Staffing Module: HR Skills for New Supervisors

Lesson Plan revised 02/29/2004 by Marian Bellis

The purpose of the staffing module:

To familiarize supervisors of civilian employees with staffing processes in the Army

To clarify the specific decisions made by supervisors

To identify sources of possible candidates

Contrast competitive and noncompetitive actions

Define CPAC/CPOC responsibilities

Validate key selection criteria

Identify prohibited interview questions

This module will not make supervisors staffing specialists.  You will need to rely on your own experience to emphasis the key points.  Since you will have a unique perspective, e.g., CPAC or regional CPOC, it is important not to tell the students that way their local HR office is doing something is wrong.  Listen and try to advise.   If you are not sure of the answer, please say so.

Supervisors should have read the pre-course material.  (There are three chapters, including staffing).  Be advised that the ST 5002 course has not been updated recently.

Try to complete the lecture-discussion portion by Tuesday 1600.  

	Time
	Description
	Cues

	
	1. Introduction.  Show module objectives.

2.   Review the material covered in Tab G – Staffing Overview.  Discuss its use as a handy reference guide. Tell the class that these terms will make more sense to them at the end of the day.  This lesson packs a lot of information in few pages!  Have students identify topics or an incident in their career, which was significant to them.  You can discuss these topics or write them on the butcher block and review them afterwards.
	Slide #1-#2

Discuss Staffing Overview




	
	Discuss the stakeholders, slide 2, and how each one fits into the picture and the role they play.  Next discuss the roles of the supervisor, CPAC and CPOC.  Ask to see if this fits into the way that the supervisor experiences HR.  One the last slide is the bullet about working with HR on priority placement candidates.   Tell students to find the handout on the order of placements & consideration for priority candidates.

Handout the list of the order of placement and consideration when filling vacancies within DoD.  Please note that statutory placements and reemployment include employees returning from overseas, returning from military duty and recovering from a disability.  If you are not clear as to the priorities, please let the course manager know.  Be sure to mention the mandatory placement programs verses types of consideration. Some concepts will be difficult for the students, such as the difference between PPP and RPL. We do not expect supervisors to remember all of these programs.  It is important that they understand the general concept and know that the CPOC clears vacancies in this order.  The program which is typically the most visible to the supervisor is the PPP program.

Transition to PPP, slide 7

Pose a question and put the participants comments on butcher block.  “What experiences have you had with the PPP?” or something similar typically generates a lot of feedback.  Try not to defend each statement from the students as tempting as it is.  Let the group express their concerns.  

It is the policy of the DoD to provide stability of employment for civilian employees affected by changing manpower requirements and to provide maximum opportunities for placement in other DoD positions, thus the PPP.  This program minimizes the adverse effects on employees caused by RIF, base closures, contracting out, TOF, etc. 

Upon receipt of a recruit/fill or other type of personnel action, a requisition is submitted to an automated referral system (you can mention ASARS – the Automated Stopper and Referral System – but it may be TMI – too much information).  The requisition includes the position title, series, grade, work schedule, location and skill options.  The requisition is kept open until the position is filled with a PPP match or, if the PPP is clear, until a referral or commitment is made.

Make sure you cover issues such as common exceptions which are authorized; qualifications dispute and the process; the definition of “well” qualified; and resources available to the supervisor if there are problems (coordinators, etc). Describe the process: a requisition generates resumes of employees who match the parameters, e.g., title, series, and option codes. Job offers are made on the basis of “well qualified” determination.  The individual who is matched should be able to perform the duties of the position with orientation only. Qualifications of the match are jointly determined between the losing and gaining installations.  There are several ways this is done.  If it is an easy match, e.g. Office Automation Clerk, GS-4, then the two HR offices can make the determination.  For positions GS-12 and above, an employment application can be used.

When the HR specialist needs assistance to make the “well qualified” decision, the resume and PD, is sent to a SME for review.  With this review if the SME finds the match not be qualified, a disqualification dispute is provided justifying his/her reasons.   Should the losing installation not agree, this would than be referred to the PPP Coordinator for resolution. 

There are many exceptions to PPP.  These include, reassignment of two employees who swap jobs; promotion resulting from an employee’s position being classified to a higher grade, placement of individuals of individuals through negotiated grievance decision or administrative procedures, EEO decision.   Exceptions are found in the PPP Manual Chapter 4.  

Back to Basics!  Transition to the next section on recruitment sources.  Ask the two questions and write down feedback.  You should note several topics will be discussed later (someone might have been hired as an intern, or through an OPM register).  It might be worthwhile to refer back to these pages when you reach those sections.

