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Business Strategy:

Strategic workforce planning project Initiated in late 2010 to address Momtorm.g CO'.mPEtenCy
_ and Reporting Dictionary
concerns about employee skillsets to support the 2020 Census program 1
(e.g., oversight reports) Strategic Conduct “As
o _ , Workforce Is” Skills
Objective: Establish a repeatable process of analysis of current work- Plan Acsessment
force competencies versus demand, and implement strategies to close t “To Be” I
competency gaps Gap Analysis == Demand Data < DRI(:_ISI.S:I(’ZQ
. Align business needs with workforce competencies Collection

. Provide insights into changing nature of the work and the related
occupations

Figure 1: Strategic Workforce Planning Process

. Provide foundation for all human capital management functions,

including training, recruitment, succession management, and contracting SLC 70: Data Review, Analysis, and Correction-Related Competencies

Work in this area includes review and analysis conducted prior to developing data products, including
both micro and macro data review and analysis.

Dwaclime

Emerge

Sub-Component/Competency Area

Competency Dictionary:

SLC 7001 Microdata Reviewand Analysis
SLC 7001.1 Microdata Review— preparing and following review X
procedures toidentify problems and to take corrective actions withthe
survey or census or other statistical data micro data using estimatesand
tools; resolving edit failures or errors, as well as resolving referrals.

Competency: a skill, knowledge, ability, or behavior that defines successful
work performance, including both technical and interpersonal skills

Census Bureau competency model is based on the work of the organization in- SLC 7001.2 Edit Review— validating edits were applied according to X
stead of specific occupational series (most assessments focus on one or more iﬁ;ﬁfa“ﬂ““”d SNBSS IVDNIR TRV aNE 1 RCCLaTe
Mission Critical Occu pations) SLC 7001.3 PeerReviews— providing micro data to othersubject matter X

expertsto check for face validity using other sources for the microdata
estimates or values.

Competencies cover all Headquarters professional work

Competencies align with the work across organization, not just mission- Figure 2: Example from U.S. Census Bureau functional competency dictionary

critical occupations, to develop an enterprise-level competency picture

Basic infrastructure such as a organizational framework or work breakdown

Version: 2.1.2 Top Lever: Survey Lifecycle a) Last Updated: August 2, 2013

structure are required for competency dictionary and strategic workforce plan- SuveyDesign || Fame e
ning to be useful as a corporate approach to closing competency gaps T e L i = Mmm —
. For the Census Bureau, the emergence of the organizational framework ng[“m Mmm:m R . m“m:m
was tightly coupled with enterprise change initiatives such as activity e -~ oo S et
based costing, cost estimation, and shared services — =l = = S A
. We identified and validated competencies associated with key strategic : Mmmm - - o B MT
initiatives serve as proxy for changing work and workforce 5| g im S - S
- I
| iFiekd]
Conduct “As-Is” Skills Assessment "’ .
Competency Assessment: data from employees and supervisors on the current :m{]
set of workforce competencies (including both federal and contractor workforce). :’“
Assessments included 342 technical competencies linked, 22 interpersonal com- =y

Version: 2.1.2 topLevit: Mlission Enabling and Support g Last Updated:  August 2, 2013

petencies, and 269 products, systems, and technology areas.

<-— Components ——:>
IT System
Development and

Acquisitions Operation
10 20 30 a0 50 &0 80

Stakeholder
Relations

Administration
Support Services

Research and
Evaluations

Financial
Management /

Program [Project)
Management

Human Capital
Manage ment

Enterprise Enabling IT
Services

. Few U.S. federal organizations conduct skills assessments and gap analysis at

the enterprise level e e e el e e[ et e
. No standard to define “high” demand; results establish a baseline for future —| [ — T | DA [ I nmmm,:m — Mm...,..m:
demand assessments . . | | | e e
———— | e
. Relative demand for competencies based on count of organizations (divisions) A Mmi“ oo ;"?“‘; m; t:: j = :i I— m:m
underrepresented in a competency, as well as eight strategic initiatives I D:Em“":d Ma:: I .. M:M . I
Union At = or Senicn
Mandating supervisor responses was necessary to obtain a near 100% response f — ::M:f S ;nm:;mﬁ;” hmﬁ e e En::ré:;p::::ﬁi“:j
rate critical to preclude response bias ; q:ﬂ e e | e | :;m
. About 1,000 supervisors assessed over 3,500 (97%) of Headquarters employ- :i: Y ) S ) N S
ees in professional job series so the enterprise results represent a big pic- ——e—= ::f“ng - . mma::m L
ture strategic view i . mmﬁm; - . “ﬁm"*" B
. About 2,600 employees (75% response rate) provided voluntary self- . M::’:m
assessments in addition to the supervisor assessments ZE

