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EXECUTIVE SUMMARY
This document serves as a springboard from which agency leaders can formalize succession management strategies to prepare for anticipated leadership turnover.  It has been developed based on input from agency leaders themselves, who were surveyed to gain their perspectives on how we currently identify, develop and attract / retain high potential employees, and to understand their vision for the future.
Based on analysis of internal practices and benchmarking of other organizations within and outside the Federal Government, the following strategies are proposed to enhance efforts in succession planning and management:

Candidate Identification

(1) Create Mechanism for Formal Expression of Career Interest

(2) Develop Career Pathing through Career Guides

(3) Promote Full Use of OPM Leadership Competencies
Candidate Development

(4) Prioritize Resource Allocation (training)
(5) Articulate Critical Paths to Leadership 

(6) Adopt an Online Competency Assessment Tool

(7) Develop and Deliver Career Guidance and IDP Training

(8) Develop “New Manager Fundamentals” Course 

(9) Institute Regular Training Needs Analyses and Competency Assessments
(10) Establish Systems for Monitoring and Evaluating the Training Function
Candidate Attraction & Retention

(11)  Enhance Efforts to Create Diverse Workforce of  Category 1 and 4 Scientists

(12) Utilize Search Panels for ARS Leadership Position Recruitments
(13) Provide Advice and Counsel on the Application Process to Applicants for Leadership Positions
(14) Develop Strategies to Make Research Leader Positions More Attractive
The succession plan includes rationale for all of the above strategies.  

Agricultural Research Service
Strategic Leadership Succession Plan

INTRODUCTION
The Agricultural Research Service (ARS) is the principal in-house research agency of the US Department of Agriculture (USDA).  It is one of the four component agencies of the Research, Education, and Economics (REE) mission area. The scope of USDA's agricultural research programs has been expanded and extended more than 60 times since the Department was created in 1862.  During World War II, USDA’s various research components were brought together into the Agricultural Research Administration (ARA). In 1953, the ARA was reorganized into ARS. Today, with a staff of over 8,500 employees, ARS carries out research at over 100 laboratories throughout the Nation and in several foreign countries. The research ranges from animal and crop protection and production research to human nutrition, food safety, and natural resources research.

ARS shares the government-wide concern about a potential acceleration in retirement rates.  This concern has resulted in increased focus on human resource planning, particularly in the areas of leadership succession.  This document serves as a springboard from which ARS can commit to actionable strategies to prepare the next generation of leadership and moderate the impact of anticipated turnover.
In developing this plan, input was obtained from over 50 leaders in ARS.  Individuals were asked to provide their perspectives on the following:

· How potential leadership talent is currently identified;

· How people are developed for positions of increasing responsibility;

· What the agency does well and what could be improved in the above areas; and

· Factors that could help or hinder the implementation of any proposed business process changes.

In addition to internal data collection, analysis of current succession management practices in other government agencies was conducted.  The Internal Revenue Service and the Social Security Administration, both touted as innovators in this area by OPM, as well as the National Academy of Public Administration and the Council for Excellence in Government, were researched for benchmarking purposes.  Additionally, practices in the US Forest Service and APHIS’ Plant Protection and Quarantine Service were analyzed.  Lastly, corporate practices were investigated, using information from the Corporate Leadership Council and the well known human resource consulting firms of Development Dimensions International, Watson Wyatt, and McKinsey & Co.

The input of the ARS leaders, as well as the practices of other Federal agencies and corporate America, is reflected in this plan.  Common threads have been distilled into recommended process enhancements.

PART I – STRATEGIC ALIGNMENT
ARS has implemented a Strategic Plan that is used to guide Agency efforts for a five year period.  The success of this plan depends in large part on an ARS workforce that is available, highly motivated, skilled, flexible and technologically adept.  Human capital planning is critical to ensuring that the ARS workforce is capable of providing effective leadership on food, agriculture, research, resources and related issues.

This planning document cascades from the most recent ARS Strategic Plan, which states that the mission area human resources function will do the following:

· Identify current and future skill gaps through an effective workforce planning process
.
· Improve individual and organizational performance through the development of

position descriptions, standard performance plans, and training and knowledge

management strategies
.
To achieve these aims, the 2007-2010 REE Human Capital Plan more specifically states the following actions under Goal 1, Strategic Workforce Planning and Alignment and Goal 2, Learning and Leadership Development
:

