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Strategic Management of Human Capital 

Owner:  Michael J Harrison, Assistant Secretary for Administration

   (202) 720-3291,  Michaeljames.harrison@usda.gov

Overall Status Score:  GREEN

GREEN Standards for Success

Agency:

(_ Implemented a comprehensive Human Capital Plan that is fully integrated with the agency’s overall strategic plan, analyzes the results relative to the plan, and uses them in decision making to drive continuous improvement; (FY06 Q2)

(_ Analyzed existing organizational structures from service and cost perspectives and is implementing a plan to optimize them using redeployment, restructuring, competitive sourcing, E-Gov solutions and delayering, as necessary; and has process(es) in place to address future changes in business needs; (FY06 Q3)

(_ Succession strategies, including structured executive development programs, result in a leadership talent pool and agency meets its targets for closing leadership competency gaps; (FY06 Q3)

(_ Demonstrates that it has fair, credible, and transparent performance appraisal plans and awards programs for all SES and managers, and more than 60% of the workforce, that adhere to merit system principles (efficient, effective, and compliant); hold supervisors accountable for the performance management of subordinates as reflected in their performance plans and ratings; include employee involvement and feedback; result in employee ratings that differentiate between various levels of performance and employees getting higher cash awards and/or recognition than those they outperform.  The agency is working to include all agency employees under such systems; (FY06 Q3)

(_ Reduced under representation, particularly in mission-critical occupations and leadership ranks; established processes to sustain diversity; (FY05 Q4)

(_ Meets target for closing competency gaps in mission critical occupations, and integrates appropriate competitive sourcing and E-Gov solutions into gap closure strategy;  (FY06 Q3)

(_ Is on track to meet its planned aggressive hiring timeline goals and hiring process improvements; and

(_ Periodically conducts accountability reviews with OPM participation, taking corrective and improvement action based on findings and results, and providing annual report to agency leadership and OPM for review and approval.  (FY06 Q2)

YELLOW Standards for Success

Agency:


(_ Developed, documented and communicated throughout the agency a comprehensive Human Capital Plan that:

· Clearly aligns with the agency’s mission, strategy and goals;

· Fully addresses the Human Capital Assessment and Accountability Framework (HCAAF);

· Incorporates metrics, including timelines for implementation; and 

· Designates accountable officials. 


(_  Analyzed and optimizing existing organizational structures from a service delivery perspective, using redeployment and delayering as necessary;


(_  Implemented succession strategies, including structured executive development programs, to assure continuity of leadership, sets targets for closing leadership competency gaps, and has implemented gap closure strategy;


(_  Implemented fair, credible, and transparent performance appraisal plans and award programs for SES and managers that adhere to merit system principles (efficient, effective, and compliant); assure supervisors, managers, and executives have appropriate competencies and are accountable for managing employee performance; include employee involvement and feedback; and effectively link to agency mission, goals and outcomes, differentiate between various levels of performance (i.e., multiple performance levels with at least one summary rating above Fully Successful), and provide consequences based on performance; 


(_  Implemented strategies to address under representation, particularly in mission critical occupations and leadership ranks;


(_  Conducted a workforce analysis to identify, set targets, and address competency gaps in mission critical occupations, and developed short- and long-term strategies to close gaps, including targeted employee development and recruitment and retention programs; 


(_  Has regular, auditable system(s) for collecting and analyzing data on stages of the hiring process consistent with CHCO Council criteria, and sets a standard for time from closing of announcement until offer is made (e.g., 30 days for SES and 45 days for all others); and


(_  Has developed an OPM-approved accountability system, based on the HCAAF; the system uses outcome measures to make human capital decisions, demonstrate results, and drive continuous improvement in human capital standards.  The system includes conducting periodic accountability reviews with OPM participation, taking corrective and improvement action based on findings and results, and providing an annual report to agency leadership and OPM for review and approval.

