents are determined.



	(f)  Upgradings of positions are thoroughly reviewed to verify the necessity for assigning responsibilities which result in higher grades.



	(g)  Position management aspects of the proposed organization are reviewed.



	(h)  Labor relations implications and obligations are assessed.



	(i)  Other appropriate personnel procedures necessary to implement the organizational change are followed.



	d.  Office of Budget and Finance (Controller) will review all proposals on major organizational changes to insure compliance with the manpower management requirements as outlined in OMB Circular No. A-64 (Revised) and current Transmittal Memorandum to OMB Circular No. A-11 (Revised).  In addition, they will be responsible for the assignment of all new cost centers and the reporting of reprogramming of funds to the congressional appropriations committees.  They will insure that:



	(1)  Staffing in the proposed organization is based on the principles of efficiency, productivity, and organizational effectiveness.



	(2)  Staffing authorization and full-time equivalent control procedures are adhered to and proposed work organization and staffing arrangements meet the principles of effective manpower management as outlined in OMB Circular No. A-64 (Revised) and current Transmittal Memorandum to OMB Circular No. A-11 (Revised).



	(3)  Organizational configurations make the best possible use of available management resources at the lowest possible cost.



	(4)  Sufficient funds are allocated for new or revised cost centers.



	e.  General Counsel will provide advice on any legal, legislative, and regulatory issues involved and will determine whether a proposed organizational change is considered a “substantial” change in which the congressional committees must be notified.  Prior to implementation, the General Counsel, in coordination with the Associate Deputy Administrator for Congressional and Intergovernmental Affairs will notify the congressional committees of any major reorganization of offices, programs, or activities.



	f.  Executive Secretariat will review all organizational change proposals submitted for the Administrator’s approval to assure that the staff review process was comprehensive and complete.  The Executive Secretariat will also coordinate the Administrator’s decision with appropriate operating officials.



	g.  Office of Information Management and Statistics will review the final manuscript of the proposed organizational change for compliance with MP-1, part II, chapter 14, paragraph 4.  They will process all approved organizational changes to the VA Organization Manual M-00-1 and, when necessary, these changes will be published in the Federal Register.  They will also assign new station numbers when necessary, and coordinate station number changes or additions with all ADP systems.



	h.  Office of Administration will provide advice regarding space, office relocation services and telephone service for Central Office elements.  It will also process, print and distribute all final changes and insure the assignment of mail routing symbols.



	i.  Associate Deputy Administrator for Congressional and Intergovernmental Affairs will provide all congressional offices with reports required as a result of agency reorganizations.



PROCEDURES



	At any time it is felt that a proposed reorganization does not warrant complying with the procedures outlined in this chapter, exemption can be requested on an individual case basis from the Administrator or Deputy Administrator.  Informal review by appropriate departments and staff offices during the development of reorganization proposals is encouraged.



	a.  Coordination of Major Reorganization Proposals



	(1)  The department head, Associate Deputy Administrator, or staff office director initiating a reorganization proposal will submit the package with six complete copies of all material it contains to the Executive Secretariat who will route it through the following concurrence distribution and any additional offices they deem appropriate.  The concurrence distribution will include the Offices of Budget and Finance (Controller), Personnel and Labor Relations, Administration, the General Counsel, and Program Planning and Evaluation.



	(2)  When the concurrence process is completed, the reorganization package is then routed to the Executive Secretariat.  The initiating office will then have the opportunity to review all comments and either resolve the issues raised or submit a rebuttal.  The proposal will then be submitted to the Executive Secretariat for approval by the Administrator.



	(3)  When the reorganization proposal is approved by the Administrator, the package will be returned to the initiating office for final preparation of a change to the VA Organization Manual M-00-1.  The change to M-00-1 and the approved reorganization proposal will be forwarded to the Office of Information Management and Statistics within 30 days for issues review and submission to the Administrator for signature.  When the manual change is approved for publication, the Office of Information Management and Statistics will return the original reorganization proposal package to the initiating office.



	b.  Contents of a Major Reorganization Proposal Package



	(1)  A Concurrence and Summary Sheet (VA Form 00-4265) for proposals requiring the prior approval of the Administrator which will set forth the purpose, discussion, and implications.



	(2)  A Memorandum of Request (refer to app. A for format) containing:



	(a)  A brief description of the proposed organizational change.



	(b)  A discussion of the circumstances which make the organizational change desirable or necessary and any benefits to be obtained.



	(c )  A summary of the specific changes in functions or the assignments of functions involved in the organizational change.



	(d)  A justification of the proposed change in terms of the criteria of sound organization.  Improvements in efficiency, effectiveness and economy should be cited.



	(e)  An assessment of the impact the proposed change will have on other organizational components.  This should include sensitive issues that the reorganization will raise.



	(f)  An assessment of the impact on space, equipment, budget and expenses such as travel, office relocation and personnel transfers.



