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Overview

Introduction
The Civilian Forecasting System (CIVFORS) is a computer application that can be used to project civilian accession requirements for up to seven years into the future, using data from the past five years.

How to use this guide
This guide provides basic instructions for using this application and for validating and interpreting output.  It is intended as a supplement to hands-on classroom training.

## explanation of each section ##

Your selected population
Your selected population, or population of interest, is the sub-group within the overall Army civilian workforce in which you are interested and to which you want to apply the forecasting tool.  This will vary depending on your needs, what you are trying to accomplish, and where you are located organizationally.  Examples:

· At an Army installation, you may have a large number of populations of interest such as your most numerous occupations or hard to fill occupations on that installation.  Your populations of interest may be further broken down by grade levels.  See Using Installation-Level CIVFORS, page 42, which includes guidance for identifying these populations.

· At a MACOM headquarters you may be interested in overall MACOM requirements, or you may be looking at specific occupations command-wide.

· If you are a career program proponent, you may be interested in forecasting the requirements of your career program.

· At HQDA, you might be looking at Army figures as a whole, or you may be examining one occupation across Army, or one career program. 

CIVFORS Versions and Components (under development)
Versions
## Descriptions of USDH, Installation, Flexible and other CIVFORS options  ##

Accessing CIVFORS
## instructions for opening screens ##

How CIVFORS Works (under development)

Overview
## brief explanation of the model ##

The CIVFORS Panels

Overview
You establish the parameters for your CIVFORS projection by completing data on four panels in CIVFORS, accessed via the first four “tabs” across the top of the Scenario Viewer Set Up screen:

· Scenarios – to select the available (pre-run) history and projections.

· Data Types – to select the type of data to display (strength, targets, accessions, etc.).

· Dimensions – to identify the variables to use in selecting your population of interest.

· Dimension Values – to provide values for the selected dimensions.

The fifth tab, “Display Format,” is not widely used.
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Scenarios

Selecting scenarios
On the “Scenarios” panel, you will select one or more of the pre-run scenarios which will be used for your study.  

· Each of the scenarios covers a 12-year period (5 years of actual and 7 years of projected data).  

· Scenarios are identified with a number (e.g., 2, 7, 109 etc. in the illustration below) and the 5-year date range of the “actual” data (there are a few exceptions to this naming convention, e.g., scenario 99).

· Scenarios with “keys” next to them have several entries for the same time period – often the same time period will have been run with different constraints (or no constraints).

· You can build your own scenarios in CIVFORS (see Flexible CIVFORS (under development), page 56).
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When you click on a “key” the subordinate entries for that time period are displayed.  Note the “target” and “no-target” icons which indicate whether or not goals (targets) were used when creating that scenario:
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· To select a scenario, simply click on it (it turns yellow), then click the <Add> button.  This moves the selection to the “Selected” side of the panel.  

· To remove a selection, click on it in the “selected” side of the panel, then click the <Remove> button.

· Note that when you have a scenario selected, its full description is displayed at the bottom of the window.
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Data Types

Selecting data types
On the “Data Types” panel, you will select one or more data types which will be used for your study.  The data type selections are:

· Strength – provides the actual and projected count of employees for each quarter over the selected time period (note, strength in CIVFORS is identified in FTE (full time equivalent) units).

· Targets – provides the goal or target data that has been identified for the population for the projected years (this is data provided by SAMAS).  

· Not all scenarios have target data available (e.g., any no-goal scenario – identified by the target icon with the slash through it – will not have this).

· Target data is not shown for the “actual” period of a scenario (the first 5 years).

· Accessions – provides actual and projected accessions (hires) for the population.  

· Losses – provides actual and projected losses for the population, broken down by voluntary separations (resignations), involuntary separations, and/or retirements. 

· Promotions (into and out of grade) – provides actual and projected promotions for the population of a specified grade (you indicate the grade on the dimensions and dimension values panels).
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Dimensions

Selecting dimensions
On the “Dimensions” panel, you will begin to select your population of interest by identifying the variables you want to use.  You will then provide the specific values for the selected dimensions on the “Dimension Values” panel (next panel).  

· For instance, if you are interested in the Army Materiel Command, you would indicate “Major Command” as the dimension, and then indicate “Army Materiel Command” as the value on the Dimension Values panel.

· The table below lists the dimensions that are available and provides a brief description of each.

· You can select more than one dimension in order to identify your population of interest.  For instance, you might be interested in a particular occupation and grade level. 

· The list of dimensions varies depending on the data type you selected.  Most data types provide the full list of dimensions, but if you select “Targets” as one of your data types, you are limited to the dimensions indicated in the “Target” column of the table below.