KEY MILESTONES For the Department of Agriculture

FY 2005 – Fourth Quarter

· Talent 
1. Hiring Timelines

Gap Analysis – Provide a gap analysis report that includes baselines and targets (goal) for hiring timelines for GS and SES employees.  Outline a rationale for the selection of the targets. Include the Quarterly Hiring Timeline Tables using the OPM format and using the OPM formula in calculating time to hire. 

2. Closing Competency Gaps

Gap Analysis – Provide two tables and a gap analysis report based on the four deliverables in OPM’s Talent Strategy.  The tables from OPM’s Talent Strategy are (1) a Competency Profile Table which delineates the “As Is” (baseline) and “To Be” (goal) states for the targeted competencies in the specific mission critical occupations (MCO), and (2) a MCO Resource Table which outlines all the Department’s MCO’s, the number of permanent employees on board in those occupations, the number of funded positions for those occupations, and the number of unfunded positions needed for those occupations.

· Strategic Workforce Planning and Alignment  
USDA regularly assesses its current and future workforce requirements as a basis for human capital planning to assure strategic alignment with mission.

· Convene an intra-agency workgroup to develop a plan of action to measure results to determine the status of each Strategic Human Capital goal.  Results will be measured to determine if standards support the strategic plan, meet HCAAF standards, and provide data has to how the agency is doing.  

· Develop a statement of work to hire a vendor to design a Human Capital website for information dissemination on results and initiatives.  The website will provide an avenue for agencies to post outreach efforts and share information on Human Capital activities.

· Recruitment and Retention – USDA recruits, acquires, and retains a highly diverse, skilled workforce with the competencies needed to achieve its mission.

· Establish baseline data to determine use of special hiring authorities and programs, i.e., Federal Career Intern Program, for mission critical occupations.  Analyze data to identify agencies that have successfully used these authorities and programs and implement as workplace practices for other agencies.    

· Complete the Department’s recruitment plan. 

· Close occupational gaps to 3% or less and incorporate competitive sourcing and E-Gov solutions in gap closure strategy.

· Learning and Leadership Development 

Leadership and Knowledge Management Gap Analysis – Identify the agency status in the management competency planning process.  Set targets for the desired level of proficiency in leadership competencies for supervisors, managers, and executives.  Use OPM’s current succession model for identifying the competencies for each level, to include how to acquire competencies at the next level.  Begin development of a formal leadership succession plan.

USDA is committed to continual learning, knowledge transfer, and professional development to enhance the capabilities of its workforce.

· Provide leaders the results of the 2004 Federal Human Capital Survey in order for agencies to use results as baseline data to strengthen leadership skills.

· Performance Culture 

Gap Analysis – Use OPM’s new System Audit Tool, available on August 1, 2005, to provide an assessment of the performance appraisal systems against required elements. Provide evidence of implementation and verification. Identify all gaps. Develop, as needed, a plan of action to close gaps on any elements that are missing. 

USDA has a culture that is results-oriented, motivates employees to perform, and values diversity.

· Conduct competencies needs assessment survey to bridge gaps in mission critical occupations.

FY 2006 – 1st Quarter

· Accountability 

Gap Analysis – Assess USDA’s current accountability system against OPM requirements.  Develop, as needed, a plan of action to address system discrepancies.

· Talent
1. Hiring Timelines Improvement Plan – Submit a Hiring Timeline Plan that outlines: the tactics, e.g. reduction of internal processes, integration of new technology, additional resources, outsourcing, etc. chosen to achieve that goal; the progress evaluation components, i.e., milestones deliverables, timeliness; and the person(s) accountable for achieving the hiring timeline goal.  The plan should also provide information on how USDA will integrate the CHCO Council criteria for improving the updated the hiring process.  Submit updated Quarterly Hiring Timeline Tables.

2. Closing Competency Gaps Improvement Plan – Submit a talent management plan that outlines: the tactics chosen to close the targeted competency gaps; the rationale for choosing the tactics; the components for evaluating progress (deliverables, milestones, and timelines); the program evaluation methodology giving necessary information to determine the effectiveness of the plan; and who will be accountable for the execution of the plan.