Supervisory Decisions, slide #9.  Now the students need to move from thoughts as to how they were hired to what decisions they have to make as supervisors.  These are questions to stimulate thoughts and conversation.  Emphasis should be put on the ACTIVE part the supervisor plays in the recruitment process.  The best recruitment is accomplished as collaboration between all stakeholders.
	Slides #2 -6

Handout on Order of Placement & Consideration

Slide # 7

Butcher block

Slide #8

Butcher Block

Slides #9-10



	
	
	


	
	Supervisory Decisions, slide #9.  Now the students need to move from thoughts as to how they were hired to what decisions they have to make as supervisors.  These are questions to stimulate thoughts and conversation.  Emphasis should be put on the ACTIVE part the supervisor plays in the recruitment process.  The best recruitment is accomplished as collaboration between all stakeholders.

Slide #13 - Local Merit Promotion Plans should state who could apply under vacancy announcements.  This slide emphases the importance of area of consideration and the part it plays in filling internal positions.  Discuss the pros and cons of different types of area of consideration.  If it is too narrow, what could happen?  If it is too broad, how could it cost HR and the supervisor?

.  

State that you are going to transition to recruiting incentives.  Decisions regarding recruiting incentives are helpful to make at the beginning of the recruitment process so that staffing can assist the supervisor with guidance. For example, one of the positions in the organization requires an IT Specialist.  In addition to the special rates that have been established for IT workers, are additional incentives likely to be needed at Camp Southbridge?  Point out that the binder contains information maps that explain the staffing flexibility’s in greater detail.  Also, information from the Corps of Engineers is included on the new student loan repayment program.

Discuss the three R’s and when they can be used.  Recruitment and relocation bonuses are paid in a lump sum for up to 25% of basic pay.  Retention bonus is paid for the duration of the contract.  A higher official must approve these incentives.

Hiring above the minimum is also called superior qualification appointment.  Appointment is made at a rate of pay above the first step based on superior qualifications or special need.

Supervisory pay-differential applies when a GS supervisor has an employee, under a different pay plan, who makes more money than the supervisor does.  Up to 3% of basic pay may be granted.

Managers may authorize payment of travel expenses for applicants to travel to be interviewed for positions.  Some expenses for employees relocated to first duty station may also be authorized.

The supervisor has many options available in providing educational opportunities to employees.  This topic will be discussed later in the week.

Repayment of Student Loans is a fairly new program.  It allows agencies to make payments to the loan holder of up to a maximum of $6,000 for an employee in a calendar year and a total of not more than $40,000 for any one employee.
	Slides #11 - 12

Slide #13

Slide 14

	
	Exercise Slide 15.  Introduce the exercise.  Supervisors should briefly discuss the PD they selected yesterday in terms of KSAs (job analysis) within groups of two. Using the position description from the classification module, ask students to determine the grade for recruitment (if a targeted position).  Identify desired skills, required skills/selective placement factors (if any), other special requirements and/or working conditions that should be included in vacancy announcement and/or considered in candidate evaluation process.  Discuss problems with using skills that are too restrictive, too general, soft skills vs. technical skills, differences in required and desired skills, etc.  Reinforce that the criteria identified in the job analysis process drives the entire staffing process and will impact on the quality of candidates who are referred for the position.  Taking the time to “do this right” will help to ensure a successful placement.  Allow class 15 minutes.
	#15 - Exercise

	
	Debrief exercise by asking for volunteers and recording results on butcher block.
	Easel


	Time
	Description
	Cues

	
	Slide 16 introduces the concept of recruitment.  Start with the principle of hiring status candidates.  Ask “who are status candidates”?  If time permits go to CPOL and pull up a current vacancy announcement.  Point out the area of consideration.  This is a visual way of getting this concept across to the student.
	Slide #16

	
	Using slides 17 - 18, briefly describe the situations in which competitive procedures are and are not required or typically used. Discuss internal recruitment sources. Then contrast competitive and noncompetitive procedures.  For example, an applicant seeking reinstatement to a grade previously held could be considered non-competitively, while a reinstatement applicant seeking a higher grade would need to compete.  Mention that there is no requirement to use competitive methods if a non-competitive candidate is qualified/available.

Merit Promotion – Who may be considered?  Who are candidates referred?  When is competition required?  When is competitive discretionary?  Impact of union agreements on merit promotion processes. 

CPAC Staffing Instructor – Hand out copies of a local or Regional Merit Promotion Plan.  Have class review it for a few minutes.  See what special requirements may exist at that installation, e.g. requirement to consider internal workforce first, requirement for panels, requirements for interviews, etc.  Provide a brief summary and ask if there are any questions.

