AMP


AGE OF WORKFORCE             PRODUCTIVITY

GROUP 3-TRANSFORMERS

November 21, 2003

Brad Bryant

Leneta Moore

Linda Sell

Andrew Wickard

Greg Zielinski

INTRODUCTION 

Our vision is a civilian personnel management system that produces a more productive and flexible workforce grounded in metric based performance measures driven down to the employee.  The current personnel system was designed to support the nation’s response to a conventional and relatively predictable threat.  This system imposes significant limitations on an organization’s ability to adapt to emerging priorities and mission requirements and therefore inhibits the Government’s effectiveness. The threat has become asymmetrical and relatively unpredictable as our nation engages in a Global War on Terrorism.  The strategy, missions, and tactics necessary to meet the new threats are changing therefore there must be a revolution in workforce structure to successfully align with the changing national priorities.  Changes are underway which will transform the system to create a workforce that reflects the age of productivity. 
ENVIRONMENT 

The Department of Defense (DoD) must align the civilian workforce with Transformation goals and enable the organization and workforce to keep up with the speed of change created by Transformation.  Congress recently passed a bill to make sweeping changes to the current civilian personnel management system.  The Government Accounting Office (GAO) studies have recognized the need for DoD to align the civilian workforce with Transformation goals. (GAO report:  Managing for Results, July 15, 2002).  The importance of workforce adaptability is evidenced daily as the nation’s strategy continues to crystallize.  Budgetary constraints limit the viable options available to develop the personnel required to align with national priorities.  Therefore, our success is directly dependent upon an adaptable workforce able to learn, grow and develop new systems, skills, and expertise.   DOD’s current effort to overhaul the Civilian Personnel Management System addresses these imperatives at the legal and systemic level.  Central to any personnel system, however, is the ability to measure and incentivize individual employee performance such that behavior is in alignment with organization goals.  

PROPOSAL  

We propose initiating changes at the local level within DOD immediately in support of DOD’s Transformation Goals.  Our proposal is compatible with the revisions recommended in the sweeping civil service reforms recently approved by Congress awaiting Presidential approval.

Align Performance to Organization Strategic Goals:  We propose establishing business goals within an organization, which are ultimately driven down to the employee.  Organizations need to define measurable goals and align individual position descriptions and standards that include teamwork, customer service, technical, and command performance metrics that can be measured objectively.  Performance monitoring is credited with improving basic accountability and for making an organization more responsive and competitive.  

Competitive Employee Evaluation:  We agree with the concept of revising the civilian workforce performance appraisal to reflect a tiered grading system instead of the pass-fail system.  Organizations need to create a supportive environment for managers in which they are coached and trained to give objective performance evaluations based on defendable measures.  We believe salary step increases should be based on performance and not on time in grade.  That will enable managers to reward committed, highly qualified top performers and develop performance improvement plans to assist poor performers.  When performance issues cannot be resolved, support managers in the effort to terminate poor performers.  

In many cases, the civilian personnel management system does not use performance plans with defined goals to rate employees.  The 2-tier appraisal system for employees is ineffective because the individual standards are not meaningful to the corporate plan and difficult to enforce if the performance is below standards.  The system does not support an efficient method  to take action on those employees below standards of performance.   In many organizations the human resources function has been eliminated or downsized resulting in very limited expertise on how to coach supervisors and managers on delivery of performance based actions.  

IMPLEMENTATION STRATEGIES

Alignment of employee performance with organizational metrics and command performance indicators that drills down through directorate, unit, branch, then team to enable supervisors and employees to achieve a more responsive, competitive government through accountability.  Top down measurement of the sum of the parts creates accountability and the ability to correct substandard performance.   Organizations need to strengthen or re-develop position descriptions to align them with organizational goals for both performance evaluation and effective employee development purposes.  We propose adopting an approach similar to General Electric’s employee evaluation system.  Each employee is evaluated in writing once per year and is ranked against their peers on a scale from 1 to 5.  Only 10% of the group under evaluation can be assessed as a number 1 (top performer), 15% as number 2, 50% as number 3, 15% as number 4, and 10% as number 5 (worst performer).  Top performers are afforded special training opportunities, increased opportunities for advancement, monetary awards and pay increases based on  merit.  The recognition of the best performing employees encourages excellence among the work force and breaks out the employees with the greatest potential for future leadership.            


We must change the culture and increase supervisory accountability by not only identifying exceptional performers but also making them accountable to identify, remediate or eliminate poor performers.  Susan W. Heathfield, in Performance Appraisals Don’t Work, contends that “second only to firing an employee, managers cite performance appraisal as the task they dislike the most.”  Many managers are uncomfortable in their role as the evaluator and they tend to postpone performance appraisals for months. Some managers lack the skill in providing constructive feedback to employees and in justifying the decisions.

Supervisory training on how to appraise employee performance and how to conduct appraisals must be a priority in spite of shrinking budgets.  It is also critical that training must be provided to supervisors on how to take performance- based actions which range from developing elements and standards to developing performance improvement plans and final action. Additionally it is important to identify pockets of human resource expertise as a resource for supervisors and managers.  Market those resources throughout the Department of Defense.  

Measures like teamwork and customer service while subjective in nature provide good feedback to employees on their customer relationship management skills.  We recommend using tools like the Interactive Customer Evaluation Service (ICES) to assist the supervisor in objectively evaluating performance provided by Defense Information Systems Activity, which is available for managers and provides customer comments about the organization’s service or program.  This is a fast and easy management tool to catch problems and fix them on the spot.  This tool allows DoD Customers to rate products and services provided by DoD offices and faculties worldwide.  ICE provides instant feedback and gives organizations customer complaints and praise in a timely manner that can help with continuous process improvement.  

RECOMMENDATIONS

Accelerate tactical and consistent implementation locally of the legislation granting sweeping changes to the current civilian personnel management system across the DoD:

· Aligning the workforce incentives with strategic goals of the organization,

· Identify and reward committed, highly qualified, top performers,

· And identify, remediate and remove unsatisfactory performers.
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