· Strategic Workforce Planning and Alignment
USDA regularly assesses its current and future workforce requirements as a basis for human capital planning to assure strategic alignment with mission.

· Conduct a progress report that provides information on whether or not the USDA structure continues to meet business needs through consolidation of functions, redeployment of staff, and E-Gov Solutions.  The report will provide the basis for determining future restructuring requirements, and will serve as on on-going activity. 

· Learning and Leadership Development
Leadership and Knowledge Management Improvement Plan – Submit USDA’s formal leadership succession plan for approval by OPM.  Establish leadership bench strength targets for 2006, at a minimum based on workforce planning. 

USDA is committed to continual learning, knowledge transfer, and professional development to enhance the capabilities of its workforce.

· Identify and analyze results of best practices in the area of managers and supervisors assessment.  Based on analysis, determine best practice(s) to be targeted for implementation within USDA.  Develop and issue guidance for agencies.

· Performance Culture Improvement Plan – Implement the plan of action to close gaps.  Conduct training on dealing with poor performing employees. 

FY 2006 – 2nd Quarter
· Accountability Implementation Progress – Develop plan of HC accountability activities for FY06/07.  Conduct joint accountability reviews with OPM.  Conduct other accountability activities consistent with Accountability plan.
· Talent
Hiring Timelines

1. Implementation Progress – Submit a progress report that provides information on whether or not the milestones are being achieved, progress in achieving the time to hire targets, and progress in implementing the CHCO criteria.  Submit updated Quarterly Hiring Timeline Tables.

3. Closing Competency Gaps

Implementation Progress – Submit a progress report providing information on milestone achievement, progress in closing gaps, and data collection for planned program evaluation.  An update of the MCO Resource chart will be provided.

· Strategic Workforce Planning and Alignment – USDA regularly assesses its current and future workforce requirements as a basis for human capital planning to assure strategic alignment with mission.

· Use the results from the Strategic Human Capital Plan to determine if measurements have improved processes, i.e., reduce the hiring time for GS positions from 45 days to 28 days, which facilitates agencies ability to carry out the work.   Identify benchmarks and share with agencies to use as measurement to affect decision-making.  

· Launch the Departmental Human Capital website.

· Recruitment and Retention – USDA recruits, acquires, and retains a highly diverse, skilled workforce with the competencies needed to achieve its mission.

· Maintain and improve USDA’s target of 28 days against the government wide standard of 45 days.

· Work with Office of Civil Rights to evaluate and identify potential barriers to under-representation in leadership and mission critical occupations from quantitative and qualitative data sources.  Share findings with agencies and assist them in increasing and sustaining diversity by eliminating potential barriers and sharing best workplace practices.

· Learning and Leadership Development
Leadership and Knowledge Management Implementation Progress – Implement succession strategies.  Implement strategies to meet leadership competencies targets. 

USDA is committed to continual learning, knowledge transfer, and professional development to enhance the capabilities of its workforce.

· Update the Departmental mentoring program that was piloted in St. Louis, Missouri, Sacramento, California, and Washington, DC.  In total 140 employees were paired as mentors and mentees for a year long assignment.  The program costs were successfully reduced when Departmental staff took over the training sessions.  Based on the success of this program, the mentoring program will be implemented in two field locations with high population of employees and Washington, D.C.  

· Develop and issue policy that establishes the criteria for a management development program framework for mid-level employees with the focus on ensuring USDA will have leaders with the management skills required to meet current and future organizational needs.  Require agencies to develop an implementation plan for approval by OHCM. 

· Performance Culture Implementation Progress – Implement the plan of action to close gaps.  Conduct training on dealing with poor performing employees. 

