FY04 CIVILIAN HUMAN RESOURCES AGENCY ASSESSMENT SURVEY

SOUTH CENTRAL REGION

EXECUTIVE SUMMARY

1.  BACKGROUND:  In April/May 2004, the CHRA community undertook an initiative to ascertain the degree to which human resource products and services were found helpful by Commanders and key management officials in managing their workforce.  A two-part Assessment Survey was administered, to include (1) a personal interview in which leaders were provided the opportunity to provide oral input regarding their observations and concerns; and (2) voluntary completion of an on-line survey in which leaders could provide a numerical assessment of CHRA products and services in five human resource strategic areas and seven human resource functional areas, as well as narrative comments.  Survey results were used to develop a plan of action which delineates near term goals/objectives and strategies to address areas of concern.

2.  FINDINGS:   Within the South Central Region, the reactions to interviews and the responses to on-line survey questions by Commanders and Activity Chiefs were significantly positive.  About 90% of the overall survey questions received a score of 3 or better, which essentially translates to a rating spread from “good” to “excellent”.  Around 76% of the total scores were at 2 or better, which would be considered “above average” to “excellent”.  These results suggest that within the South Central Region the CPACs and the CPOC are mostly providing outstanding service to our customers.  Indications from the scores and comments provided imply that the majority of the HR community in the South Central Region acts with courtesy and integrity toward managers, employees and applicants and is performing well in regard to filling jobs and providing advice and assistance.  Even with these good accolades, there are matters of concern and always room for improvement in all functions.  Some specific areas that were identified as needing attention are: (1) timeliness and quality of referrals; (2) improvement in RESUMIX processes and grammar; (3) dealing with replacement of the aging workforce; (4) the classification of and recruitment for medical positions; and (5) development and training of managers and employees.  Plans for improvement and change pertaining to these items and others are addressed in the South Central Region Plan at Enclosure 1.  The South Central Region will actively pursue resolution of identified problems and closely monitor the progress toward enhancing our service to customers.  All in all, the South Central Region is doing a great job.

3.  PLAN OF ACTION:  The Regional Plan at Enclosure 1 has been developed using the information derived from Commanders and Activity Chiefs in interviews by CPAC Directors and from the responses by Commanders and Activity Chiefs to an on-line survey provided by CHRA.  The installation annexes at Enclosure 2 were established by the joint efforts of the CPACs and SC CPOC representatives.  The charts at Enclosure 3, which reflect the on-line survey results, were compiled and furnished by CHRA.  As a whole, the Plan includes and addresses HR matters of both current and upcoming interest and is designed to:   


a.  Improve delivery of CHR services and products identified by Commanders/Agency Heads as being critical to their ability to lead their civilian workforce.


b.  Improve CHR services and products identified by Commanders/Agency Heads that are not meeting their current level of expectations.


c.  Sustain and enhance Commander/Agency Head satisfaction with CHR services and products.  

d.  Identify Region-wide issues and initiatives supported by individual installation/activity annexes directed at specific local issues.  
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Staffing Services and Products

1.  Problem/Issue:  Improve RESUMIX Grammar Base


Analysis/Discussion:  RESUMIX, the Department of Defense (DOD) approved automated staffing tool, does not contain all the necessary grammar base to provide quality candidate skill search criteria.


Recommended Action w/Milestones:  The CPOC in conjunction with the CPACs will conduct a quarterly review to develop new RESUMIX local grammar.  This action will be initiated effective July 1, 2005.  Upon review by the CPOC Staffing Proponent and approval of the CPOC Director, the proposed grammar will be forwarded to CHRA for inclusion in RESUMIX.

2.
Problem/Issue:  Improve Timeliness of Staffing Process


Analysis/Discussion:  The time to fill positions is impacted by multiple factors, to include:  an Area of Consideration (AOC) that is too wide or too narrow; vacancy announcements open too long; inappropriate use of Delegated Examining (DE) Authority vacancy announcements (current use is less than 50% of certificates issued); incomplete Requests for Personnel Action (RPAs) and/or Gatekeeper Checklists; or managers’ failure to identify appropriate skill search criteria.  