Slide 21 introduces the topic of internal recruitment – RESUMIX.  RESUMIX uses an automated referral system to fill vacancies.  The automated system uses state-of-the-art optical character recognition and a patented computer programming system to read resumes and extract applicant skills.  Stress the need of supervisory input during the skills identification process.  There is a handout in the binder titled RESUMIX OVERVIEW that describes the process in great detail.  

Move on to slides 23-25, discusses non-status candidates whom can be hired using a noncompetitive appointing authority.  Ask the question “Who are Non-Status” Candidates?  Wait for a response.  Describe the concept of non-status and how recruitment changes (e.g. clearing PPP) when recruitment is expanded to include these groups of applicants.  You’ll have to explain jargon like EO #12721 or DCIPS because these terms are not commonly known.

OPM/Delegated Examining – Slide 26 introduces the topic of external recruitment which requires competition.  Mention the rule of 3 for DEU and OPM certificates.  It is likely that the Camp Southbridge scenario will utilize at least a DEU certificate.  Method for considering non-status (external candidates); announcements open to the public.  Appropriate for use for hard to fill positions, high turnover positions, entry-level positions, temporary and term positions.  Should not be requested routinely for all staffing actions—analyze candidate pool to determine if external sources should be considered.  Consult with CPOC on previous staffing history for these types of positions. 


	Slides #17-18

Slide 19

Slide #20 and the Merit Plan (copies of a local plan provided by CPAC)

Slides 21-22

Slides #23-25

Slides #26-28


	Time
	Description
	Cues

	
	Veteran’s preference is explained on slide #29.  Go to the web site www.opm.gov/veterans and show the user’s guide.  Explain the wealth of information on this site.  Slide 31 discusses appointment types which are subject to veterans’ preference.

Mention temporary and term appointments, although these are not long-term solutions to standing up a new, permanent organization (the class example).  They are an important recruitment source.
	Slides #29 - 31

Slides 32-33

	
	Now it is time to reinforce what the students have learned. 1. Ask them to name three recruitment sources.

2. Have them discuss the importance of the area of consideration.  

Then, have them split into pairs and decide what the appropriate area of consideration would be for their assigned PD from Camp Southbridge.  Out brief their solutions.
	Easel


	Time
	Description
	Cues

	
	Slide 34 introduces on how the supervisor makes an appropriate selection from the competitive or noncompetitive referrals that are available. Point out that there are qualitative factors that should be considered when the supervisor reviews resumes and referrals or plans interview questions.  

Key Point: Unless management has negotiated a labor agreement to the contrary, interviews are NOT required.


	Slide #34

	
	Briefly discuss the interview process.  Hand out paper on Interview Tips.

Describe the 6 steps (slides 35 - 44) of the interview process.  These are: prepare, start the interview, tell the candidates about the process, describe job requirements and gather information from candidate. Discuss how to end the interview.

Using Slide 38, discuss types of questions

open-ended

Who influenced you the most in your career?  Why?

What did you like about your last position?  Least?

Why did you select your last position?

When did you decide to pursue your current field?

How much notice do you need to give your current employer?

Where did you learn your knowledge of automation systems?

“tell me about”

Tell me about the challenges you faced in school?

Describe a situation where you had to solve a problem quickly for a difficult customer. 

Closed questions 

Did you receive a certificate for completing this course?

Do you have experience with PowerPoint?

Have you had interactions with individuals above your immediate supervisory level?

the “non-question” 

This is especially useful for the candidate who needs help relaxing.  You can often make candidates more comfortable responding with the information you need by just asking for it with a language that doesn’t end with a question mark.  Taking the little bit of extra time to rephrase your questions as non-question can repay big dividends when shy candidates suddenly open up and talk about how they get things done.

Talk about potential problems.

Discuss prohibited questions
	Slides #35 - 44



	
	Introduce exercise on planning interview questions.   Hand out sample interview questions.  Supervisors should again work in pairs and consider the PD they were assigned in the classification module.  The supervisors should make a list of at least 5 effective interview questions.  Allow 20 minutes and then reconvene.


	#45

	
	Debrief exercise on interview questions.


	

	
	The slides on Tips for Assisting Employees are optional; the procedural details of publicizing jobs are constantly changing (e.g., updates to RESUMIX) and they may be addressed in local labor agreements.  But clearly, supervisors can create a healthy organizational environment that encourages merit promotion.  Also, supervisors should work hard on career counseling, because this aspect of Army life often receives low ratings on random employee surveys.


	#46 - 48