Dimension
Description (values)
Target

Age Grp
Groupings based on age ranges, mostly in 5-year intervals (30-34, 35-39, etc.)


Appointment Type
Career or excepted appointments


Blue/White Collar
Blue or white collar based on pay plan
Yes

Career Program
Army Career Programs, also includes various “not covered” categories
Yes

Employee Tenure
Permanent or temporary


Functional Designator
Military or civilian function (civilian functions are used in Corps of Engineers)
Yes

Gender
Female or male


Grade
Grade level (0 to 59)
Yes

Major Command
Army major commands
Yes

Occupational Series
Occupational series code (based on OPM classification standards)
Yes

PATCO
Job type (professional, administrative, technical, clerical, other, also blue collar and mixed collar)


Pay Plan Group
Various common pay plans, e.g., ES, GM, GS, WG, WL, WN, Y
Yes

Race/National Origin
Standard RNO codes (note, codes F thru Y are used only in Hawaii, Guam, and Puerto Rico)


Supervisory Position
Supervisor or non-supervisor


Work Schedule
Full or part time


Years of Service Group
Years of service, mostly in 5-year intervals (6-10, 11-15)
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Dimension Values

Selecting dimension values
On the “Dimension Values” panel, you will complete the selection of your population of interest by identifying the specific value(s) you want to use for each of the dimensions you selected on the “Dimensions” panel.

· For instance, if you selected “Major Command” as one of your dimensions, on the “Dimension Values” panel you would select the specific major command you want, e.g., “Army Materiel Command.”
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Running your scenario
Once you have the parameters set up the way you want them, click the <Display> button at the bottom of the “Scenario Viewer Set Up” screen to start the process.  Your results will be returned within a few moments.  

For information about how to read the results, see the next section, “Viewing CIVFORS Output.”  

Viewing CIVFORS Output

Fiscal years and quarters
All CIVFORS scenarios produce results showing five years of actual data and seven years of projected data. 

Most scenarios in CIVFORS are created by fiscal year and are displayed by quarters, so if a scenario starts in FY97, actual data will cover FY97 through FY01 (5 years), and projected data will begin with FY02 through FY08 (7 years).  

· The first quarter of data that will display will be the quarter ending Dec96, followed by Mar97, Jun97, and Sep97 (the 4 quarters of FY97).  

· In this Guide, the scenario used as an example here would be referred to as “History Ending Sep01.”  

Typical output
The illustration below shows typical output from CIVFORS.  This particular output used two scenarios (no-goal from 1995Dec-2000Sep and no-goal from 1996Dec-2001Sep), strength data only, for all Army.  
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Note the following on the illustration:

· Since we are viewing two scenarios covering two different time periods (one starts in FY95 and one in FY96), the first four quarters for the FY96 data line are blank.  (If you scrolled to the far right of this output, the last four quarters for the scenario that starts in FY95 would also be blank.)

· Notice that the numbers on both lines are identical for 1996Dec and on.  This is because you are looking at ACTUAL strength numbers from both those time periods.  If you scrolled to the right, you would hit a point when the two lines of data would diverge.  This divergence appears when the earlier data line (the one starting in FY95) becomes PROJECTED data (at the end of the 5 years of actual data).  See Actual vs. projected, page 16, for more information.

Using the Grid menu

The Grid menu
The illustration below shows the selections available on the pull-down “Grid” menu.  
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· The Statistics selection displays handy basic statistical information for any selected time period (mean, median, maximum, minimum, etc.).  See “Viewing statistics,” below.

· The Excel selection opens up an Excel spreadsheet containing the CIVFORS data.  See Using Excel with CIVFORS, page 19.

· The Graph selection opens up a browser window with a graphical display of the data.  See “Graphing the data,” below.

Viewing statistics
To view some basic statistics (mean, median, maximum and minimum values, etc.) about some of the data, begin by highlighting the data for which you want to display statistics – click and hold your mouse button while moving the mouse over the selection (the color of the selected data changes).  In this case, I have selected the 4 quarters 1996Dec through 1997Sep (FY97) from the first data line:
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Then click on the “Grid” menu and select “Statistics” to display the stats (for the four highlighted quarters):
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· When reading the statistics, remember that they reflect the selected quarters (in this case, 1996Dec through 1997Sep).  The displayed mean, for instance, is the sum of the four quarters, divided by 4, and the maximum is the highest value of the four selected quarters.

· Click the <OK> button on the statistics window to close it when you are done.