Recommended Action w/Milestones:  

     

a.  CPOC will ensure consistent execution of CPOC policy of “Three Phone Call Rule” on Recruit/Fill RPAs with selecting officials.

     

b. CPOC will ensure that the AOC is appropriate.  For example, is DE Authority justified; can an alternative source such as Veterans Employment Opportunity Act be used?  Should the AOC be expanded to attract candidates outside the geographic area due to small number of likely candidates in local area?

     

c.  CPOC will ensure that the open period of the vacancy announcement is appropriate for the AOC and the nature of the positions being filled.  Open Internal and DE vacancy announcements at the same time.  

     

d.  CPOC will ensure that selecting officials are contacted and actively participate in developing the skills search criteria.  When selecting official fails to respond within 72 hours, the CPOC Specialist will contact their CPAC counterpart for assistance in obtaining the skills search criteria.

     

e.  CPOC will ensure the selecting official is contacted within 48 hours of issuance of the referral list to confirm that well-qualified candidates have been referred.

    

f.  CPACs will monitor referral lists and initiate weekly follow-up on referral lists over 30 days old.  CPACs will notify Commanders/Agency Heads of referral lists over 45 days old.

     

g.  CPOC will review selectee’s qualifications and make tentative job offer within one business day of receipt of referral list from selecting official.

3.  Problem/Issue:  Plan for Future Civilian Workforce Needs


Analysis/Discussion:  The current Army civilian workforce is a mature, well-trained workforce.  A significant number, in excess of 25%, are or will be eligible to retire within the next five years.  Additionally, the CHR community is faced with recruiting medical and other professional/administrative positions in areas remote from large population centers and concentrations of large Federal workforce populations, which limits local recruitment initiatives.


Recommended Action w/Milestones:  By December 30, 2004, each CPAC in coordination with their servicing CPOC Branch, will develop an installation/activity Strategic Recruitment Plan.  The plan will include projected separation data by series and grade; recommended workforce mix for intake (intern/mid-career/senior level); proposed college recruitment sources; required or desired local, regional or national level job fair participation; and new occupations required based on emerging technology or weapons systems development.  This plan will then be used by the managers, CPAC and CPOC to determine type of vacancy announcement (open-continuous vs. individual); recommend AOCs; ascertain the need for internal and/or DE announcements; and participate in job fairs and other outreach initiatives. 

4.  Problem/Issue:  Priority Placement Program

Analysis/Discussion:  The DOD Priority Placement Program (PPP) does from time-to-time cause considerable delays in filling positions.  It occasionally results in significant concern by management on the placement of individuals they perceive to be less than fully qualified.


Recommended Action w/Milestones:  

     

a.  The CPOC will aggressively manage PPP matches.  They will work with the selecting official to determine the order of offers when multiple matches of levels 1 and 2 candidates occur.  They will follow up with registering activities when PPP timelines are not met and will expeditiously move the recruitment action forward through the announcement and rating process when it appears there is little likelihood of a resulting PPP placement.

 

b.  The CPOC Staffing Proponent will work with the five US Army Corps of Engineer CPACs to develop PPP specialty codes for GS-340 Project Manager for submission through CHRA and HQDA to DOD to improve the matching capability to identify qualified candidates for Project Manager positions. 

5.  Problem/Issue:  Quality of Referral Lists


Analysis/Discussion:  Commanders’ opinions on the quality of referral lists varied.  The majority of responses to the on-line survey indicated that the CHR community provided quality referral lists.  However, several interview responses reflected less than favorable views of the quality of candidates referred.  This may be due, in part, to our streamlined procedures to eliminate multiple supporting documents, grammar deficiencies in RESUMIX, faulty skills search criteria, or the poor quality of some resumes.  Other factors may include failure on the part of the CPOC Staffing Specialist/Assistant to do adequate announcement preparation and/or review of the final pool of candidates to determine if their resumes reflect the specialized/general experience and/or positive education requirements.