Data were valid for determining competency gaps but not for other uses such as a

skills bank

Figure 3: Census Bureau enterprise work breakdown structure — the

Survey Lifecycle/Mission Enabling Support Framework



Division Results and “To-Be” Demand Assessment

Divisions conducted quality checks of competency results to validate the scope of

work for each part of the organization. We collected demand data at the division level

by identifying whether each competency, product, system, and technology area is:
. Under-represented by current federal employees,

. Adequately-represented, or

. Over-represented by having too many proficient employees for the current or an-

ticipated workload

We recommend a qualitative approach to demand data collection. The results will re-

veal a quantitative picture. This reduces the problem of managers focusing on num-
bers of full-time employees when that is often difficult to do.

Gap Analysis

We analyzed competency and demand results by:
. Survey Lifecycle/Mission Enabling and Support Framework components
. Enterprise and directorate levels

. Relationship of strategic initiatives

Distributed proficiency, demand, and succession planning data such as retirement eli-
gibility to Associate Directors. Associate Directors provided their top gap priorities for

immediate closure as input for enterprise priorities. The final determination was
made by our Deputy Director.

Strategic Workforce Plan

Our Action Plan template includes generic strategies, specific actions, teams,
measures, targets, costs, and reporting. We developed a Strategic Workforce Plan
for closing priority competency gaps. Success depends on turning generic strategies
into discrete steps/action items with quantifiable measures and realistic targets. We
recommend being strategic on competencies and targets for closure — select 3-5 to
be successful and adjust the plan as needed.

. Incorporate succession management into strategic workforce planning by using
both workforce and competency data to determine priority gaps

. Succession planning data provides indicator of “action plan risk” such as attri-
tion or bench strength risks

. Provide ranked competency gaps to executives to determine overall priorities

. Strategies for closing gaps incorporate succession management and character-
istics of the workforce, which focuses succession management on competen-
cies and mission priorities

Monitoring and Reporting

[ Providers > | Inputs > | Activities > | Outputs > [__Recipients >
. | Core/Contractor- / _ _ _ \ p
Managers Acquired/ Align business strategy with \ Managers,
L J\ | Emerging/Declining L workforce needs )| [ akills Bank employees,
Competencies, [ | | [ Validatelupdate competencies, human capital
p . Certifications products, systems, and technology \ management Y.
Cost Estimation Products, Systems, \ areas and certifications y
office Technology Areas Updateltest Census Bureau ) Managers,
b g | Competency Assessment Tool(s) )| || Contractor EC?‘UISIUDHS.
Enterprise work — Database uman
p . \ e o | [ Implement communications strategy ] || resources
U.S. Office of ( Conduct Employee Self A
structure pioy Competency
Personnel Assessments and gather employee Assessment
\__Management J\ Occupafional L certifications ) Results b /’ ™~
§ . : M| r , v | H S » Managers
Workforce _Competencies Conduct Supervisor Assessment of Division . Oversight
Analysis \\ Employees and Contractors . Workforce
“ Y Demographic Data [ | ~ - \
Strategic A Conduct data quality check, collect Development
' - Strategic
Planning N Euslnelss Sltlratlegy o competency demand data, conduct Enterprise X egIc
/| Strategic Initiatives | _ competency gap analysis LU Strategic cquisition
("~ Human ) | HR,Budget, and ( Document results and priorities, | Workforce Plan + Strategic
Acqguisiions  — ' Recruitment
Resources, / q - and generate strategic workforce . Other HR
Budget, and Information L plan ) Programs
Acquisitions Monitor action plans, \ ]
g offices J \ rforman nd environm n/
9
Staff Systems Controls

leads, human capital management, HR,

Director, executives, organizational

budget and acquisitions offices, all
managers, strategic workforce planning
team, Labor Union management

