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‘rhe Job Activities Description (JAD) was administered to 394 U.S. Army

Corps of Engineers employees at GS levels Ii through 16 to exami ne the nature
of job activities for these personnel. The JAD focused on management practices
that were generally characteristic of key positions with in the Corps.

Personnel at the l ower levels (GS 11 and 12) spend much more time in Use
Knowledge and Skills in a Technical Capaci ty--those activities for which an 
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Block 20 continued .

engineer is trained . Personnel at these levels can remain specialists.
Personnel at hi gher levels (GS 15 and 16) spread their time over all nine
of the categories studied , thus assuming the role of a manager and gener-
alist , so that engineering duties become less important.

This study resulted in a better understanding of the job activities
rated as being of greater importance at the managerial levels of the Corps .
The analyses indicated that the selection process should concentrate on an
applicant ’ s ability to perform those duties required at the higher level--
not on past demonstrated ability in activities that may not be relevant
at the hi gher level.

The information ~btained in this study can facilitate the process
of selecting/promoting the most effective individuals into managerial
positions in the Corps of Engineers . Managerial positions do differ in
what act iv i t ies are important , and these diffe rences should be used in
the selection and training process.
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THE JOB ACTIVITIES DESCRIPTION (JAD) QUESTIONNAIRE :
AN ANALYSIS OF TIME SPENT ON AND IMPORTANCE OF
MANAGERIAL DUTIES

1 INTRODUCTION

Background

Concern about the development of effective personnel selection and
promotion procedures has been characteristic of Army Corps of Engineers
personnel policies for many years , but only recently have substantial
efforts been made to develop and evaluate procedure s for identi fying
and developing managers early in their Corps ca reers . This research
bui lds upon a recently completed preliminary study ’ on the development
and assessment of performance indicators to assist in the selection of
individuals for managerial positions. The earlier study was designed
to identify and explore performance indicators that could potentially
be used in the identification and selection of top level managers wi th-
in the Corps . One coment obtained in an interview during the study
illustrates the importance of making accurate selection decisions :

The single most important thing a manager can do is select
people. If other than competence and potential are the
bas i s  for  a se lec t ion  dec i s ion , a mistake can last as long
as 30 years .

While one selection mi stake can last the remainde r of that m di—
vidua l ’s career , the tota l impact of that error can be even more debili-
tating, as indicated in another interview :

An ineffective or inefficient manager will not generally
select supervisors that will ~e better than he is--theywill make him ~ook as bad as he really is. Then those
supervisors wil l select their personnel in the same way
and that enti re organization is crippled by one bad manage-
ment selecti on decision.

The major po rtion of the Corps of Engineers is divided into 10
Divisions which are subdivided into 37 Districts . At these organiza-
t ional  levels , there are approximately 200 key managers who determi ne
the quality of the Corps . Under these key personnel are approximately
600 second and thi rd level superv i sors , all of whom have substantial

• Performed for CERL under contract DACA88-77-C-0 004.
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manageria l responsibi l i ty.  Including the other Corps elements (Office
of the C h i e f  of Lrqinee rs and the Field Operating Agencies), the total
number of supervisory and managerial personnel is well over 1 ,000.
This group of supervisors and managers is largely responsible for the
execution of the Corps ’ annual program involving the management of
billions of dollars ot construction and operations and m aintenance
project .~ each year . Any personnel selection mistake can therefore
nave yen tnious ir~p 1i c a tio ri s not onl y for individual management
sty l€~ , prod~c t~~it y ,  ~ d subordinate employees , but also for the ac-
coun tab ilitj for ir~1~~idua l portions of the Corps budget. The costs
of selection errors are potentially staggering and the Corps’ concern
for minimizing selection errors is very realistic.

A nu ib cr of selection , placement , and promotion methods have been
used by the Corps to select its most promis ing candi dates for promotion
into supervisory and managerial roles. The Federal Personnel Manual ,
Ci i i l ian Personnel Regulations , Engineer Regulations , and the Supervisor ’s
Personnel Handbook all provide guidance for selection and promotion.
Promotion and placement methods are outlined in FPM 335_l 2 and ER 690-1-
3353~ These guidance documents are primarily methods-oriented but do
not define or establish qualification cri teria. The most recent step in
this direction was the development and implementation of the Skills ,
Knowledge 3 Ability , and Personal Characteristics (SKAP ) Program ,
CPR 95O-l~ , which is the system for rating indiyiduals for qualification -:
for promotion via DA Form 4428-R5, DA Form 2302°, and ENG Form 4685-R
(OT)’. These ratings are then reviewed by an ad hoc panel or higher
GS leve l personnel .

The problem with the SKAP ratings is comon to all rating systems--
lack of objectivity . When the review panel examines all the completed
rating forms for a group of candi dates , the panel members have no frame
of reference for how the ratings were made , and the ratings are accepted
at face value . In turn , the raters are aware that the candidate must
appear qualified to be considered for promotion. They also “know ” that
other raters will make their candidates look good on paper by giving
high ratings , and the desire to make one ’s candidate competi tive re-
places objectivity on the part of the raters. This problem is further

2 Promotion and Internal Placement, FPM 335-1 (Civil Service Corrunission ,
23 August 1973).
Meri t Promotion and Related Placement Program, ER 690-1-335 (Department
of the Army, Offi ce of the Chief of Engineers , 15 August 1978).
Career Management , CPR 950-1 (Department of the Army, 1 November 1977).
Army Civilian Career Program for Engineers and Scientists (Resources
and Construction (LRA ), DA Form 442~-R (Department of the Army,

6 September 1975).
Qualification Record-Civilian Personnel, DA Form 2302 (Department of
the Army, 1 October 1975),
Career Referral Work Sheet, ENG Form 4685-R (01) (Department of the
Army , 1 June 1978).
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compounded by the necess~ t, of discussing a candidate ’s ratings with
him/her . L~i~ cussinq modera te or high ratings is easier than justif ying
a low rating to the candidate . Forms completed by the applicant are
also subject to distortion . In the words of one inter v i ewee: A GS 7
can make himself look lik e he built Cape Kennedy single -handed l y.

Another ~r m ~~j ck of the ‘~KAP program is that the cateyor ies e r - p h d -
s ize the eval~ at io i~ of job t ra its  and pro v~ le no i n f o r c a t i o n  about Jot )
dut ie”~. So , whil e this i!. foration ma~ be i mport ant in eva lua t ing  in—
d ivii u a l s , t n -  rating process is t a i r l y  subject ive and provides no in-
formation relevant to the job itsel f . De termining the job requirements
and then matching them to the individua l ’ s traits during the selection
process i s  st i l l  nec essa r y .

Toe Job Activities Description (JAD ) described in this report
represents a part of an extensive research effort to determine potential
perfo rmance iniicator s which could be used in the selection process.
The rationale underlying the JAD was that a better understanding of the
i mportant job activities at each management level would contribute to
mor e effective selection procedures . Empirical descriptions of dif-
ferences in job duties across management levels have not been previously
ava i lab le . By exam i ni ng the job act i v iti es at each mana gement level 

Fwithin the Corps , the job requirements important for an individual to
funct ion competently at the various levels could be determined . The
same procedure could be used to define the cha racteristics of a par-
ticular position so the selecting official(s) could make a more in-
formed selection .

The preliminary work with the JAD was directed at engineers in GS
grades 11 - 1 5 at three Corps District offices . Development of the cate-
gories and job activities within each category did not imply that eng i-
neers cannot or do not contribute to the effectiveness of the organi -
zation in other ways , but s i mply that the JAD has reasonably global
categories that have some explanatory value in selecting, training, and
evaluat ing competence in management performance.

Results obtained from the 377 engineers indicated strong relation-
ships between GS leve l and the rated i mportance of job activities.
Higher leve l managers , for instance , spen t more time engaged in activi-
ties related to the training and motivation of personnel than did GS
u s  and reported tha t these activities are of much greater i mportance
to their job .

Findings from the firs t study were somewhat limited in that only
a small number of higher grade level personnel were included. In
addi tion , the study pointed the way toward some important design re-
vis ions . In the form reported here , the JAil time scales were revised
and a somewhat diffe rent set of activities within categori es was used .
Once the JAil is validate d and proven reliable , information obtained
through its use could be used to help establish manage rial job profiles
for various GS grade levels. The remaining parts of the selection
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process j s 1 f r - .~ current p rocedures , e.g., the S K.AP atings and possible
new tec h n h i .~e (the Management Audit Survey , interview techniques , a
bi c ~r~o ri c al inven t ory, etc.) will be developed in future work .