Recommended Action w/Milestones:



a.  The CPOC will develop an exportable Skills Search Criteria training package for the CPACs.  This package can be used as a refresher training module or as a desk-side briefing to assist managers in understanding the role of the position description and the vacancy announcement in identifying and prioritizing skills.



b.  The CPOC will develop a training module on how to develop an effective resume.  This module will be included in the train-the-trainer package for the new Resume Builder tool.  The CPAC will use this training in small groups and town hall type meetings.



c.  The CPOC will initiate an internal refresher training course by August 1, 2004, to re-emphasize the role of the position description in development of the vacancy announcement and the linkage of the skills search criteria to the primary duties of the job.  The training will additionally emphasize the continuing responsibility to review all referable candidates (short list) for required specialized/general experience consistent with the Office of Personnel Management qualification standards, time-in-grade requirements, and the resume reflects evidence that the candidate meets applicable positive education requirements.
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Classification Services and Products

1. 
Problem/Issue:  Improve Consistency in Classification of Medical Positions


Analysis/Discussion:  Classification of medical positions is not consistent between installations nor between regions.  This may be the result of disparate interpretation by the regions’ Classification Specialists or the assignment of grades and titles by managers who choose to exercise their delegated classification authority.  


Recommended Action w/Milestones:  The SC CPOC Classification Proponent will identify key medical positions within the SC Region for evaluation and will chair a four-person team of senior Classification Specialists from the SC CPOC to perform a regional consistency review of select positions to determine the existence of and reasons for discrepancies.  The team will ensure all position descriptions deemed to be inappropriately classified are annotated in FASCLASS to preclude other activities and regions from using the position descriptions and, consequently, perpetuating the misalignment of positions.  In addition, the CHRSC Regional Director will advise managers who exercised their delegated classification authority of the group’s findings.  This process will commence on August 1, 2004, and will address a cross-section of position descriptions from up to four classification series, to be determined by the Classification Proponent.  The team will reconvene quarterly to review additional series until they certify the process complete.  After each quarter’s review, the CHRSC Regional Director will share the group’s findings with all Regional Directors.

2.
Problem/Issue:  Support Workforce Restructuring and Position Management


Analysis/Discussion:  The structure of defense organizations must be fluid and be reconfigured as necessary to provide optimal service at the lowest cost and to respond appropriately and efficiently to changing needs.  Many managers are ill prepared to conduct position management reviews of their existing organizations and need additional support from the CPAC and CPOC when faced with workforce restructuring.


Recommended Action w/Milestones:  

     

a.  During restructuring efforts at the installation level, which include reductions in force, A-76 studies and realignments, the SC Region CPAC Directors and their staffs will work alongside local managers to determine structure requirements and identify procedures necessary for reaching the proposed configurations.  It is intended that the CPAC will work in concert as partners with management and, as such, participate fully in the planning of workforce restructuring.  As position management and organizational restructuring requirements are identified, the CPAC Director will notify their servicing CPOC Branch Chief.  The Branch’s Classification Specialists will be on-call to assist, as requested, in developing Most Efficient Organizations (MEOs) and milestones in preparation for reductions in force or restructuring.  

     

b.  To prepare CHR Specialists within the Region for future restructuring efforts and for ongoing position management, the Human Resource Development Division (HRDD) will explore training opportunities for CPOC and CPAC Specialists, focusing on the subjects of A-76 Studies, Developing MEOs, and Organizational Design.  
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Management-Employee/Labor Relations Products and Services

1.
Problem/Issue:  Improve Communication of Information to the Workforce (Managers and Employees) Pertaining to CHR Matters


Analysis/Discussion:  The survey results indicate that the workforce is not always timely and sufficiently informed about changes or updates in CHR policies, procedures and systems that affect each individual’s employment or responsibilities.  Even though new information is disseminated within the CHR community and provided as required to unions, the information does not seem to adequately reach managers and employees. 