Graphing the data
To graph the data lines, begin by selecting the data lines:
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Then click on the “Grid” menu and select “Graph” to display the graph in a second browser window:
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· Notice that the first 4 quarters and the last 4 quarters only have data for one of the two scenarios, as discussed above.  

· Notice the cyclic pattern of the data.  This is typical of strength data for many selected populations and reflects higher employment levels during summer periods.  

Identifying actual and projected data

Actual vs. projected
The illustrations that follow show typical CIVFORS output for one scenario (119, covering Dec96-Sep01) and data type (strength), hence there is just one line of data.  

· This scenario was created sometime shortly after the end of FY01, so the data from FY01 and earlier was actual data (at that time) and the data from FY02 on is projected.  

· The word “projected” is relative to when the scenario was created.  If we were looking at a scenario that had been created earlier, e.g., FY99, the actual data would be FY94 through FY99, and the “projected” period would be from FY00 through FY06. 

In the first screen below, you see numbers for the first quarter of the “actual” period (1996Dec) and the following few quarters.  These numbers represent the actual strength of this population at that time:
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In the next screen, the view has been scrolled part way to the right so you can see the end of the actual data and the beginning of the projected data:


[image: image16.png]v 10c1096Dec - 200150m) 200100 Goal Basaune(1250)Srength
Gt fom

BITTR) Zo0iDec | 200aMar | 20023un
73 e e Tesne







Finally, the next screen shows the view scrolled to the far right of the data line.  This shows that the last FY of data portrayed in this scenario is FY08 (quarters 2007Dec, 2008Mar, 2008Jun, and 2008Sep):
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You see the same thing when you graphically portray the data:
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Viewing target data
When you include “Target” data types, the “target” line will not have values for the period that represents history in that scenario (they shows as zeroes).  For the historical period, targets are irrelevant since there are actual numbers available:  


[image: image19.png]




Using Excel with CIVFORS

Overview
Importing CIVFORS data into an Excel spreadsheet provides additional capabilities beyond what is present within the CIVFORS application itself:

· It allows you to save the results of  a run for later use.

· It provides greater flexibility in graphing (including the ability to make a presentation-quality graph).  

This section describes how to import data into Excel, and covers some of the basic functions that you can perform once in Excel.

Note, you must have the Excel application loaded on your workstation to be able to use this feature.

Basic Skills:  Importing, Graphing, Calculations

Moving data into Excel
Once your scenario has run and the data is displayed on your screen, begin by selecting the data lines:
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Then click on the “Grid” menu and select “Excel” to launch the Excel application on your workstation:
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Imported data
Once the data is imported, it will look similar to the following:
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Graphing the data
Use the Chart Wizard to graph the data line.  Begin by selecting the data lines to be graphed (including the title line containing the dates if possible) as shown below.

Note, if you are graphing selected lines of data you may not be able to include the “title” row, which provides the x-axis labels, in your selection.  See Including the X-axis labels, page 26. 
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The “Chart Wizard” consists of 4 windows that step you through the process of creating your chart.  As you complete each of the windows, click the <Next> button to proceed to the next step.  You can always return to a previous window by using the <Back> button.

Step 1:  chart type
Step 1 is to select the chart type; for CIVFORS data, you will generally be selecting a Line Chart:
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Step 2:  chart source data
Step 2 is to specify the data to be included in the chart.  If you have selected the data lines and the title row on the spreadsheet, you don’t have to do anything on this step.  If not, you will need to specify either or both (the data ranges to be graphed and/or the title row to be used to provide date labels along the x-axis (note, you specify the range for the date labels from the “Series” tab on this window; see Including the X-axis labels on the graph, page 26):  
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Step 3:  chart options
Step 3 is where you can specify chart options such as a title, the presence and/or placement of a legend, axis titles, etc.  You can make your chart as fancy as needed in this step, or leave it plain.  
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Step 4:  chart location
In step 4, you specify whether you want the graph in a separate “sheet” or whether you want to create it as an “object” within the spreadsheet itself.  We recommend you change the default (“As object in”) and use “As new sheet” as this will create a larger, more readable and more printable graph which will not be surrounded by the rows of data.  If desired, you can name the chart (particularly valuable if you are planning on creating several graphs from the data): 
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When you complete this last step, click the <Finish> button to display the finished chart:
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Saving the spreadsheet
Saving the Excel spreadsheet allows you to continue to access the data you generated from CIVFORS (CIVFORS itself does not provide the capability of storing scenarios).  You can then create additional charts, analyze data, etc.

Select File – Save As from the Excel menu bar to begin the save process. 