Jbj ec t i ye ~ 
. -

0 -  1e~r~r ra l goal of t ‘ ie j r -rent research was to determine the
possib 1~ - jti li t .- ~ t~r~ ‘0 t  m e d  JAD for supplementing current personnel
se1~~ t ion p r - o e d u ~ ’-~ 

- 
e JA ) would define what kinds of activities

are n’port ant t . r success in higher level jobs and how they diffe r
f rom jobs at the journeyman level ot GS 11. Specificall y, the objec—
t i yr of  the s tu i-v we no t o

ascertain the differences in time spent on selected
job act ivity cate~ories by d iffere nt levels of
‘i’ l l ~

determi ne toe relative i mportance of selected job I
activities across different levels of management; and

exai i ne various job classifications for any differences
in selected job activities.

The three phases planned for accomplishing the objectives were (1)
refine the preliminary dAD form by examining the field development
studies; (2) field test the revised dAD form using a sample of 650 Corps
personnel in GS grades 11-16; (3) analyze the completed forms to de-
termine the amount of t ime spent on and rated- i mportance of designated
managerial duties by grade level.

10
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:f l a r a~ ‘ r I S t IC c~ - ,and -~er~al p c - i t i o n s , t ’  thes e ~- , r 1  s t . ~c~ es i n u —
rnented t o )  S conpi Oti  y Such studies havt i ;pc r~~ ~rit - ipl i c~ ti on~ for
t~~ in i n g and for assess inj job pe rfo r-ance , s~rcr t h e ,  i nd ic a t e  tha t
compet en t a r ) aj e r - ~ ‘ U ~~t oa~o a -4 r0 i t  va n ie~~ c~ s k i l l s  and aHl it i~ - - .
t - i ~- -o  s~~~~es , ‘~o~~e’• -r , J id not indic ate how ‘cinaqerial positions should
Ce e~a1uated dOd did not desc rib e t h ~ nature o~ ninaQer i al posi t i c - o s  at
d i f fe re nt  level of t oe or~ an i za t i o n .  A l so ,  no inf o r r ’ a t io n  was ava i l ab le
on how co ps manag ers a- , be diff e rent from managers in other or~an za-
t ons .

~or the firs t for - of the JAG. 10 categories of job beh avio r -c w o r ’
selec ted on the ba sis of the earlier resea rch and inter v iew results dS

bei n- ; ‘tI evar r t t o  Corps activities . W it h in each of these 10 cate-
gories , at least th ree snecific job behaviors were included to ~et at

— the ac tu a l  nature o~ -~~at  Corps managers do. Different levels of ranaq-
ers eval uated their jobs on each of these behaviors H indicating the
amount of time spent on each activi ty and the degree of im por t a nce each
acthity had for Success in their particular position . The  resul ts i n-
dicated that very few differences existed in time spent across different
levels of management. Such findings have typicall y characteri zed other
research studie s as well , e.g., H emp hi ll ml . Df n-more value were the

8 
~ K. Hemph ill (Ed.), The En ee

~j !~~~Stud1 (Princeton [ducational
Testing Service , 1963).
3. K. Hemphill , “Jo b Descriptions for Executives ’ Harvard Business
Review , Vol. 37, (1959), pp. 55-67 .

- T. A . Mahoney , Criteria of O~~~~ zationa1 E ffectiveness , Mi meo-
graphed report ~3~ivers ity of Minnesota , Industrial Relat ions Center ,

10 1966).J . C. Flanagan , The c r itical Incident Technique . P~~choj~~Ical
Bulletin , Vol. 51 , (1954). pp. 327-358.
3, K. Hemph ill (Ed.), The Enq ine rink Study.
J. K. Hemphi ll , ‘Jo b Descriptions Tor Executives. ”
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pe~~~H i n - ~ of relati v~ importance of sped fic job activities of the
Ii ffe rent levels  of mana~ ’-’r ent .

This Or viou s study had a lim i ted sample of hi gher level manage-
lent perconnel , particu larl y those at GS levels 15 and 16. In ad-
dition , furt er refinements were made in the design of both the cate-
gories and t r e  spec i f ic  j ob ac t i v i t i es  presented on the JAB form .
The se hO r d e s wer ” nod’ to prove the relationship between the cate-
;nries itl d the diffe rent managerial levels , and to improve the sensi—
t ivi ’~ Ot to~ instrument to these different levels.

i re  concern j r t i e  design of the JAB was the provision of appro-
priate items so t~- it the lowe r GS level personnel coul d descr ibe the i r
pr~sitions by the arii oun t of time spent and the importance of the particu -
lar ~ob a c t i v i t — / . In some cases , including these lower level job activ-
ities was counter to the purpose of the questionnaire , i.e., defining
the job a c t i v i t i e s  ‘of higher leve l managers . However, exclud ing the
categories throuqn which l ower leve l personnel could descri be their
posit ions would have been detrimental to the study and to the form.
Thus , a number of job activities were written wh i ch were more character-
i s tic of lower level per sonnel to provide an opportunity for these -

•posit ions to be described , and , thus , enable diffe rences to be obtained
oetween these positions and the higher level positions.

Table I presents the revised form of the JAil used in the current 9
study. The measurement of time spent was requested only for the more
generic categorizations of job activities. In previous research and in
the firs t JAB stud y, estimates of the percentage of time spent on the
speci f ic  job ac t iv i t ies  were so sma ll that accurate measures were dif-
ficu lt to obtain. A higher level abstraction would provide more valuable
data on time spent.

On the other hand , prev ious research wi th the JAD had demonstrated
that the more speci f ic  the sta tement of the actual job activity , the
mo re likel y that the statement would differentiate between different
levels of man agement perfo rmance . Thus , the spec ific job activities
were rated for their importance for job success as in the previous fo rm.
Th is genera l forma t for collectin g such data has the advanta ge of both
relative simplicity and , as the results will reveal , sensi tivi ty to
descri be aspects of a management positi on within the Corps of Enginee rs .

Data Collec tion

Although having the sa m-te number of individuals in each of the GS
levels would have been desi”able , certain difficul ties were encountered
durin g the course of the study that made this not feasible. A sample
was ori ginally requested for GS u s  through GS 16s , and , because of the
li mi ted number of GS l5s and l6s , all personnel at these hi gh management
levels were to participate in the study to provide relatively stable

12 
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_________________ 
___________

Table 1

Job Activities Descri pt i on

The Job Activi ties Description will provide info rmation about the kinds
of activities that are required by certain p9sltions within the Corps.
The data will be very valuable in he lping to define and understand the
kinds of activities that are carried out by key Corps personnel . Ul-
timately, the ~nforiiration from this form w il l contribute to the future
selection and placer c’r,t of personnel into key manageria l positions .
Your cooperation in completing the form is greatly appreciated.

All data will be treated confidentiall y and anonymously. The info rma-
tion you provide ir the section below will aid in the effective use of
the data provided on the back of this page. H

1. G. S. level __________________

2. Years of professional experience 
_______________

3. Current job title ________________________________

Please indicate if you have had two or more years of experi-
ence in each of the following areas by marking yes or no on 

- - -

the line following each area. Please circle the number of
the area in which you are presently working.

4. Civil Works 
_______________

5. Military Construction
_______________

6. EngIneering 
_______________

7. PlannIng 
______________

8. ConstructIon 
________________

9. Operations 
_______________

10. Other 
______________

The back of this page is a form for providing information about the
ki nds of actl’~ ties which are Important for a person in your job. For
each activity listed , please :

(a) use the scale on the left to Indicate the approxImate percent
of time that you spend In each major category of activity printed in
capTiiT letters . For example , if you spend about 7% of your time in
activities which could be classified under INTERACT WITH OTHER ORGAN IZA-
TIONS, you should wri te 7 in the b l ank  to the lef t  of that category.
These percentages will not total 100 , since some activi ties overlap and
others are omitted.

(b) use the scale on the ri ght to Indicate how important It is for
- - a person in your job to perform adequately In the specifi c activities

wi thin each category. For example , if “Organize work schedules ” is a
- • crucial job activity , write a 5 In the space to show this. When rating

• the activities , disregard the percent of time you have j ust indicated
and how hard It may be to do the activity . Please rate all of the
specific activities .