Recommended Action w/Milestones:  Each CPAC will develop and implement a strategic communication plan for serviced activities.  Although such plan should be suitable to the activity situation, it must involve a method for timely providing workforce-wide notification of changed and current CHR information from local or higher level sources.  This process will likely take the form of a website and utilize available publications that are accessible to all personnel.  The CPAC will determine if and when locally initiated items should be presented to the workforce.  The CHRSC Regional Director will institute a program for dissemination of two articles per month to the workforce addressing CHR subjects of current interest or reviewing existing policies and procedures.  On a rotational basis, the CHRSC Regional Director will assign the requirement for development of these articles to CPACs or the CPOC.  The articles will then be furnished to all regional CPACs and the CPOC for publication.  This action will continuously refresh and enhance the knowledge of managers and employees on CHR matters.  The CHRSC Regional Director will identify to the CPAC Directors any information received from higher levels, which is appropriate for workforce-wide notification.  The CPACs will send out a periodic notice reminding employees about how they can access this CHR information. 

2.
Problem/Issue:  Improve Timeliness of Processing Disciplinary and Adverse Actions


Issue/Discussion:  The survey results indicate that the processing and finalization of disciplinary and adverse actions is deemed to be too lengthy.


Recommended Action w/Milestones:  Within the South Central Region, each CPAC will be required to review local procedures related to discipline and adverse actions to determine whether some elements of the process can be eliminated, shortened or expedited without impacting the integrity of the system or contradicting negotiated requirements.  Since timeliness is a tenet of such actions within the Army, the CPAC Directors will be instructed to give these actions priority attention and to lessen the amount of time such actions are held in the CPAC.  The CPAC Directors will be encouraged to provide face-to-face assistance to the involved managers as a way of expediting these actions.  The CPOC will process discipline and adverse actions as priority actions.

3.  Problem/Issue:  Management-Employee Relations/Labor Relations Training for Managers and Supervisors


Analysis/Discussion:  The survey results indicate a need for instituting a training course for managers and supervisors which will provide a better understanding of employee relations and labor relations matters.  


Recommended Action w/Milestones:  The HRDD will develop a 2-3 day training course, which can be adjusted to reflect local procedures and processes.  The course will address such subjects as performance management, incentive awards, leave, discipline, appeals, grievances and collective bargaining.  The CPACs will conduct this training based on local needs and requirements. 
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Human Resources Development Services

1.
Problem/Issue:  Human Resources (HR) for New Supervisors Training


Analysis/Discussion:  Many new supervisors are not meeting the mandatory requirements to complete Army Supervisory Development ST5001, ST5002 computer-based training.  As a result, they are not prepared for their CHR responsibilities.  The HR for New Supervisors Course was developed by CHRA to train new supervisors for CHR management.  Although CHRA presented 17 sessions during 2003, the demand for this training currently exceeds the ability of CHRA to deliver the training.


Recommended Action w/Milestones:  CPACs will utilize the HR for New Supervisors Course materials now located on the CHRA homepage.  They will conduct at least one session of the training before October 1, 2004, with additional sessions as required on an ongoing basis.  The HRDD will assist in the coordination and delivery as needed by the CPACs. 

2.  
Problem/Issue:  Leader/Supervisor Development


Analysis/Discussion:  Many organizations have not utilized the Army common core leader development (LEAD, OLE, PME, SBLM, etc.), as Commanders indicated and HRDD confirmed by a review of completed training and needs analysis.  Significant numbers of eligible civilians have not completed the programs.  Consequently, leadership competencies are not fully developed.


Recommended Action w/Milestones:  

     

a.  CPACs will identify LEAD facilitators and request training for additional facilitators to ensure mandatory LEAD training is available at their location.  The HRDD will assist with LEAD facilitators on an emergency need basis.



b.  Information on the common core leader development programs will be jointly marketed through newsletters, announcements and training schedules provided by the CPAC and HRDD.  



c.  CPACs will assist organizations in the development of policy letters and supportive management policies to utilize the common core leader development programs.