Calculations
Excel has built-in capability to perform calculations on numeric data which is of value when analyzing CIVFORS data.  To use these functions effectively, you should be familiar with cell addressing and how to build formulas in Excel.  An example is provided below.

Calculation example:  total projected accession requirements
To have Excel calculate the total accession requirements for the entire 7-year projection period and the average per year, begin by clicking your mouse in the cell containing the first quarter of projected accession data.  While continuing to hold your mouse button down, move the mouse to the right to select the remaining cells in the projected period, ending at the first cell to the right of the data:
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Once the desired cells are selected, click the AutoSum icon on the toolbar and push Enter to insert the sum into the empty cell.  This is the total accession requirements for the 7-year projected period.




[image: image30.png]





To calculate the average (mean) of the accession requirements for the 7-year projected period, you need to divide the total by 7.  You do this by modifying the formula that Excel used to generate the total:
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This replaces the 7-year total in cell AX3 above, with the average per year.

Additional Skills: Clean Up, X-Axis Labels, Selective Graphing

Cleaning up spreadsheet data
Once you move the CIVFORS data into Excel, there are a few things that you need to do to make it more usable:
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After making the above changes:
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Including the X-axis labels on the graph
If you are not graphing all the lines of data, you may not be able to include the “title” row (the row containing the dates that we want to display along the x-axis of the graph) when you are beginning the chart wizard.  In this case, you can still identify the date row in step 2 of the Wizard by using the “Series” tab:
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On the spreadsheet, select the row containing the correct data labels to be used along the x-axis:
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When you return to the Chart Wizard, the dates should be along the x-axis and you can continue:
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Selective graphing for combined scenarios and data types
If you have included a number of scenarios and data types into one run, you will want to isolate specific data lines or combinations of data lines for subsequent analysis and graphing.  

· For instance, if you have combined scenarios and data types to perform the common sense checks discussed in the next section, you will need to examine specific lines of data for each check.  See Summary of Run Requirements, page 37.

Copying and pasting rows
To isolate selected rows of data, move them to a separate area of the spreadsheet where you can view them or graph them.  Begin by selecting the rows to be copied (in this case, we are selecting the two “Target” lines from the scenarios and data types shown). 
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Next, click on a row number in a lower (blank) area of the spreadsheet, and paste the copied rows:
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The selected data lines are now isolated for further analysis or comparison.  You can also graph the selected data – see Graphing the data, page 20.

Common Sense Checks

Need for validity checking
Before using CIVFORS projections, you need to make sure that the data upon which the projections are based is valid for your selected population.  CIVFORS data has been shown to be very accurate, but that does not necessarily mean that it will be accurate for one segment of the population.  You need to go through a few checks to make sure that the CIVFORS accession requirements are going to be reasonably accurate for your selected population.

· CIVFORS validity is based on a comparison of what was projected to happen in earlier years against what actually happened in subsequent years.

· ## Army-wide, CIVFORS projections are within 0.5 to 1.0 percent of actuals one year out.  The projections for your selected population should also be within these parameters.

Efficiencies and shortcuts
The common sense checks discussed below are using individual runs to illustrate each check.  When performing these checks, you do not need to run each of these separately – you can combine runs to accomplish several checks at once.  

· See Summary of Run Requirements, page 37 (at the end of this section) for a consolidated table of the “run requirements” of each of the common sense checks.

· See Using Installation-Level CIVFORS, page 42, for a case study that combines output for these checks into a smaller number of runs. 

· When combining the runs for these checks, it is often easier to isolate the data for each of the checks by exporting the CIVFORS data into Excel; see Using Excel with CIVFORS, page 19.

Check 1:  Projections vs. Actuals

Concept
Compare projections vs. actuals from the “overlapping period” of two different years and make sure the differences are within an acceptable range.

The “overlapping period” is when projections begin for the earlier scenario and the later (more recent) scenario is showing actual data.

Steps
Complete the four CIVFORS panels as follows to create the view that you will use to make this check:

Panel
Select

Scenarios
Select two “no-goal” scenarios from the scenarios that have “keys”:  

· Select the most recent scenario that has a no-goal scenario.  For the example below, we will use scenario 119 (1996Dec-2001Sep) from Web-based CIVFORS. 

· Select a second scenario from one or two years prior to the most recent. For the example, we will use scenario 7 (1994Dec-1999Sep). 

Data Types
Select “Strength” only.

Dimensions
Select the appropriate dimension(s) to identify your population of interest.

Dimension Values
Select the appropriate value(s) for the dimension(s) you selected to identify your population of interest.