13

~LJ.J-*J~~~ _ ~~~~~~~~~~~~~~~~~~~~~ - - ~~~~~~~~~~~~~~~~~~~~~~~~~~~ 
~~~~~~~~~~~~~~~~



lable 1 (~ ont inued )

— ____

Crucial

Qu ite Import ant

l~ der~te I n&i o rtan~e

Some Is~ or ta nce

OF TI~~ Un impo rtant

1 2 3 4  S

RI~~I’~ A~~) P

r project  p , -;re ss _______

E~ i H ~ ~
- - p o l - t i v i t y Twasure s and Sy stems 

_______

- rw ~ ac , t $ ny  ~ o~ is _________

I Ri ‘~- H I~

~ -~i . - t  ~~~~~~ an’ evpen ditur es 
—~~

A lloca t e r,. ,,r~ es to  projects and pro gr ams _______

Prrp .sre ~ost est imates for I project  _______ - 
-

— - 
TRA IN *140 ~j~~ 5i P F R SONN t L

Analyt ~- t ra ining ~n developmental needs
of sub o , iIraates _______ F

Guid e pers o nn el as signme nts and procedures _______

Provide for personnel develop ment and recognition ______

I NITI A TE IMPRO VE M EN TS IN METHODS AND OP (Mr~ONS
DeveTop an d.o r  imp l ement new methods of operation . 

- -

Plan and i nitiat e new or~ani za tio nal procedure s - . _______

Design new management procedure s 

- —~~~ UsE OWLLDG ( AND SkILLS IN A TECI-IIIICAt CAPAC ITY

Sol ve v arto n eng ineering and sc ientific probleme _______

Prioritize sy stem requirements and object ives - _______

Ac t as con su ltant for solvi ng technical problems _______

INTtR PER SONAL IN TE RA CTION

Hel p other s resolve differences ______

Sti mulat e cooperation amu ng empl Oyees _______

Provi de feedbac k to subordin a te s about job
pe rformance _______

— _ INTERAC T WIIH 0111CR ORGANIZATIONS

Negotiate with outsid e organi zations ______

Dev elop coope rati v e re lat ion ships with clients ,
interes t groups . etc ______-

Ket’p up with current events through Contacts
w i t h  out~ lders _______

SCHEOUtE WORK OF ORGANIZATIONAL COMP ONENTS
O rganize activities of others to respond to

probl ems ______

Organi :e work schedules ______

Es tab li th project priorities _______

LONG .RANGI PLANNING AND CONTROL
Participa te in long-range planning mee tings - . _______

Invest igate possible future developments and
response op t i ons _______

7/18 Develop long-range pr ioriti es _______

14
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estilnateS of the inanaqerial job at these levels. The participants frolll
GS 1) through 14 were randomly selected from the Corps Stratification
Tape at the OCE Manpower Of f ice .  A ll Corps GS l5s and 16s in the
United States were asked to par t ic ipate . Al l data we re col lec ted
anonymously by ludil , with only one request for completion and return of
the forms .

The fj  nil 5d f l 4 l t v s~ lec ted and ana l y.- s ’d during the study is 5 ~ 
-

cr1 bed in L1t i e 2 . A~. -Jiuwl: i ll this table, the percent ~~ju retu rnn -d
and  t h ~- ib;c iute ~ar~p~e S1:e iS S Olll~Wh dt low for two of the US levels ——
1) and 16. More adequate return rates were obtained for the levels
where the individual enters into and is promoted up the Iflafld~e r ia l
ladde r , i .e. , GS L through GS 15. S i n c e  the fo rms came ftoi e~ Sel1 -
t ial lv a l l  U.S. D iv i s ions  and Dis t r ic ts  w i th in  the Corps , the data
should be qener al l v representative of m anagerial positions within the

— 
Corps , although s ome caution is just i f ied in interpreting the results ,
because of the moderate return rate.

The data anal ys i s p rocedures fol lowe d i n  the stud y were r e l a t i v e l y
— simple. Upon recei pt of the data , all info rmation was keypunched and

mean scores for each t ime  category were computed for each GS level .
These mean scores were then compa red to determine what di fferences , i f
any , were characteristic of the different GS level positions . These
data we re ana lyzed wi th  an analysis of variance (ANOVA ) program to de-
termine the significant differences between the mean percent of time

F reported by the different mana gerial lev els .

A s imi lar procedure was fol lowed for the i mportance ratings of the
va rious job activities . The mean importance ratings were computed for

— each GS level and these we re compared for significant differences by the
ANOVA program. In addition , some comparisons were made of certain job
t i t les and of current job area (e.g., Civ i l  Works , Mi li tary Cons truc ti on ,
En gineeri ng, Construction , etc.).

15
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Table 2

Description of the Sample

Number Number Percent
Job Level Distr ibuted Processed Returned*

GS 11 80 44 60
GS 12 84 65 83
GS 13 79 54 82
GS 14 70 49 86
GS 15 272 162 69

GS 16 _ 58 20 41 -
~~~~

TOTAL 643 394 71 L

1-1

*Thjs column includes data received too late to be processed.
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3 RESULTS

The Managerial Job--An Ana lysis of Time ~pent

The instructions for tPie JAD advise the participant that not all
a~-oects of manager idi jobs would be included on the fo rm , and t h a t  the
various job activities were not necessarily independent (e.g., Inter-
personal Interaction overlaps with Train and Motivate Personnel).
Nevertheless , the di fferent categories of job activities do provide
important info rmat ion about how Cor p s personnel s pend the i r time . The
results for this part of the study are p resen ted i n Ta b le 3 , w h i c h
shows the avera ge percent of t i r l~ spent by each of the GS levels on
each of the major j ob categories included within the JAD. For example,
Category 1--Review and Evaluate Projects--was responded to similarl y
by all levels of managers studied . The avera ge ti me spen t on these
kinds of activities varied from 14 to 18 percent , and there were no
sign ificant differences among the managerial levels as determi ned by
the ANOVA test.

Somewhat similar results were obtained for catego ry 2--Allocate
Resources . This category had a smaller pe rcent of time devoted to it
as the average time estimates ranged from 7 to 12 percent.

The different levels of management did describe their jobs dif-
ferently on the third category of job activities --Train and Motivate
Personnel . The mean percent of time spent on act iv i t ies in this cate-
gory varied from 4 percent for GS 11 personnel to 12 percent for GS 16s.
These results indicate the gradually increasing scope of this activity
as one proceeds up the managerial ladder . A common complaint obtained
in the early interview results from the previous study was that many
managers are st i l l  trying to perform engineering duties and are not
willing to deal with other key aspects of thei r jobs , e.g., training
and motivating personnel .

Significant differences were also obta i ned on how much time dif-
ferent levels of management spent on the next category within the JAD--
Initiating Improvements in Methods and Operations . Although the dif-
ferences were not marked , ranging from only 7 to 11 percent, they were
statistically significant at the .01 level (i.e., the differences
between means could be obtained by chance only 1 time in 100).

The category which took up the most time of Corps personnel was
the Use of Skills and Knowledge in a Technical Capacity . The average
GS 11 reported that he/she spent approximately 38 percent of his/her
time on these kinds of job activities . By the time managers had reached
the GS 16 position , only 13 percent of their time was spent on these
activities. These results Indicate the declining amount of time spent
using technical skills as an Individual -is promoted up the managerial
ladder.

J 17
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Table 3

Percent of Tine Spent on Different Job Activit ies
Ac ross GS Levels

Average Percent of Time
Spent At Each OS Level

S)b A c t i v i t y  C a t ~~jo~y Si~pif ica r i t 11 
- 
12 13 J4 

- 
15 ~6

1. Review and [valuate
Projects No 14 14 16 18 14 1

2. Allocate Resources No 7 9 11 9 10 12

3. Tra in and Motivate
Personnel Yes ** 4 10 9 10 12

4. InItiate Improvements in I-
Methods and Operat i ons Yes ** 7 7 7 7 11 10

5 . Use Knowledge and Ski l ls
in a Technical Capacity Yes** 38 41 28 20 21 13

6. Interpersonal Interaction Yes* 10 10 9 12 14 15

7. Interact wi th Other
Organizations No 15 13 14 12 14 17

8. Schedule Work of
Organizational Components Yes * 6 11 12 12 10 1)

O~ Long-Range Planning and
Control Yes ** 3 5 6 8 10 13

.01

18
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Job activ ity ~ tteqo~ ~‘ 6--Interpersonal Interact ions--was ~iqn it i-
cant at the .05 l~ ci. Higher ie’,el managerial personnel tended to
spend more t i me In i n te rpe c- on a 1 interact ions

Category 1-- int era r tions with Other Organizations- -did not dif-
ferentiate among the different managerial levels on amount of time
spent. The average amount of time spent in interactin g with personnel
from other  organ i~ at ions varied fromTm 12 to 17 percent.