	(g)  An assessment of the personnel impact indicating which personnel matters related to the reorganization proposal have been dealt with and what problems remain; an assessment of the effect on average grade and employment ceiling of units involved and salary costs or savings; and an estimate of the potential for adverse impact (downgrading, separation, etc.), if any, on current employees.  If adverse impact is expected, the package will indicate what provisions have been made to assist those employees affected by the reorganization.



	(h)  An analysis of the effect on the agency’s manpower management program with respect to linkage of employment ceilings management, productivity analysis, and other related requirements outlined in OMB Circular No. A-64 (Revised) and current Transmittal Memorandum to OMB Circular NO. A-11 (Revised).



	3.  Attached to the Memorandum of Request should be the following:



	(a)  A draft copy of the proposed change to the VA Organization Manual M-00-1.  This will contain the proposed organizational chart as well as detailed functional statements.



	(b)  Position descriptions for key positions in the new organization so that tentative classification determinations can be made as to series, grade, and competitive level.  This includes, as a minimum, all GS-14’s and above, and all centralized positions.



	(c )  An organizational staffing chart for the current organization including the employees’ names and the position title, series, grades, and numbers.



	(d)  An organizational staffing chart for the proposed organization including the position titles, series, grades and numbers, and either the names of the employees identified for reassignment or the anticipated recruitment method (merit promotion, appointment, etc.)



	(e)  When appropriate, a listing of all current employees, with their position titles, series, grades and numbers who have not been identified for reassignment to the proposed organization.



	(f)  The requirements in paragraphs (c ), (d) and (e) above may not be appropriate for very large reorganizations, such as the consolidation of facilities.



	c.  Coordination of Minor Reorganization Proposals.  Department heads, Associate Deputy Administrators, and staff office directors will develop procedures so insure adequate internal review and involvement of the Office of Personnel and Labor Relations.



9.  CRITERIA OF ORGANIZATION



	a.  Factors to Be Considered



	(1) Size.  In determining organization, etc., consider such matters as functions to be performed and the number and kind of personnel in the organization.



	(2)  Substructure.  In order to avoid overorganization fragmentation of functions, or underorganization, careful analysis should be made of workload demands (backlogs, excessive overtime usage, bottlenecks, etc.), staffing and consolidation of work assignments.  The establishment of an unnecessarily large number of organizational components in the substructure tends to make it more difficult to reassign personnel as workload needs change.  It also tends to increase the cost of overhead in such areas as secretarial services and supervision.



	(3)  Separation of Functions.  The organizational structure should be as simple as possible.  The number of organizational layers should be kept to a minimum.  As a general rule, a separate component should be established only if the functions to be assigned are clearly distinct from those of other established components.



	(4)  Employee Utilization.  Components should be organized and work structured so that existing staff are utilized to the full potential of their positions and grade.  Normally, positions within components should span several grade levels, providing internal promotion potential and the opportunity to fill most vacancies at the entry level.



	(5)  Management Factors.  Other important management considerations include maintaining a reasonable span of control at all levels, centralizing or decentralizing, maintaining appropriate lines of authority and responsibility, providing for optimum personnel utilization, providing opportunities for job enrichment and job satisfaction, and assessing the complexity and critical level of the work to be managed.



	b.  Functional Statements



	(1)  Statements are to be concise, yet provide sufficient information to permit someone not acquainted with the organization to understand the substance of work done, authority exercised, and relationship with other organizations.



	(2)  Statements are to identify the functions assigned to each organizational component, but are not to describe how those functions are implemented, unless such statements are necessary for an understanding of the mission or to differentiate the mission from that of some other organizational component.



10.  PUBLICATION



	Major changes may, when appropriate, be published in the Federal Register and are published in the VA Organization Manual M-00-1 as outlined in paragraph 7g.

�		Appendix A







MEMORANDUM OF REQUEST

(SAMPLE FORMAT)





PURPOSE.  State the reason for which the proposal is being submitted.



DISCUSSION.  This section contains a statement of what initiated the specific changes in functions or the assignments of functions involved in the organizational change.



SPECFIC CHANGES PROPOSED.  This section identifies the specific changes in functions or the assignments of functions involved in the organizational change.



JUSTIFICATION.  This should contain the reason for the organizational change in terms of the criteria of sound organizational management.



ORGANIZATION IMPACT.  Describe the effect which the proposed change has on the other organizational components, if any.



PERSONNEL IMPACT.  Indicate which personnel matters related to the reorganization proposal have been dealt with what problems remain, and also indicate the effect on the average grade and the employment ceiling of components involved and salary costs or savings.



MANPOWER MANAGEMENT IMPACT.  Provide an analysis of the effect which this change will have on the Agency’s manpower management program with respect to the linkage of employment ceiling management and other related requirements outlined in OMB Circular No. A-64 (Revised) and current Transmittal Memorandum to OMB Circular No. A-11 (Revised).



FISCAL AND RELATED IMPACT.  Present an assessment of the impact this change will have on space, equipment, budge, etc.



SIGNATURES.  Appropriate department heads, Associate Deputy Administrators, or staff office directors.