Identifying when the data diverges
Here’s sample output.
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Scroll to the right to locate the point where history ends and projections begin for the earlier scenario:
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Measuring the difference
Find the first quarter that represents the first quarter of projected data of the older scenario.  

· In the example above, the older scenario (the top data line) shows historical data through 1999Sep.  Projections therefore begin with FY00 (1999Dec).

Calculate the difference between the projected number (from the older scenario) and the actual number (from the newer scenario).

· In the example, the difference is 195958 – 194688 =1270.

To calculate the percent of deviation, divide the difference by the actual number.

· In the example, divide 1270 (difference) by 195958 (actual) = .0065, or 0.65 %.

Perform the same calculation for the next three quarters.  Four quarters out, the deviation should not exceed 0.5 to 1.0 percent. 

If the results are not in range
Some possible reasons for a larger than expected deviation can include:

· Target levels (from budget/manpower data) may have been different (changed) between the two selected scenarios.

· Loss projections may have been inaccurate.

· Actual accessions may have been way over or under the projected accessions.

Check 2:  Targets

Concept
Compare targets from two different years and make sure they are the same(or close) during the overlapping period.  

· If the targets are not the same, projections will vary in accuracy.  If the organization was following the accession requirements and hiring to their target levels, they will have been hiring to inaccurate levels because of the different targets.  

Steps
Complete the four CIVFORS panels as follows to create the view that you will use to make this check:

Panel
Select

Scenarios
Select two “baseline” scenarios from the scenarios that have “keys”:  

· Select the most recent scenario that has a no-goal scenario.  For the example below, we will use scenario 119 (1996Dec-2001Sep) from Web-based CIVFORS. 

· Select a second scenario from one or two years prior to the most recent. For the example, we will use scenario 7 (1994Dec-1999Sep). 

Data Types
Select “Targets”.

Dimensions
Select the appropriate dimension(s) to identify your population of interest.

Dimension Values
Select the appropriate value(s) for the dimension(s) you selected to identify your population of interest.

Examining the output
In the illustration below (using scenario 7 (history ending 1999Sep) and scenario 119 (history ending 2001Sep)), the overlapping period for the targets will be FY 2002 through FY 2007.

· Remember, target numbers only show for the “projected” period, not for the “actual” period.  See Viewing target data, page 17, for information about viewing target lines.
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Check 3:  No-Goal Continues History

Concept
Check the no-goal line from the most recent scenario to make sure it is following history.

· Using a no-goal scenario should reflect what would happen if past history continued (i.e., hiring activity was maintained at the same level).

· Therefore, the no-goal line should reflect the general trend of the historical period (if the actual strength was heading down during the “actual” period, the no-goal line should continue that same trend).  

Steps
Complete the four CIVFORS panels as follows to create the view that you will use to make this check:

Panel
Select

Scenarios
Select the “no-goal” scenario from the most recent scenario.

Data Types
Select “Strength” only.

Dimensions
Select the appropriate dimension(s) to identify your population of interest.

Dimension Values
Select the appropriate value(s) for the dimension(s) you selected to identify your population of interest.

Examining the output
In the example below, the direction or trend of the projection is the same as the trend of the actual data (a no-goal scenario assumes that history will repeat itself):

 


[image: image42.png]HEICISBDe0 - 200154 Pioiufor 20108 ool Bselire 42 Strergth






Check 4:  Goals Seek Targets

Concept
Check the goal line(s) from the most recent scenario to make sure they are “seeking out” the target level. 

· The goal line should always be seeking the target levels, this is the purpose of the optimization process.  If the goal line is not doing this, the optimization is not working for some reason.

· If there is more than one goal scenario available, you should examine each of them (for example, there may be a baseline goal, a goal reflecting a steady state with a 15% increase in retirement rates, etc.).  The one that wraps most closely around the target would normally be the best to use for examining accession requirements.

Steps
Complete the four CIVFORS panels as follows to create the view that you will use to make this check:

Panel
Select

Scenarios
Select the “goal” scenarios from the most recent scenario (there may be more than one).

Data Types
Select “Strength” and “Targets”.

Dimensions
Select the appropriate dimension(s) to identify your population of interest.

Dimension Values
Select the appropriate value(s) for the dimension(s) you selected to identify your population of interest.

Examining the output
In the example below, there are 4 data lines shown:  one target and one goal line for each of two different scenarios (this is from scenario 119 with history ending 2001Sep).  

· The two goal lines reflect (1) a steady state and (2) a steady state with a 15% increase in retirement rates.  

· The two target lines are identical and therefore appear superimposed.