Ca t e~iery 8-- Sc hcd~,1inq Work of Orga nizat ional Components--required
only a relati vel y sm d ll wt~tnt of time across all man agerial levels ,
ranging from 6 to 11 percent. These differences in how managers at the
var ious levels spent the ir t i~ r on this ~ateqory were significant at
the .05 level.

The firr i l ~ateqo ry--Long-Range Planning and Control--was an area
which took up very l i t t l e  time of the CS l ls (3 pe rcent) , but an in-
creasing amount of time as one progressed up the m anagerial ladder . At
the CS 16 lev el, approximate ly 13 percent of the time spent was on —

these kinds of activities . The results were highly significant in dif-
ferentiat ing among mana in ria l levels. t

Des pit e diffe rences in how managers at the various levels s pend
their time , generally comparable results were obtained for each of the
CS levels on the tota l amount  of time spent across the JAD categories .
The total amoun t of t ime accounted for by the JAD for the GS li s was
just ove r 100 percent and slightly over 119 percent for the CS l6s.
That these were greater than 100 percent reflects the fact that mi a ny of
the job cate gor i es concerne d somewhat relate d or overla pp ing job a c- .JJ
tivities.

The J~portance of Job Ac t i v i t i es  Acc o rd in~ to CS Level

In this part of the results , the mean importance rating was comn-
puted for each OS level on each of the separate job activities . T hese
means were then analyzed to see if they were significantly different.
The results are reported as eta coeff~cients to express the degree
of relationship between the importance rating and the OS level ( i .e . ,
a high relationship indicates that the measure differed by OS leve l ) .
The eta coefficient is particularly well suited for this kind of
analys is since it has no assumptions with regard to the distributions
and describes relationships even though they may not be linea m - .

Figure 1 presents the results for the firs t cate gory of job ac-
tivities --Review and Evaluate Projects . The firs t job activity ,
“monitor  project progress ,” was rated h i gher in i mportance by GS levels
13 through 16 and l ower in importance by CS lls. With the sample sizes
and standard deviations obtained for these categories , a difference of
approximately .5 in the mean importance rating for any two CS levels
would generall y be s-i qnlficant. The overall results for comparing the
mean differences on this job activity were clearly significant

19
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- -  ____________

Review and OS Importance

~val uate Pro~~çts Lev& 1 2 
- 

3 4 5

Monitor Project Pregress 16 [__ - 4. 0]

eta = . ~ H~~ 1 s 
_______________________________

14 L~~ T.~~]

13 
- — 4.1]

12 
_ _ _ _ _ _ _ _  

3.71
11 3.4]

Evaluate Productivity 
_______________________

Measures and Systems 16 3.4]

eta = 35* * 15 r~~ 3.5 ]

14 3.6]

13 3.3]

12 1 2.6 1

11 L~ 
2.~1

Review Cost Accounting 
____________

Records 16 ~~~ 2.1]

eta = .19* 15 2.6]

14 2.6 !
13 2.7 J

12 2.~ J

L 

11 E 2.1 ]

FIgure 1. Rated Importance of Review and Evaluate Projects Activities by
OS Level (**p < .01 ; *p < .05)

- Y -
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st a t is t l c all y. Thus , monitoring project activities was more i mportant
for the high er level m anagerial positions.

Somewhat similar results were obtained for the other two job
activities in this category , although their overall rated importance
was not as hi ih . The activity “evaluate productivity measures and
systei~e.” was more import ant for the higher CS level jobs than for the l is
and ld , .~rrd “revIew cost a cLourr tiri q records ” was more important fur the
mi d -level management posit ions and not for the CS ils, l 2s, or 16s.

Figure 2 presents the rating of importance of job activities in
the Al locate Resources category by CS level. Ma r-Led differences were
obta ined for the activities in this cate~ory as higher levels of manage-
mont rated these job activities , ‘ budget program expendi ture s ” and - -

‘allo cate resources to projects and program .” as more im portant. The
differences in the i mportance of these job activities were quite marked.
A marked reversal occurred on the “prepare cost estimates for a pro-
ject” which was considerably more important for the l ower CS levels
than for the higher leve l positions .

Figure 3 presents the i mportance of job activities within the cate-
gory of Train and Motivate Personnel . Highly significant (.01 level)
results were obtained for all three of these job activities in distin-
guishing between diffe rent levels of managerial performance. Higher
level managers did report that these kinds of activities were more im-
portant for successful job performance than did the l ower CS level —

personnel . The diffe rences between CS 13 through l6s were typically
tr i vial , but obviousl y skills and competence in this area should be a ‘ 

-

prerequisite for selection of employees into managerial positions , but
not a factor in distinguishing between levels OS 13 through 16.

Figure 4 presents the resul ts for the activities dealing wi th
In itiate Improvements in Methods and Operations. Again , all three
act ivities were significantly related to CS level. The activity “desi gn
new management procedures ” was most sensitive to differences in CS
level . This category of activities has been discussed by various
management theorists as being crucial for the survival of an organiza-
tion . These results generally support the theory , since the higher
leve l managers do view this activity as important , but the i mportance
ratings are not as high as for some other categories . How the im-
portance of these job activities would change across time or across
organizations is a matter of conjecture .

Figure 5 presents the results obtained for those act iv i t ies dealing
wi th Using Knowledge and Skills in a Technical Capacity . Generally
speaking , these activities were not as highly discriminating in des-
cribing management act iv i t ies as categories described previously, but
al l three activities In this category were statistically significant.
“Solving engineering and scientific problems ” was viewed as ouch more
i mportant by lower level personnel than by individuals at the CS 15 and
16 leve l , where it was only accorded moderate importance. The results

21
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GS Importance

Allocate _ Resources Level 1 2 3 4 5

Budget Program 
________________

Expend iture s 16 
______ ____________

3

~

I

~

I1
eta 37 a * 15 

_____ ________ 
3 . 5 ]

14 
_ _ _ _  _ _ _

13 
_ _ _ _ _ _ _

12 2.8]

11 2.5]

a
Alloca te Resources to ____________________________

Projects and Prog rams 16 
_______ _________________ _______

eta = 47** 15 1~~~ 
3.9] -T

14 4.0]

13 
- 

3.8J

12 2.8j

11 [~
-
~

-- 2.4 ]

Prepare Cost
Estimates for a
Project 16

eta 37** 15 [ 2.5]

14 3.0 1

13 
_ _ _

12 3 . 5 ]  -
‘

g 2  Rate mpo rtance of Al locate rces Act~~~ti OS Level



Train and OS Importance

Moti vate Personnel Leve l 1 2 3 4 5

Analyze Training and
Developmental Needs of _________________________

Subor di na tes 16 3.6

eta = .32** 15 
- 

-1

14 3 .8 j

13 3.7 j

12 3.1 ]

11 1 2 .~ J

Guide Personnel
Ass ignments and ___________________________

Procedures 16 3.7]

eta .36** 15 3 .9 ]