Human resources management
information systems, competency
assessment data collection tools, database

and analysis tools, Microsoft SharePoint,
business and administrative systems

GAO-12-915 Report, human
resources laws and regulations,
budget and performance management
laws and regulations, Census Bureau
Strategic Plans

Figure 4: Strategic workforce planning context model

Time- Strategy Human Capital Policies and Processes
Frame
Short- Use internal resources to close competency |Job rotations and merit hiring based on com-
term gaps and develop current employees petencies
Use external sourcing to close competency | Corporate hiring program in current format
gaps through recruitment and hiring to fill Vacancy management
vacancies Applicant rating criteria
Job analysis/position descriptions (project
managers, cost estimators, systems engi-
neers)
Build key competency capability through Linking competencies to training
training and professional development Leadership and developmental competency
models
Acquire competencies through contracting/ | Use existing contract vehicles
service level agreements Develop template for strategic sourcing that
links to SLC/MES
Mid-term [ Use external sourcing to close competency Strategic recruitment
gaps through recruitment and hiring to fill Internships
vacancies Mission-critical occupations
Build key competency capability through Individual development plans
training and professional development Strategic curriculum development
Acquire competencies through contracting/ | Modify existing contracts when possible
service level agreements
Long- Use internal resources to close competency | Resource balancing
term gaps and develop current employees Reorganizations
Change management
Build key competency capability through Mentorship
training and professional development Technical competency model
New Learning Management System
Acquire competencies through contracting/ | Develop long-term acquisition strategy
service level agreements

Figure 5: Potential strategies for action plans

Quarterly monitoring and reporting resides with the action plan. We created an

Description: The strategic workforce planning capability defines the organization’s present and future
workforce requirements based on the mission, strategic direction, challenges, resource distributions, and
funding and implementing strategies to meet those requirements.

additional “Implementation Plan” that defines roles and responsibilities for im-
plementing action items and ongoing processes.

. Roles include competency gap owners, organizational leads, executive
management, HR functional areas, and workgroups

. Plan incorporates organizational change methods into major programs and
initiatives, including a communications strategy and appropriate levels of
training

Key Supporting Competencies:
Program/Praject Management
Strategic Planning

Business Analysis

Strategic Workforce Planning
Performance Management and

Measurement

High-level Processes:

» Strategic planning

+ Competency identification
validation

+ Competency assessment

+ Contractor documentation

Strategy development

environmental changes

* Demand data/gap analysis
HR Policies and Business -
Human Capital Management -
Strategic Workforce Planning
Workforce Development

Monitor strategies, costs, and

Supporting Technologies:

« Data Collection Tools (E-CAT, S-
CAT, B-CAT, D-CAT)

« Database (MYSQL)

- Applications (CHRIS, HR Connect)
Analytic Software (e.g., report
generator)

and

. Monitoring includes periodic environmental scan to determine if sufficient
change has occurred to warrant updating overall plan or re-assessing the
workforce

. Build overall strategic workforce planning capability by aligning policies
and processes with competencies (e.g., hiring, training)

Project Outcomes

Repeatable process that obtains information about our organiza-

Supporting Information:
Strategic Plan/Business Plan .
Functional Competency Dictionary

Employee occupations and demographics

Strategic initiatives project documentation and validated

competencies

Validated technical competencies
Contractors assignedto divisions

Certifications

Products, Systems, and Technology Areas
Strategies for closing gaps

Operational Metrics:

» Estimated strategy costs align to projected

Supervisorresponse on employees and contractor
assessmentis at least 95 percent;

95 percent of divisions conduct quality checks;

95 percent of divisions provide demand data;

At least 3 directorates develop action plans;
Workforce Demand and Supply for enterprise
priorities are brought into alignment;

Training aligns with current and future needs; and,
Hiring and contractor acquisition strategies address
the demand.

tion’s present and future workforce needs
. Established a Headquarters workforce assessment baseline
. Aligned enterprise work with competencies strategic initiatives

. Established strategies that can be used for any assessment to
incorporate workforce data into HR functions

. Incorporated succession management, leadership and project
management competencies into strategic workforce planning

. Provided insights into changing nature of the work and the re-
lated occupations via new position descriptions for systems en-
gineering, cost estimation, program and project management

. Provided workforce results to help employees and managers
make career and professional development decisions

BOTTOM LINE: Building a new capability is difficult and time con-
suming, requiring an iterative approach--build a little, test, adjust.