3. 
Problem/Issue:  Development of the Workforce


Analysis/Discussion:  Review of performance improvement, career development, self development, and Army Civilian Training, Education and Development System (ACTEDS) professional development at installation/activity locations is needed to ensure that programs are available and aligned with agency strategic planning goals and objectives.   


Recommended Action w/Milestones:  



a.  CPACs and HRDD representatives will initiate a coordinated review of Human Research Development (HRD) programs available and utilized at CPAC locations by October 1, 2004.  Together they will develop strategies to support existing programs and develop recommendations for their clients.



b.  The HRDD will provide the CPACs with HRD training programs to educate all members of the civilian workforce and their military partners on civilian employee development.  The HRDD will provide assistance in delivery of this education, as requested.  



c.  Building successful development and education programs can best be accomplished by promoting a team approach to support all members of the Region’s workforce.  Staff members of the CPACs and HRDD will collaborate to implement and support the programs developed for the workforce.  HRDD will plan quarterly video tele-training meetings to target activities and plan initiatives. 
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Automation Tools

1.
Problem/Issue:  Educate Managers on HR tools Available


Analysis/Discussion:  Managers are not fully versed on what automated tools are available to help them fulfill their CHR management role.  Managers also need to know how to use the tools to their fullest extent.


Recommended Action w/Milestones:  The CPOC will develop a manager level training course on the Army Regional Tools.  Once the Single Army Portal has been fielded, the CPOC in conjunction with the CPAC will conduct training of managers on the CHR tools as redesigned by the Single Army Portal.  This training will consist of practical hands on use of the tools as they apply to the manager’s everyday needs.

2.
Problem/Issue:  Enhance Senior Employees’ Technology Skills


Analysis/Discussion:  Senior leaders have a need to quickly access information, such as their current strength, status of recruitment actions, aging of actions, etc., from a more global aspect.  Guides that are currently available are targeted for first line managers and are too long and voluminous to be used as quick reference guides for senior leader information needs. 


Recommended Action w/Milestones:  The CPOC will develop a senior level training session and desk reference guide that contains instructions on how to quickly access information that senior leaders need to know on a regular basis once the Single Army Portal is fielded.  
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Other Issues

1.
Problem/Issue:  National Security Personnel System


Analysis/Discussion:  There is considerable concern throughout the Region on the development and deployment of the National Personnel Security System (NSPS).  The CHR Community anticipated fast track development and deployment of NSPS until April 23, 2004, at which time DOD announced a decision to slow down the development and deployment process and follow the DOD Acquisition Model.  At this time, our earliest pilot deployment is projected for July 2005 with a limited number of employees (less than 15,000) DOD-wide.  Full deployment is not planned until January 2007.  


Recommended Action w/Milestones:  The CHRSC Regional Director, CPAC and CPOC Directors will continue to keep  Commanders/Activity Heads, managers and employees updated with emerging DOD/Army briefings, news articles and through other forums on the development and deployment of NSPS.  As decisions are firmed up on the specific deployment schedule, the CHRSC Regional Director, with input from CPAC Directors, will design a master schedule of required training for all Commanders/Agency Heads, managers and employees.

2.
Problem/Issue:  An Engaged CPAC/CPOC Workforce With Serviced Organizations


Analysis/Discussion:  The CHR community’s knowledge and understanding of mission responsibilities and current/future management needs were identified as a shortcoming by some Commanders.  Understanding and being able to shape CHR solutions to meet current and future operational missions is a critical role the Commander expects from the CHR community.  The CPAC and CPOC must be viewed by the serviced organization’s leadership team as an extension of their own staff and committed to their mission accomplishment.


Recommended Action w/Milestones:  



a.  The CPAC staffs are to be out of the office and engaged with their serviced organizations a minimum of 16 hours per week.  They will actively seek to be included in key organizational staff meetings and actively participate in strategic organizational planning meetings.



b.  CPAC and CPOC Branch Chiefs will hold, at a minimum, a biweekly teleconference to share operational and human resource program management information.



c.  CPOC Branch Chiefs will make at least one visit per year to their serviced installation for updates on mission requirements and future mission needs.  They will also share a CHR Program update with their key serviced organizations.  The CPOC Branch Chiefs will brief their staffs on visit outcomes and ensure new Branch employees understand the mission of their serviced organizations.