3.8~ -
-

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _  
WI

13 3.7 j  ‘

~~~~

12 3.3 !

11 2.6]

Provide for Personnel
Development and ________________________________

Recognition 16 4.1 I

eta = 43** 15 I 4.0

14 3.9]

13 3.9 j

12 3.0 ]

11 I 2.7_j

Figure 3. Rated Importance of Train and Motivate Personnel Activities by
OS Level (**p < .01)
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In itiate Improvements in Importance

Met hods and _~ p_erat ions Level 1 2 3 4 5 —

Develop and/or Implement 
______________________

New Methods of Operation 16 [il l 3.~1
eta .25** 15 

— 
3.8]

14 [ 3.6]

13 
_ _ _

12  3.2 ]

11 
~~]

P l a n  and I n i t i a t e
New Organizational _______________________

Procedures 16 3.5 I

eta = 37** 15 3.5 I

14 I 3 .31

13 2.9]

12 1 2 .6 1

11 ~
_
~4_]

Design New Management 
_________________________

Procedures 16 I 3.5

eta = .40** 15 3.3 ]

14 1 3.1]

13 2.6 1

12 1 2 . 3 !

11 E~ 2.0]

Figure 4. Rated Importance of Initiate Improvements in Methods and
Operations Activities by GS Level (**p < .01 )
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Use Knowledge and Skills CS I mportance
m a  Technical Capac i~y Level 1 2 3 4

Sol ve ~ar~ous Ln gineerin q
a r d  Sc ient i f i c  Prob lems l~ ________ 

2.9

eta = .26** 15 1

14 
_ _ _ _ _ _  

3 . 6

13 L~~
_

~~~i L I 1~~°~
12

11 L~ _ _ _  
3.9] :

Prioritize System
Requirements and _____________________________
Objectives 16  3.~~J

eta .23** 15 L_~ 3.8 1

14  3.8]

13 3.7 1
12 Lii 3.5 1
11 

_ _ _ _ _ _  
3.~J

Act as Consultant
for Solvin g Technical _____________________
Pro blems 16 L~ 3J]

etz = .19* 15 L~~ 3.61

14 3.7 1
13 4.0!

12 3.8]

11 
__________ 

3.6 I

Fi gure 5. Rated Importance of Use Knowled ge and Skills in a Technical
Capacity Activities by OS Level (*p < .05; **p .01)
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indicate t~at t~~ e i c a 1  ski l ls have about the same level of importance
t ) r  CS u s ,  12s , ~nd l3s and then start to decline in i mportance for
s-jc :r- ~sful job performance . “ Pr ior i t ize system requirements and ob -
jectives ” w~i~ vi:wed as a hi ghly important activity by the higher
leve ls  of nariagemen~ At lower lev els , such activities were viewed at
a ~omew~a t lowe~- l(- iel of importance. Serving as a consul tant in - -

solv i~icj teuin ical robl em s also discri minated in a revers e manner
- j im cc tee hi yher ~ 1 ‘-~‘- ls rr -p ~~rted this as less i mportant than did
1ow~ r- level personnel . Apparent ly. solving technical problems is a
sk i l ~nich should be conside red as important for promotion to the CS 13
le v r~l, but accorded less importance thereafter.

F igur e F pr t - - ents t he ’ results for those act iviti es dealing with *

In terper - s r ~ol Inte ractions . All three activities in this category were
vie~~d as more in~portmt by highe r’ CS level personnel . Thu s , develo p-
ing -~~i li s  ~n inter pe rsonal relations is a key com ponent that should be ‘

considered in t~ e selection/promotion process. The acti v i ty rate d
highest in i mportance was “stimulate cooperation among employees ,”

- -~T h ich was rated at 4.4 on the scale by CS l6s . The activity i tem most
sensitive in discriminating different managerial duties was the one
dealing wi th “providing feedback to subordinates about job perfo rmance. ” ~~. 

-

Although it was of at least moderate im por tance for all Cor ps personnel ,
the managers diffe red ma rkedly in the extent to which they viewed this
as a key element in their job activities.

Figure 7 presents the results obtained for those activities dealing
wi th Inte ract with Othe r Organizations . The activities in this cate-
gory , although consistentl y ra ted as im portant , did not diffe rentiate
arirong different levels of managerial perfo rmance. These results , taken
at face valur , suggest that , fo r diff erent levels of management, there
are no meaning ful diffe rences in the importance of interacting wi th
individuals in the external organizational environment. An equally
plausible hypothesis is that the results refl ect the nature of the
activity but not the method or the people invo l ved. Further research
could explore such possib flities , since understan ding how managers re-
la te to and interact wi th external organizations would appear highly
relevant to successful organizational performance .

Fi gure 8 presents the activities in the category--Schedule Work of
Organizational Components. Here significant results were obtained for
two of the act iv i t i es , tho se dealing wi th “or ganize wo rk sche dules ” ari d
“establish project priorities .” The “organize work schedules ” activity
was rated more i ipo rt 1n . by CS 13s and 14s . whereas the lis and l2s and
1 5s and 16s accorded this ~ t i vit ~ a lower level of importance . “Es-
tablish project priorities ” was clearly rated as mo re i mportant by the
CS 16s and , as might be expected - was l ower in importance for the CS
lls and 12.

Fiqure 9 prt -ent s the job activities in he Long-Range Planning and

* 

Control category . This cat i ’eer v ‘t r i n s  job activities which were
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_______ 

I

~i

i
Imnport an e

Ir itt ’m -p er-sona l lnterdct ion le v e l I 3 
- 

4

help Others Resolv e
Di t t r r ’ t’mn ‘s 16 I. -________ I

e t a I iiiiiiii IIiiIi
14 

~ i.JI 
—

13 i
1 

- - — 

- 

- — —-———--

11 
_______  

3 .4 J

~ t i mu 1 a te Cooperation 
- -

Among Emp loyees 16 
- — - -~~ - - — 

.1. 4

eta = .31** 15 
- -  - 

4 .1

14 
- 

4. 2

13 ( 
____  

4 . o

1? 
_ _ _  

T~.5

1 1 Euii_ ii: i~i~ i

Provide Feedback to
Subordina tes about 

_____________

Job Perforniance 16 
_________________ 

3. 7

eta .41** 15 
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-
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~

. 4.~ I
13 

_ _ _ _  IIuii [7 I
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-

l igure h . Rated Importance of Inte rpersona l Interaction Ac t i v i t i es  by
OS Level (** p .01) 
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Interac t with CS Importance

Other _Orga nizat ions Level 1 2__ __~~~~~~~~~ 4 — 
S

Negotiate wi th Outside 
_____ ____________ _____

Organ izations 16 
____________________ ~3.8~j

eta .10 15 
__________  ~~~~~~~~

14 3.91
13 L _ i-—

~~
]

12 [ii iiiiii iiIii iiiiiIii II~I1
11 LI~~~~~~IiuIiiiii I7

Develo p Cooper a t ive
Rela ti onshi ps wi th
Clien ts, Interes t  __________

Groups , etc. 16 Li 4.4]

eta = .20* 15 Li 4.0 I
14  4 .2 j

13 Li 4.0]

12 3.6]

l i i  3T~~

Keep Up Wi th Current
Events Throu gh Contacts 

_________ ______

W i th Outs id ers 16 I ~~~

eta = . 15 1 5 iuiiiii ~
]

14 I 3.4 1
13 3.5 1

12 I 3~ J
11 3.3]

Figure 7. Rated Importance of Interact with Other Organizations Activitie s
by CS Level (* p < .05)
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Sc hedule Work of GS Importance

Or1anhzat iona1 ç~~pQnents Level 1 2 3 4  S

Oryanize Act iv i t ies  of
Others to Respond to
Problems 16 

-  - 
3.6 }

eta = .21* 15 LIIii hii iii - -

14 ri~:i 
- 

- -  
4.1 ]

13

12 L~ ~~~~~~~~~
11 Liuii iiiii i~i.l1

Organize Work 
________________

Schedules 16 2.jJ

eta = .27** 15 L1
14 Liii iiIuii Iiiiii ~~~ii~
13 -

~~I1
12 3. 4 ]

11 __-  i~uii]
Establ ish Project 

_____

Priorities 16 EII 4.5 1
eta = .31** 15 L Iiii ~iiii ~iiuiIii Ii4ii ~i]

14 
_ _ _ _ _ _  _ _ _

13 ______ iiuiiJii Iuii4

~

ifl
12 L~ 3.8J

l i E  ~~~ 3.fl

Figure 8. Rated Importance of Schedule Work of Organizational Components
• Activities by OS Leve l (*p .05; **p .01)
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Long-Range GS Importance
Planning and Control Level 1 2 3 4 5

Participa te in Long— __________________________________
Range Planning Meetings 16 4.4 1

eta = 39** 15 U 3.6 1
— 

14 L 3.3]

13 3 .2 1

12 2.81

11 2. 4 ]  :
Investigate Possibl e
Future  Developments 

_______________________________

and Response Options 16 4.2 1
~ta = .41** 15 3 .8J

14 1 3.3]

13 3 .3 1
12 2.8]

11 2 .6 j

Develop Long-Range 
________________________________

Priorities 16 ________________________________

eta •43** 15 3.8 1
14 3.5 1
13 

_ _ _ _ _ _ _ _ _ _ _ _ _

12 2.7]

11 2 .4~

- 

- Figure 9. Rated Importance of Long-Range Planning and Contro l Activit ies
by GS Level (**p < .01)
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hi gh l/ rela ted to managerial level . Each activi ty clearly became more
i mportant as an individua l mo ved up the managerial ladder . For example ,
“participate in long-range planning meetings ” was ra ted as only 2 .4
in im portance by the CS ils , but for the OS l6s a rating of 4.4 was
obtained. These results clearly support the position that forecasting
and other lon g-range planning and coordination activ ities are crucial
for higher level positions arid should be a critical job requiremen t in
the selection process to these positions .