Additional Success Factors

ture of workforce skillsets.

Figure 6: Strategic workforce planning capability summary

Executive champion with invested commitment from senior leadership is number one
along with involvement and direct support from all levels of management including
mandatory supervisory assessment of their direct reports to ensure of a balanced pic-

Tight alignment to organization’s business strategy; the resulting strategic workforce
plan should reflect the HR response to the business strategy, rather than just looking as
an incremental increase in the “as is”. We used transformative initiatives as the proxy for
the “to be” work. Strategic workforce planning is about the “to be” future state.

Building the SWP capability requires a team that includes members with HR subject
matter knowledge, data analytic proficiency, database and application developers, stra-
tegic knowledge; having the lead working for the Director provides visibility and access.
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w Components of the Survey Lifecycle and Mission Total Divisions with at least
v Enabling Support Framework Divisions one Competency Gap | Percentage of Divisions with Competency Gaps
SLC 10 Survey Design 43 12
SLC 20 Frame Development 38 7
SLC 30 Instrument Development 38 6 16%
Overall Results of Competency Assessments et Somple Desion and molementation o : o
SLC 50 Data Collection 42 12
Competency gaps are concentrated more heavily in Mission Ena- SLC60  Data Editing, Imputation, and Estimation | 29 6 B
bling and Support work rather than Survey Lifecycle work. Given SLC70  DataReview, Analysis and Correction 31 2 lo%
o . . . SLC 80 Data Products and Dissemination 41 5
that mission-enabling work is applicable to a broad range of work-
force occupations, it is not surprising that these gaps apply to a larg- MES10  Program (Project) Management >3 -
b f d o d | MES 20 Human Capital Management 52 23
er numper or divisions ana empioyees. MES30  Stakeholder Relations 52 17
MES 40 Financial Management/Acquisitions 51 26
MES 50 IT System Development and Operation 47 22
o o ® . MES 60 Enterprise Enabling IT Services 44 20
Competency Gaps and Strategic Initiatives MES70  Research and Evaluation % 15
MES 80 Administrative Support Services 44 7

Top-ranked competency gaps are broadly in line with competencies

linked to strategic initiatives that change the way the Census Bureau Figure 7: Competency gaps by component of the Census Bureau work breakdown

does business.

structure (Survey Lifecycle/Mission Enabling Support Framework)

Strategic Initiative
Information Adaptive Enterprise Data Portfolio Strategic
Technology Shared Survey Data Collection  Dissemination Investment Cost Workforce

Competency Gap Services Design and Processing Innovation Management Estimation BigData Planning
Program and Project v v v v v v v v
Management
Budget and Cost v v v v v v v
Estimation
Systems Development v v v v v
Data Analytics v v v v v v
Shared Services v v v v

Figure 8: Competency gaps and strategic initiatives

Specific Competency Gaps

Supervisors in the underrepresented divisions rat-
ed their employees at an average proficiency be-

tween novice and intermediate level (bottom half
of bubble chart).

Program/Project Management and Budget/Cost
Estimation competencies are underrepresented in
the largest numbers of divisions (right half of bub-
ble chart).

These supervisors also assessed more employees
for these competencies than any other competen-
cies (bubble size in chart).

Therefore, specific competency gaps for Program
and Project Management and Budget and Cost Es-
timation appear to be due to relatively low profi-
ciency levels in the federal workforce as opposed
to staffing shortages.

This contrasts with other underrepresented com-
petencies for which supervisors did not assess
nearly as many employees, but for which the aver-
age proficiency ratings were also low (bottom left
of bubble chart). These competency gaps affecting
fewer divisions indicate that divisions have some
unique requirements for closing technical compe-
tency gaps.
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Figure 9: Specific competency gaps

Each data point represents a single technical competency, plotted by the number of divisions underrepre-
sented (x-axis) and average employee proficiency rating for that competency in underrepresented divisions (y
-axis). A proficiency level of one indicates a basic/novice level, three is intermediate, and five is advanced/
expert. Bubble size indicates the number of employees assessed in underrepresented divisions.