Note, this type of output, with a number of different lines, is usually clearer if graphed in Excel (see Using Excel with CIVFORS, page 19).  
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Check 5:  Projected Losses vs. Actuals

Concept
Compare the projected losses from an earlier year to the actualized losses from a more recent year. They should be the same or close.  

· You should look at voluntary separations, involuntary separations, and retirements separately.

· This can be done in one run by selecting “all losses” as the data type, or in three separate runs by selecting one of the three types each time.  In the example below, voluntary separations was selected.

Steps
Complete the four CIVFORS panels as follows to create the view that you will use to make this check:

Panel
Select

Scenarios
· Select the most recent scenario that has a goal scenario.  For the example below, we will use scenario 119 (1996Dec-2001Sep) from Web-based CIVFORS. 

· Select a second scenario from one or two years prior to the most recent. For the example, we will use scenario 7 (1994Dec-1999Sep).

Data Types
Select Losses, or one of the types of losses (vol seps, invol seps, ret).  In the example, vol seps was selected.

Dimensions
Select the appropriate dimension(s) to identify your population of interest.

Dimension Values
Select the appropriate value(s) for the dimension(s) you selected to identify your population of interest.

Examining the output
In the example below, voluntary separation data is shown for one MACOM.

· There are 2 data lines shown, one from scenario 119 (history ending 2001Sep) and one from scenario 7 (history ending 1999Sep).  

· Vertical lines have been added to the graph to indicate the point where actuals become projections in each of the two scenarios.  The area between the two lines is the area to examine closely since this is where you can compare the projected losses (from scenario 7) to the actual losses (scenario 119).  

· In this example, the projected voluntary separations from scenario 7 are fairly close to the actual voluntary separations that occurred (reflected in the scenario 119 line).  To get exact counts of differences, you can use the “Statistics” function in the CIVFORS viewer (see Viewing statistics, page 13). 
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Summary of Run Requirements

Purpose
This table provides a summary of the scenarios and data types needed to perform each of the common sense checks discussed above.  Using this table, you can combine the individual runs into one or two runs for subsequent analysis.

The recommended approach is to combine the scenarios and data types from checks 1-4 into one run, and the scenarios and data types for check 5 and the accession requirements into a second run.

· You need the results from check 4 to identify the best scenario to use for accession requirements.

Check
Scenario(s) needed
Data Types

1.  Projected strength vs. actuals
· Current “no-goal” scenario (from most recent scenario).

· Recent “no-goal” scenario (one or two years prior to the current scenario).
Strength

2.  Targets
Same as above
Targets

3.  No-goal continues history
Current “no-goal” scenario (from most recent scenario).
Strength

4.  Goals seek targets
Current “goal” scenario(s) (may be more than one).
· Strength

· Targets

5.  Projected losses vs. actuals
· Current “goal” scenario (from most recent scenario).

· Recent “goal” scenario (one or two years prior to the current scenario).
Losses (all types)

Accession requirements*
“Goal” scenario that comes closest to targets (from check 4).
Accessions

* Accession requirements are covered in the next section.

Reviewing output
When you combine scenarios as described above, it is recommended that you move the resulting output into Excel in order to isolate particular data lines for analysis.  

· See Using Excel with CIVFORS, page 19.

Accession Requirements

Overview
Once you are satisfied that CIVFORS data for your selected population is valid (meets the common sense checks discussed in the previous section), you can use CIVFORS to identify the accession requirements for your selected population for up to seven years into the future.  This is the stage where you are using CIVFORS for its intended purpose.

If the common sense checks did not all work, you need to use judgment and your knowledge of your selected population to determine if the accession requirements projected in CIVFORS are valid.

Steps
Complete the four CIVFORS panels as follows to display the accession requirements for your selected population:

Panel
Select

Scenarios
Select the scenario that you identified as coming closest to your population’s targets (see Check 4:  Goals Seek Targets, page 34).  

Data Types
Select Accessions.

Dimensions
Select the appropriate dimension(s) to identify your population of interest.

Dimension Values
Select the appropriate value(s) for the dimension(s) you selected to identify your population of interest.

Output example
Here’s an example of output graphed for one career program (Army-wide).  

· Note the cyclic nature of the accession activity, which peaks during the third quarter (Apr-Jun) of each fiscal year.  This is common for many populations.  