The other act ivities in this category were also viewed as more
im portant by higher level personnel . The activity , “develop long-range
priori ties ,” was rated only 2.4 by the CS ils , but 4.2 by the OS 16s .
Despite the high degree of i mportance attached to these activities ,
however , the time spent on these kinds of activities was less than 15
percen t by all CS levels , includ ing the OS 16s . Other activities ,
al though rated l ower in importance~ consumed more time of the topmanagers . -s

Job Assignment Analyses

On the front of the JAD form, each respondent was asked to l ist
his /her current job title (civil engineer , electri cal engineer , struc-
tural engineer , economist , etc.), his/her divisional assignment
(engineering, planning, construction , etc.), and whether he/she worked
in the area of Civil Works or Military Construction. The respondents
were grouped into these various categories and their responses to the I
JAD analyzed to determi ne if there were significant differences in the
amount of time spent and the importance of the job characteristics.

These analyses were performed because interview resul ts wi th Corps
personnel indicated controversies about prerequisites , advantages , and
limi tations of vari ous cross training assignments . The results of the
current study revealed that , on the measures studied , the job title ,
the divisional assignment , and whether the respondent was involved in
civil or military works were not differentiating factors . In the con-
struction of the i ns trument, the categories and job activities were not
selected to assess the specifi c content or the process characteristics
of the job classifi cations , and the results indicated that the time
categories and the specific activi ties were not sensitive to these kinds
of job diffe rences .

Stated alternately, the results did not display content and/or
process aspects of jobs that need to be considered in certain promotion
or job rotation assignments . Posi tions at similar levels within the
Corps do have many managerial activiti es that are similar in amount of
time spent and in i mportance . Positi ons at different managerial levels
(CS 11 versus OS 15 , for exa mp le) , however , are di fferent in the amount
of time spent and in the importance of specific activities .

‘1
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lob 4~ t r  ~ t~ Late~ o r ies  b r  CS lbs and 16s

In this sect ion of ~ht’ report , a special analysis of the total
q r eup  oi ~Jie us lhs (N = 162) and 16s (N = 20) who responded to the
dAD will Se pre --e nt ed . Doing so will facilitate the identification
of ski ll s rw~sssar -y for performance at those levels.

In T oPic - . t nt dAD ca tet e ries are rank ordered according to the
ave r -air ~)t’ Ii ’’t t f time —spe nt on each category by the CS 15s and 1 6s
In tht secon d column , the average rated i mportance of the JAD cate-
mor ies is presented. The numbers i n  parentheses represent the rank
order of the avera ge ra ted importance.

Category 5--Us e Knowledge and Skills in a Technical Capacity--
was the unquestio nab le leader in percent of time spen t for the CS ~~
and lns--20 .l percent. The next three categories are grouped rather
close l ’~ t oqether --14.l to 14.3 percent. Then there is anothej~.-siza ble
drop , and the last five categories are within a range of 1= -percentage
point.

The average rated i mportance column of Table 4 also presents some
inte resting findings. The relationship between average rated i mpo r-
tance and percent of time spent was not high , wh ich was an i n di ca ti on
that the priorities of the CS lSs and l6s were not well reflected in
the amount of effort expended . The catego ry with the highes t average
rated i mportance--Interpersonal Inte raction--was one in which profes-
sional engineers typically have received little forma l training. This
category has been previously i dentified as one in which opportunities
for individual development should be provided , and one which should be
carefully considered in the selection/promotion process.

The second and third most i mportant categories--Interact with Other
Organizations, and Train and Motivate Personnel--are also defin itely
managerial in nature . These findings reinforce the idea that the best
engineers may not be most qualifi ed to be selected for the highe r CS
leve l positions . —

These results with the JAD highlight the i mportance of careful
analysis of each job opening prior to the selection process. After
this analysis , the individuals who have the best abilit y to function
in the various activities of the higher level positions should be
selecte d. The person who wants to remain an engineer should not be
encouraged to apply for higher leve l managerial positions . Other methods
for recognizing the talents of the engineer should be cons i dered , such
as divisional positions which may he more in line wi th their capabili-
ties , rather than placing them in a managerial slot which may no t match
up with their abilities and interests . Contra indica ted placements could
be detrimenta l to the individual , subordinate employees, and the Corps.
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Table 4

Analysis of Job Activity Categories by Time Spent , and Average Rated
Importance for OS Levels 15 and 16 (N 182)

Pert tn t Average Rated
Ca tegory o f T i me 

- 
Im2o rtance *

5. Use Knowledge and Ski l ls in a
Technica l Capacity 20.1 ~~L 7 (6)

7. Interact with Other Organiza-
tions 14.3 3.85 (2)

6. Interpersonal Interaction 14.1 4.00 ( 1)

1. Review and Evaluate Projects 14.1 3.34 (8)

4. Initiate Improvements in Methods
and Operations 10.9 3.52 (7)

- d
9. Long-Range Planning and Control 10.3 3.80 (4)

3. Train and Motivate Personnel 10.2 3.83 (3)

2. Allocate Resources 10.2 3.30 (9)

8. Schedule Work of Organizational
Components 10 .1 3.73 (5)

N umbers in parentheses represent rank order for rated importance .
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The following basic issues are evident from these results :

1. The personne l at the higher managerial levels wi thin the Corps
generall y cannot be specialists and function well. They must have
abilities across all the categories investiga ted. If a person wishes
to spend his/her t ime primarily in a given specialty area, then that
person should usually not seek a managerial position .

2. The e’~i dence suggests that even the CS lSs and i6s may still
think of themselves as engineers first, and managers second . This is
reflected in the hi gh percent of time spent on Category 5. The wisdom
of the l5s and i5s spending this disproportionate amount of time on a
category that is ranked 6th in i mportance appears questionable.
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L4 DISLUS SJON

iht put -po se o~ thi s st u- J~ was to examine the nature of job activi -
t ies  t r  U. 5 . A rmy Lo rp -~ of Engineers engineering personnel. Know-
I. - ~~~ o r  the r e la  ti ’” i mpo rtance of diffe rent job acti vi ties at various
n I m o n  -- o n a- l e T e ri t le~~1 s in the Co’-p . would be helpful in the selec—
t lon ,’ Srom(l~ ijn pro cens . To ieteniri ne the r e l a t i v e  importance of the

-~ job a t v ’~~ies.  u~ -~t - t  the CS 15s and 16s in the Corps of
Engi ncr’ n’ • i r> J a -~el cc ted arpi  e of CS 11 s , 1 2s , 1 3s , and 1 4s were

t-soond to the PoP A c t i v i  t ies Description --a relati vely brief
j r s t r j r c ,it fjr col le~ ting info rniation about the charac t e r is t i cs  of
inana ;~ i- i > 1 ~~h- . h 0 ‘~ was focused on management pract ices that
~er -~ ‘npr~ l I v c ho rac t t ri St ic of key pos i t  ~ons w i t h i n  the Corps .

res ul tc  of t n r  stud y ident i f i ed substantial job duty d i f f e r -
onces o~~-ng d ift erent levels of managerial pos i t ions . These resul ts
‘>a ~ e i mportant i pli a t io ns  for the training and se lect ion of manageri al
t a len t . spe: i f ica l l y ,  per- ,nnnel ~t the journeyman leve l and below
s h o u l d  b~~~e the opportun it / to develop their skills in the areas that
are part icular l y important for successful performance at the higher CS
l e v e l s .  By knowin q the relevant skills necessary for competent per-
fo rmance , supervisors and ad hoc pane~s could evaluate the relati ve
strengths and weaknesses of app l icants  and place them in positions whi -h •

make the best use of their sk ifls. Such placements would result in
higher level s of perfo rmance and would have the additional benefit of
hav i n i  a general l y posi t ive impact on the work satisfact ion and morale
of subo rdinate employees .