3.
Problem/Issue:  Define the Roles of the CHR Community


Analysis/Discussion:  With the transformation that the CHR Community has undergone during the past eight years, there is some confusion on the specific roles and responsibilities of the CPAC, CPOC and CHRSC Regional Director.


Recommended Action w/Milestones:  By October 1, 2004, the CHRSC Regional Director will have a standard Mission and Functions Manual developed and finalized.  

4.
Problem/Issue:  Fix Pay Problems Quicker and Improve Processing of Foreign Entitlements and Danger Pay


Analysis/Discussion:  Pay problems have been significantly reduced over the past two years.  This is the result of improvements to the Defense Civilian Personnel Data System (DCPDS) and a significant number of data quality edits issued by the CHRA.  In 2003, CHRA deployed the Pay Problem Reporting Tool (PPRT) available on the Army Regional Tool to centrally manage and monitor pay problems, to include Foreign Entitlements and Danger Pay Problem cases.  This tool allows the CPAC, CPOC and CHRSC Regional Director to monitor all pay problem cases.  


Recommended Action w/Milestones:  



a.  The CPACs are to enter identified pay problems within one business day of identification.  The servicing CPOC Branch Chief will assign the case to a CPOC staff member within one business day of receipt.  Pay problems involving paysetting, benefits and entitlements will normally be corrected within 14 days of entry to the system.  If a pay problem cannot be resolved in 14 days, the servicing CPOC Branch Chief will notify the CPAC Director and the PPRT ticket will be annotated as to the delay.  



b.  In cases where the CPOC must obtain supporting documentation from another office, e.g., employee transfers in from non-Army activity, or a need to have creditable military service calculated, this will be annotated in the PPRT ticket and monitored by the CPOC Branch Chief on a biweekly basis until resolved.  



c.  Foreign Entitlement and Danger Pay cases will be entered in the PPRT and supporting documentation will be faxed to the CPOC within one business day of receipt in the CPAC.  The CPOC will have two business days to review and determine if all necessary documentation is present.  Completed packages will be submitted to Defense Finance and Accounting Service (DFAS) and a Remedy Ticket created within one business day of all documentation being verified.

5.
Problem/Issue:  Army Benefits Center – Civilian (ABC-C)


Analysis/Discussion:  Some concern was expressed regarding services provided by ABC-C.  With the exception of Death Cases and Disability Retirements assistance, support for benefits enrollment, changes, retirement counseling and processing are handled by the ABC-C.  The ABC-C has two points of entry, the Interactive Voice Response System (IVRS), which has toll free telephone number with counselor assistance, and a web-site tool Employee Benefits Information System (EBIS).  Both of these entry point tools are updated daily with interface from DCPDS.  Employees can obtain counselor service from 0600 to 1800 Central Time, Monday through Friday.  The IVRS and EBIS election systems are available 21 hours a day, 7 days a week.  While some employees may have trepidation on dealing with automated systems, over a million transactions have been processed for benefit enrollment and changes with minimal problems.


Recommended Action w/Milestones:  



a.  CPACs will ensure ABC-C is part of new employee briefings.  They will announce all open season periods and provide ABC-C toll free numbers and web-site information.  The CPACs will notify ABC-C of impending Voluntary Early Retirement Authority/Voluntary Separation Incentive Pay (VERA/VSIP) windows and projected reductions in force as soon as they are aware of the event(s).  The CPACs will provide the ABC-C Newsletter to the civilian workforce.



b.  The HRDD will ensure that all Retirement Planning Seminars conducted in the Region provide information on the ABC-C services.



c.  The Regional Director will share the Commanders’ concerns regarding ABC-C services with the Southwest Region Director and solicit support on increasing communications from the ABC-C to the civilian work force.
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