· Once again, as a common sense check on accession projections, the trend of your historic accession activity should continue into the projected part of the graph (which it does in this case).
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Accession requirements per year
A quick way to identify the specific number of accessions required for each fiscal year is to use the “Statistics” menu within CIVFORS. 
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Other factors impacting accession requirements
CIVFORS projections use computer modeling and, assuming that the validity checks discussed in the previous section were satisfactory, are quite accurate.  However, CIVFORS cannot account for external factors that might have a significant impact on the accession requirements for a particular population (however, Flexible CIVFORS can add constraints to your model in some circumstances – see Flexible CIVFORS, page 56).  

Examples of the types of factors that might impact your accession requirements include:

· A-76 / contracting-out implementation.

· Unanticipated changes in mission or functions (not reflected in SAMAS manpower data) resulting in an increase or decrease of target levels (and therefore accessions).  

· Reductions in force.

Using Installation-Level CIVFORS:  A Case Study

Overview
This section provides step-by-step instructions for using CIVFORS at an Army installation in a “case study” format.  

Selecting the Populations to Study

Selecting populations of interest
On an Army installation, there may be a large number of “populations of interest” for which CIVFORS can be of value.  This would include:

· The most populous occupations (possibly further broken down by grade levels). 

· High-turnover occupations.

· Occupations that are traditionally hard to fill.  

You can use WASS to quickly identify your most populous occupations and to identify high turnover occupations (see the following sections), but the civilian HR advisor at an installation also needs to use judgment based on experience.

Using WASS to identify large occupations
You can use WASS to identify the population size of the occupations on your installation.  The worksheet below describes the WASS panel input required to do this. 

Problem Statement
What occupations are present at this installation, and how many employees are there in each?

Data
WASS+ Quarterly

Date(s)
(use the most recent quarter’s data)

Population
USDH Active

Strength or Transaction, Gains or Losses
Strength

Portion
Civilian Personnel Office ID [CCPO_ID] (select your CPO ID)

Scenario Name
(make up the name, e.g., Population by Occupation for CPO XX)

SAS Analysis Type
Frequencies (also check Percent Total)

Analytical Variables
Occupational Code [OCC_SER]

By Variables
Fiscal Year

Output – occupation counts
The WASS output is shown below from using the parameters specified in the worksheet above.  Once you have results, you should be able to identify the largest occupations by scanning the list (for larger installations, load the results into Excel to quickly sort by size).
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Identifying grade levels (optional)
Once you have identified your largest occupations, you can also use WASS to further break these down by grade levels (or grade groupings if preferred), if appropriate for the occupation.  The worksheet below can be used to set up a WASS run to do this.  

Note, you can actually combine these two scenarios (i.e., one run showing each occupation broken down into grade levels) but in many cases this will result in a very large amount of data which can be unwieldy.  

Problem Statement
What is the grade distribution of the most populous occupations at this installation?

Data
WASS+ Quarterly

Date(s)
(use the most recent quarter’s data)

Population
USDH Active

Strength or Transaction, Gains or Losses
Strength

Portion
Civilian Personnel Office ID [CCPO_ID] (select your CPO ID), Occupation Code [OCC_SER] (select the most populous occupations from the previous run)

Scenario Name
(make up the name, e.g., Population by grade for selected occupations for CPO XX)

SAS Analysis Type
Frequencies 

Analytical Variables
Pay Grade/Level [PAY_GRD]. Regroup if desired (e.g., 1-4, 5-8, 9-12, 13-15).

By Variables
Fiscal Year, Occupational Code

Identifying high turnover
## using WASS to identify high turnover occupations at an installation – under development ##

Getting Started with Installation CIVFORS

Overview
Once you have identified the various populations that you are going to study, you are ready to begin using CIVFORS.  For this case study example, we are going to look at Nurses (occupational series 610) at Fort Sam Houston, TX.  

To begin, we will be starting up CIVFORS and selecting “Installation CIVFORS” for Fort Sam Houston, Texas.  

Accessing installation-level CIVFORS
Follow these steps to access Installation-level CIVFORS:  

Step
Action

1
Access CIVFORS via CPOL or an established shortcut with your Internet Explorer and log in with your CIVFORS user ID and password.

2
Start up Installation CIVFORS using any of the following options:
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3
Select (click on) the region in which the installation is located: 
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4
Select the installation:
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5
Select the “Scenario Viewer” (it can take a few moments for this screen to appear):
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6
You are now at the “Scenario Viewer Set Up screen and are ready to continue (it can take a few moments for this screen to appear):
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Making the Common Sense Checks

Overview
For this case study, we are going to get the data for all the common sense checks and the accession requirements data using 2 runs rather than running separate scenarios for each check individually.  One run will contain strength and target data, and the second will contain loss and accession data.  