The results presented in the previous chapter have clearl y demon-
strated tha t this approach ( i .e .  , documenting key managerial job
ac ivities , and using this information during the se lec t ion  process)
(dfl be used by the Corps of Engineers as a va l id  procedure . The pre-
c i se  ~ethods that would be used in accomplishing this are beyond the
scope of this study , and should be the subject of further researc h and
development. The results of this study confirm the findings of pre-
v ious research --that the importance of different managerial duties does
vary by managerial level . The four categories that correlated the
highest w i t h  manager ial level in this study were:  Train and Mot ivate
Personnel , Long-~ ange Planning and Control , Initiate Improvements in
Methods and Opera tions , and A l loca te  Resources . The ac t i v i t i es  w i th in
these categories should be used as part of the selection and trainino
p rocesses .

Percent of Time Spent by (5 Level

The relationshi ps between pe rcent of time spent on each of the nine
c ategories of the JAD and CS leve l can be sunviari zed i to three types , as
exempl i f ied by Figure 10. In this figure , one category (Use Knowledge
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a n d  Skill s a Tt-Hn j c~~ Cdpa ( i rd begins at ~ high leve l for the lower
CS li- v e l s  i i r - ~ ~~~

- ses on ~he . level increases . This category deals
th *~ ~k i ( l s  that t i e  r’i l i ce r ~-~ould lea r’  in col lege , and for which

t ’ o  enoir. c~ r ~~~ 
f i r-s t emp loyed by the Corps. These ski l ls , however ,

Je~ c a ’~ in usage as t r >c en~ i rice r advances into m anage m ent posi tions

A ,t’~ O rid ~- -pe of relationship is exemplified by the catego ry- -R e-
~~ie ~~ i L v t i at - Projec ’ With t h is  type , the amount of time npt - i i~
is  ‘ - i~ l~ ~~ r~~~ar~ -ic m -o~ -; - i l l  ~is leve ls .  These, then , are sk i l l s  that
trt~- n c  o~io 1  w >n- n the -~m ; i n e e r  is ni red , and renia i n necessary as the e mmi — - 

-

pl (~ ct- p i ~- o e ~ -:~o- 
~~

- trio ana p— er t ladder. Other dAD categories that
belong to this c;roup includ e : Initiate Imp rovements in Methods and
Opera t ions ; I nteract wI rh ~ther Ceqonizations; a r d Schedule Work of
Organ t zat i o na l  Lo- ’ pone r ts .

The th i rd t y I -e  of rela ionship is exemplified by the category--
Lor y-~~ r - o ~ P l a n n i ng  and Co r t rn l  . Other JAD categories that belong to
thi s group incl ude : All ocate Resources ; Train and Motivate Personnel ;
an:  Int e ’ -pt r c c - a l Inter o ( tion . Tne amount of time spent for the cate -
-m or ies increases as CS lev el incr eases. The categories in this group,
then , could he thr subject of training for the Corps employee . The
typical ri~ i neer w ou ld not be expect-ed to have developed many of the
sk i l l s  necessary to per for~:i t ’ iese functions effect ivel y; experience
and in- - er - vice training would be necessary to prepare the engineer to
perfo rm competentl y in these areas. Since the future of the Corps is ,
at least in po rt , dependent upon how well these activities are carried
out , it appears ci-uHal t h a t  these sk il ls be systematically developed .

I p o r t ~ nc e of  ~\c t v i ties Py GS Leve l

The anal-.st-s of the PA L) data have indicated that certain ac t i v i t i e s
t r~ of more importance to higher GS level Corps personne l . The impor-
tance of the job activ ities to the various CS level s is summarized in
Ta~--l e 5, which shows those job activities rated as very i mportant b~the personnel comp leting the survey . Very important was operati onall y
def inr’ i as being rated an average of 3.9 or above on the dAD i mportance
s~ a 1e . rhi s al low s a co -ipari son of the extent to which job a> ti vi ties
were commo n across the CS l eve l s  an d s un~nar i zes the increasi ng impor-
tance of different a ct i vi ties as the individual progresses up the
~r>~ p€ -n id l  ladder . The ta ble also il lustrates a number of key issues

— w i t h  -,-~hich this report has deal t . H

F or CS i l s  an d l2s , the only activity rated as very i mportant was
“solve various engineerin -~ and sc ien t i f i c  problems . ’ If the jobs of
t~~e individuals holding these posit ions are restricted to engineering
a c t i v i t i e s , then these ind ividuals wi l l  not have an opportunity to
develop those skills which are so i portant for higher level positions.
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Ta b le 5

Job Ac t i v i t i e s  Rated as Very important by Different CS Levels

GS Leve l
I l  12 13 14 15 16

Pf~ IE W Aj~) [i.e ~-A1 ~ I ~~ ECTS
M - j r i t o r  P ru ~ . c’ ~

- : ; t r  >~s X X X X
Eva lu i t ~’ Prod ,c t~~~ r . - ‘-~~a s- ~rr’s and Systerris 
Kt-~ ie~.’ Cost Ac~cu: tmu q >-~t -c- ~rd~ 

ALLOCATE ~~r ~P~’~ L ES
Budget ~ rc- rin £ ~ nn5i t ires X
Al locate ~t-~ c u rc -s ~ ~r -o e c t s  and Programs X X X - -

Prep~m i-e Cos t 1st -i~~e s i: - r a Project 

t R A t S  ~~~ O U V ~- tE P[~~3r~~L~
Andl~ .’ T~-~ inin q ~nd ~eIopme n tal Needs of

5ut~~r 11 r~~ t t S  
Guide Personnel ~ssi nnien s and Procedures X
Pro vide for Person nel Deve1opi -

~en t and
Recognition X K K K

I N t t IA T~ IM P ~~ V Y i E u T ~ IN MEIHODS re~D OPERATIONS
Develo p and/or Imp ’ - --

~~nt ~~ Methods of Operation 
Pla n and Initiate ‘r’~ Organi zational Procedures 
Design New Manager;ient Procedure s 

USE KNOWLEDGE AND SKILLS I~ A TECHNICAL CAPACITY
Solve Va rious En~jireering and Scientific

Problems X X K
Prioritize -~ ter1 Requirements and Objectives K
Act as Co ns~ 1tan t for Solving Technical Problems K

INTERPERSONAL IhTERACT ION
Help Ot hers Resolve Differences K K
Stimulate Cooperation An~ ng Employees K K K K
Provide Feedba k to Subordinates About Job

Performance K K

INTERACT WITH OT IER ORGAN I ZATIONS
Negotiate w ith O u t s i d e  Organizations K K
Develop Cooperative Relationships with Clients ,

In terest Groups . etc K X K K
Keep Up With Current Events Through Contacts

With Outs iders 

SCHEDULE WORK OF ORGANIZATIONAL COMPONENTS
Organ ize Act i vit i es of Others

to Respond to Problems K
Organize Wo rk Schedules K
Establ ish Project Priorit ies K X K K

LONG-RANGE PLANNING AND CONTROL
Partici pate in Long-Range Planning Meetings x
Investi gate Possibl e Future Developments and
Response Options K

Develop Long-Range Priori ties K
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Equall y or more ‘mportant , wi thout  h a v in~ or opportunity to develop t r i es e
s k i l ls , t h e ,- ~i 11 a l s o  n~~~~~ have an o ;portuni  ty to disp l a y  them , ari d thos e
s~ i l ls are tne v er y ~o .c ‘- - , ~h I Ch sns u l d be the bas is  for se l ect i or to
CS 13 positions .