FY 2006 – Third Quarter 

· Accountability Measure Results – Complete joint accountability reviews with OPM.  Conduct other accountability activities consistent with Accountability plan.  Report and assess results of accountabilities activities.  
· Talent
1. Hiring Timelines Measure Results – Submit a Hiring Timeline Performance and Accountability Report that outlines that outlines the extent to which stated goals have been achieved. Include an assessment of the effectiveness of the Hiring Timeline Plan and a description of the integration of the CHCO criteria for improving the hiring process.  Submit an updated Quarterly Hiring Timeline Tables.

2. Closing Competency Gaps Measure Results – Submit a Talent Performance and Accountability Report that describes the extent to which stated goals have been achieved, along with an assessment of the effectiveness of the Talent Management Plan.  An updated Competency Profile and MCO Resource Tables will be provided.

· Recruitment and Retention – USDA recruits, acquires, and retains a highly diverse, skilled workforce with the competencies needed to achieve its mission.

· Analyze progress in closing skill gaps and work with agencies to eliminate gaps exceeding 3% by expanding the talent pool through the use of hiring flexibilities and special hiring authorities.

· Achieve hiring standard of 25 days or less against the government wide standard of 45 days.

· Learning and Leadership Development
Leadership and Knowledge Management Measure Results – Assess progress on meeting set targets for bench strength.  Assess placement of leadership development candidates.  Assess performance of leaders.  Measure results of achieving leadership competency targets.  

USDA is committed to continual learning, knowledge transfer, and professional development to enhance the capabilities of its workforce.

· Hold annual Human Capital Forum for managers and supervisors as a communication’s tool for initiatives, accomplishments, and future challenges.

· Develop a model career development program in at least one mission critical occupation in each mission area that takes an employee from entry level up to the executive ranks.  Consider existing agency models.

· Performance Culture
Measure Results – Report on and assess results of improvement strategies for performance management system. Review and report on whether the gaps identified in FY 05 Q4 have been closed.  Conduct training on dealing with poor performing employees. 

USDA has a culture that is results-oriented, motivates employees to perform, and values diversity.

· Complete transition to multi-level performance appraisal system.

· Document that 100% of performance plans link to the strategic goals of the agency.

· Demonstrate through surveys and evaluation that USDA’s awards programs tie to performance appraisal plans.

· Document through annual reviews that performance plans include language that supervisors will be held accountable for performance management of subordinates.

· Develop a Departmental policy that establishes the parameters for employees getting higher cash awards and/or recognition than those they outperform.

On-going

· Conduct quarterly meetings with mission area human capital officers to improve communications and results.

· Agencies report on progress to improve under representation particularly in mission critical occupations and leadership ranks.

· Agencies continue progress to transition to a multi-level performance appraisal system – complete in 3rd quarter, FY 2006.

· Agencies report on progress to close skill gaps and show specific actions to reduce gaps of 3% or better in any mission critical occupation.

· Agencies report on actions to reduce hiring timelines.

· HR Reform Task Force provides update on progress.

KEY RESULTS – We would Be Proud to Achieve
· Develop a model career development program in at least one mission critical occupation in each mission area that takes an employee from entry level up to the executive ranks to help meet USDA’s succession needs and enhance retention of employees. 

· 100% of USDA’s supervisors, managers, and executives are held accountable for managing employee performance.

· Set targets and reduce competency gaps in leadership, HRM, and mission critical occupations to a gap of 3% or less and sustain achievement. 

· Close 65% of IT Project Management, IT security, and IT architecture competency gap.  (Data call to determine the agency specific requirements are due at the end of August.  USDA will not know until the data is analyzed as to whether the 65% can be achieved.)

· 100% of all USDA employees are on a multi-level performance management appraisal system that differentiates between levels of performance. 

· Achieve hiring standard of 25 days or less against the government wide standard of 45 days.

· Continue to reduce under-representation in leadership and mission critical occupations.

· 100% of USDA employees have performance plans that link to strategic goals.

· 100% of USDA’s awards programs tie to performance appraisal plans and rewards employees based on performance.  

� Awaiting Scorecard criteria from OMB
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