· See Summary of Run Requirements, page 37, for more information about combining runs for the common sense checks.  

Run for checks 1-4
To obtain the CIVFORS data for common sense checks 1-4, we will prepare the CIVFORS panels as follows:

Panel
Select

Scenarios
Select both goal and no-goal scenarios from the most recent and an earlier scenario (one year earlier):
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Data Types
Select “Strength” and “Targets.”

Dimensions
Select Occupational Series.

Dimension Values
Select 0610 Nurse (note, you need to scroll down quite a ways on the list of series).

Preparing Excel output
Once the data from the run has been returned, move it into Excel for further analysis.

· In the illustration below, I have cleaned up the spreadsheet and isolated specific data rows for the first four common sense checks.   

· See Additional Skills: Clean Up, X-Axis Labels, Selective Graphing, page 25, for more information about cleaning up the spreadsheet data and copying and graphing selected rows of data.
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Check 1:  projections vs. actuals
The first check is to see if the actual strength, as depicted in the more recent scenario (418) is close to the strength that was projected in the earlier scenario (47).
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In this case, there is a significant variance between the projections from the earlier scenario, and what actually happened (as reflected in the most current scenario). 

· Note, to calculate the actual percent of the deviation, use the spreadsheet data as described in Measuring the difference, page 31.

· This provides reason to suspect CIVFORS projections for this population, but continued checks may shed more light on this…

Check 2:  targets
When we examine the target lines from the two scenarios, we see that there was a significant increase in the target levels between them:
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Using the spreadsheet data, we can easily calculate the actual increase in targets, which was 41 (at the 2001Dec data point).  This increase in the target level accounts, at least in great part, for the variance in projections vs. actuals that we saw in check 1 – if target levels have been increased and additional jobs filled, the actual numbers will increase much more than the projected numbers from the earlier period would indicate.  

Check 3:  no-goal continues history
Check 3 examines the current (most recent) “no goal” scenario to see if it follows the same historical pattern.  In this case, it does – keeping in mind that CIVFORS projections are weighted more heavily to the most recent “actual” numbers (which is the year ending 2001Sep), wherein we see a steady increase in actual strength:
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Check 4: goal seeks target?
Check 4 compares the current (most recent) “goal” scenario to the current target line to see if the projected strength is attempting to match the target: 
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In this case, we can see that, despite the very rapid increase in nurse hires during the period immediately preceding the time when projections begin (2001Dec), the CIVFORS model appears to be working as designed to match the target level in the out years.

Run for check 5 and accession requirements
To obtain the CIVFORS data for common sense check 5, we will prepare the CIVFORS panels as follows (also includes the accession requirements):

Panel
Select

Scenarios
Select the most recent “goal” scenario (identified in check 4 above as being the one that will provide the best results in achieving targets).

Data Types
Select “Losses” and “Accessions.”

Dimensions
Select Occupational Series (same as above).

Dimension Values
Select 0610 Nurse (same as above).

Preparing Excel output
Once the data from the run has been returned, move it into Excel for further analysis.

· As shown in the illustration below, I have cleaned up the spreadsheet and isolated specific data rows for the fifth common sense check and for accession requirements.  
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Check 5: projected losses vs. actuals
Check 5 examines losses to see if projected losses follow the trend of historic losses: 
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In this case, the trend seems consistent despite one peak when there were 12 voluntary separations (resignations).

Conclusion 
At this point, we have examined the data for the selected population using the “common sense checks.”   In summary:

· Although the initial check of actuals vs. projected was not within normal bounds, this was seen to be a result of an increase in targets between 2000 and 2001 (checks 1 and 2).

· There appears to have been an increase in hiring activity to bring employment levels up to the new, higher target level.

· If hiring activity were maintained at the same levels (that is, if history repeated itself, as shown in check 3), the organization would significantly exceed target levels.

· Because of the recent increase in employment levels to meet the higher target level, it appears likely that the accession requirements for this population will be lower than in the recent past.

· When the latest goal scenario is compared to the new target level, the goal scenario is seen to be trying to seek the target level.  Hence, the CIVFORS projection seems to be working the way it was designed and it is safe to use CIVFORS to identify accession requirements into the future.

Accession Requirements

Overview
Having satisfied ourselves that the projections for this population are valid, we can now examine projected accession requirements.  Here is the accessions data graphed in Excel:  
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Calculating the numeric requirements
## To provide the actual numbers of accessions required during the projection years, use the spreadsheet data.  This would normally be done on a year by year basis.  See Calculations, page 24.

Flexible CIVFORS (under development)

Overview
This section is under development.
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