Ta ble S c l - -~o rL sh ows t at  a r 1 ~er of new manageria l duties are
i r i t - i . .~~ at tn> CS 13 level , h a v i n g  ~ee rated v e r y im por ta nt  by the
ir ic ~ hr o~ t ea r  ln ’i~ l . ~-‘ev rmo up CS leve ls , the job a c t i v i t i e s  ~i i :por tan ~e tend to mo ’e ~~~ f rom s t r - i c t l > - enginee rin~ -or iented act i  vi - i -

t i e s  • u r - ~ t~~ard dii i~ O r~~1 I + 
~n~~tlOnS . For example , acti v i  t i es  in both

Interpe -no ndi  I n t e r - t i  - r i  ni ~ra i r i  and ~‘ t iv a te  Personnel were rated
as .‘ .- r 1  i - p o r ’ a n t  f n r  t i -  f i r - - ;t t In lO at the CS 13 i n - v e l . If GS 13 level
~,- rnonr .e1 and hi nt ;- have not had or cppor t u n i t ~ to deve lop their talents
i ii tnes> ’ new h~~- v a c t i v i t i e s ,  then t ’iei r ner torr O rice wi l l  be less ~ f f t c —
t i . .  than it ~~

-- i ld  or should to .

T~~r ta ble a lso shows tha t the se lec t ion  of people for c igher level
— pos i t ions  should r o t  be based only on previous job performance-- th is

~.u- 41 d f-a l f i l l  the Peter Pr inc ip le--but  sho ald rather be based on tie
performance of the individual on the a c t i v i t ie s  that are important in
the  f u t ure  job. The PAL- f o rm , or a var iat ion of it , can serve as a
procedure to ne lp define the managerial ac t i v i t i es  of an open posi t ion .

By t
~’e time individuals advance to the CS 14 position , some addi-

tional a c t i v i t i e s  of importance are typically added. These include :
“budge t program expenditures ,” “a l locate resourct~ to projects and pro -
grains ,” “help others resol ve differences ,” “provide feedback to sub-
ordinates about job performance ,” “ negotiate w i th  outside organizat ions, ”
and “orqan~ ze ac t i v i t i es  of others to respond to problems .” For the
fi rs t time , “solve various engineering and sc ient i f i c  problems ” was no t
rated as a very important part of the CS 14 posit ion. The real transi-
tion away from being an engineer and toward becoming a manager has
clear ly begun by the time the individual reaches the GS 14 level .

By the time indiv iduals reach the GS 16 posit ion , job  activities
they ra te as important have become even mo re varied. The ac t iv i t ies
concerne d with Long-Range Planning and Control in particular were all
ra ted as very important by the CS l6s , even though they had not been so
rated by lower levels. Thus, sens itivity , awareness , an d competence in
these kinds of ac t i v i t i es  should be important considerations in the
selection of CS l6s.

There was only one category of activity that was not rated as im-
portant by any CS level-- In i t iate Improvements in Methods and Operations .
Since the ac t i v i t i es  in this catego ry were concerned wi th organizational
c h a n g e , it seemed unusual that such ac t iv i t ies  were not viewed as more
important , particularly if it is assumed that continuing chanoe will
c harac ter i ze futu re develo pment of the Cor ps.
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There were f ive ac t i v i t i es  rated very important by CS l3s through
GS 16s. These key activi t ies , which are important regardless of the
leve l of the manageria l job , were :

“monitor project progress ”

• “ provide for personnel Jevn lopment and recognition ”

“stimulate cooperation among emp loyees ”

“develop cooperative relationship s wi th clients , interest
groups , etc. ”

• “esta olisb project priorities ”

These are act iv i t ies with which there should be good opportunities to •1review an indii dual ’ s performance at a given level , with the expecta -
tion that similar Kinds of performance will be important at higher level
positions .

Table 5 does not necessari ly hi ghl I ght job acti vi ties that change
rapidly in importance as one proceeds up through management (i.e., those
activities that have the highest eta coefficients with grade level).
Althou gh there were a number of specific acti vities wi th marked di ffer-
ences across grade level , those most likely to chan ge in importance in-
clu ded : 

r

“allocate resources to projects and programs ”

• “provide for personnel development and recognition ”

“develop long-range priori ties ”

“investigate possible future developments and response options ”

“provide feedback to subordinates about job performance ”

Further Q-iest ions

The present study , given the procedure s followed and the sample
studied , had no substantive limi tations which bear on the validity and
general i za b ility of the f i ndings . The f i ndings have clearl y demon-
stra ted the feasibility of using the JAD results and procedures to help
guide selection decisions for the Corps of Engineers . The findings
are genera lly app 1~ cable for defi ning the duties of GS 13s through GS
l5s and , with some slight qualifications , of CS 16s . The findings for
the small sample size of CS 16s were confi rmed by extension of estab-
l ished trends from other CS levels. However , a number of unanswere d
questi ons remain concerning the implications of the research for evolving
personnel policies , understanding organizational performance and change ,
and other Issues .
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The stu dy has importa nt implications for evolvin g personne l evalua-
tion systems . The evaluat ion of performance should obviousl y emphasize
the key duties for each position. The recentl y pdssed Civil Service
Reform Act of 1978 is an exam ple of how performance will be tied to mm -
portant job duties for selected c iv i l  serv ice personne l . The use of the
JAD approach in contributing to personnel evaluation systems could be
expanded to incl ude other job ac t i v i t i es  and other grade leve ls .  An ex-
panded lI st of activities could be developed to pinpoint more precisely
the di verse muana geimm en t ~un ti ons

- ~- An intri ~ ui ng question that is related to the personnel evaluation
issue concerns the degree of relationship between the effecti veness of
a man a m o r -  on the one hand and the degree to which the amount of time
spent on job ac t i v i t i es  i -~ congruent wi th the importance of the ac t i v i -
ties . If this congruence were iriore character ist ic  of outstanding
managers , such  a statistic could serve as a check for management to in-
sure that their time is beinq spent appropriately.

An issue which underlies the entire project, i.e., Corps leadership
a n i  the future develop ment of the Corps , could  potentially be i l luminated
by a better understanding of how different organizations compare and
change as a function of top management job activ ities. Comparative dAD
data on other government and pri vate organizati ons could provide iirlpor-
tan t insights about organizational performance . Periodic re-administra-
t ions of the JAD would a lso be appropriate to maintain the val id i ty of
the findings and to further clari fy how management activities and organi-
zational change are related .
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rhe Job Activ ities Descri p~j 0~ a brie f fo~~ to Collect 
~
flfo

~~at i

about the irnp ortaflc 
~ ~~~~~ tin~ spent on Various job duties Wd~ ad-

ministered to 65Q U . S . A~~y Corps of Engin~~~5 employees at GS levels

11 thro~g~ 16. The JAD focuses on manage~~~ prdct i~~S that we re gen~

tr al J~ i +m a racte r . 
of key pos i Ofl~ w ith~~ the Corp s Bnieuiy sum.

n
~ rize d , the 

~lfldings Of the Study were as fol lows
1 . The s t u~~ has cl early demnoflstrdt d the feasibil~ t of USing jo b

act iy it~ desCri pti0 to hel p guide selection 
decisions The amount of

time Spent on various job aC tivit ies Was shown to Va ry by GS leve l In

genera l hi gh~~ graded Personne l Spend their time on ma ny different

kinds of activiti es whiCh were manageria ll y oriented and gener~j in

fldture At the l ower gra~~5 however, individua l sp ent most of their

time in a specialist role Perf~~~~ 9 technica l duties related to their

sPecia,t~
2 . The importance of each of the 27 activities WdS als0 Presented for

the s~~ grade levels Studied At grad~5 11 and 12, no managenlent ac-

t
~v ities were rated as very important Other than Use Knowledge and Sk i lls

in a Technica l Capac ity At Qrade 13 , eig~~ aCt Iv it ies were ra ted as

very important; by grade 16 , te,, 
aCtivities were So ra ted

3. In addit~0~ to the genera ) findings about the importance of and time

Sp en t on vario~5 activities acros5 grade levels the ana ly5~5 of job

c lassi f IC~t . was not COflClUsiv 
The result s did not indicate Content

dnd/or process aspects of jobs tha t need to be considered in certain pro-
tions

mot i~~ or job rotation assi gnments These findings further demOns trat

the fea sibi lity of Using the dAD across grade level5 and job Clas s if icaBased on the conclusjo~ 1
~sted above, select ion Should be based not

Only on p ast Perfo
~~ance but should Particularly emphasize the Potent i al

of candida te in those aCtivities that are important in the Open POSition

Fu rther. 
indivi du al s at al l grade levels shoUld be given oPPortunitie to

develop and display their manage~~~ Potentiai SUCh OPportuniti 
ShOUl d

then facilitate more effective selection decisions .
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