· Develop and implement the REE Succession Plan(s).
· Evaluate existing leadership development programs in terms of the competencies they focus on and whether actual development and learning occur.   
· Develop and offer succession planning services to REE executives and managers.
This first ARS Succession Plan, to be implemented for Fiscal Years 2008-10, aligns with all previous planning documents towards the overarching goal of assured leadership continuity from first-line supervisor to Senior Executive in ARS.  This plan will also serve as a foundation for developing succession plans in the other REE agencies. 
PART II - SUCCESSION TARGETS & TALENT POOL
The percentage of leaders who are eligible for retirement within USDA is 39% for non-senior executive service (SES) supervisors and up to 61% for SES members.  The Department, therefore, predicts a 6% retirement separation rate in FY 2007; an 8% retirement separation rate in FY 2008; and at least a 10% retirement separation rate in FY 2009 (double that of FY 2006)
.  ARS will face a similar challenge over the next decade.  As with the overall USDA leadership profile, ARS could see 20-70% of its employees in leadership positions depart within the next five years.  Perhaps most concerning are the figures for GS-15s and Senior Executives , of which over half are, or will become, eligible to retire by 2010.  Table 1 below provides a snapshot of ARS onboard strength and retirement eligibility for supervisory, management and executive positions.  


	
	Current Onboard*
	Retire Eligible Now**
	Retire Eligible thru CY 2010
	Percent Eligible to Retire
	RETIREMENTS BY CALENDAR YEAR

	
	
	
	
	Now
	2010
	
	2

0

0

0
	2

0

0

1
	2

0

0

2
	2

0

0

3
	2

0

0

4
	2

0

0

5
	2

0

0

6
	2007

	ARS
	Senior Leadership
	41
	21
	29
	51%
	71%
	
	3
	5
	1
	2
	1
	5
	2
	

	
	Senior

Management
	592
	215
	328
	36%
	55%
	
	34
	32
	27
	31
	46
	27
	38
	

	
	Mid-Level Management
	1516
	190
	356
	13%
	23%
	
	38
	37
	35
	31
	38
	36
	37
	

	
	Other 

Supervisors
	130
	26
	53
	20%
	41%
	
	10
	12
	9
	14
	20
	19
	10
	


*Includes permanent positions only

**As of June 9, 2007

Senior Leadership: SES

Senior Management: Grade 15

Mid-level Management: Grades 13 and 14

Other Supervisors: All other supervisors
It is important to note that the above figures include all Grade 13-15 positions, some of which are not critical leadership jobs.  A key initial activity of this plan will be to identify leadership position groups, such as Research Leader, Lab/Center Director, Branch Chief, Division Director, etc., as well as individual leadership positions perceived as mission critical.

The Challenge of Planning for Turnover
Although recent trends show an annual departure rate of approximately 6.5% for SES, 5.7% for GS-15s and 2.3% for GS-13/14 (see Appendix B), regardless of retirement eligibility, it is difficult to predict whether rates will increase, decrease or remain the same in coming years.  Data shows that average age at retirement is 62 for SES, 64 for GS-15s, 63 for GS-14s and 61 for GS-13s
.  While the agency can hope that high performing employees remain well past their retirement eligibility, reliance on extended careers as a strategy for leadership continuity may perpetuate current leader identification, recruitment, development and retention practices, which may be insufficient for meeting future needs.  

Adding to the challenge are the changing internal and external demographics.  ARS relies on specialized, highly educated, experienced professionals to lead.  While an adequate supply of these professionals represents the essential prerequisite of the mission, in many instances candidate pools are diminishing.  Research scientists and administrative professionals alike increasingly see advancement to leadership positions as a less attractive career option.  Furthermore, the smaller pool of potential candidates is highly valued by other Federal agencies, universities and the private sector.   

Beyond all the speculating above, based on actual retirement rates ARS needs to plan replacement rates of 3 per year for SES positions, 34/year for GS-15s, 36/year for GS-13 and 14s.   Using OPM’s recommended workforce planning replacement multiple of three, the agency needs to ensure that the following numbers of candidates are ready, willing and able to ascend to higher positions as follows:

· To SES = 12 per calendar year.

· To GS-15 = 102 per calendar year.

· To GS-13 and 14 = 108 per calendar year.

(Again, these figures will need to be adjusted downward slightly once non-leadership positions are accounted for in the raw numbers.)
To address this challenge, succession planning will need to include various interdependent efforts as follows:

· Systematically identifying and developing internal talent for positions of greater responsibility;

· Ensuring performance management and reward systems reflect the critical nature of succession planning; and

· Maximizing recruitment and selection flexibility, creativity and accountability.

The Leadership Succession Talent Pool
Analyzing potential leadership gaps inevitably leads to questions about bench strength, which for purposes here is defined as the pool, or pools, of candidates who are ready, willing and able to assume positions of higher responsibility.  ARS has defined two specific target groups for the purpose of this plan.  The first comprises all scientific, or program, leadership positions.  The other includes leadership positions of a technical or administrative nature.  

At the GS-14 and GS-15 level, currently there is one SES-certified candidate in ARS. Nine new candidates (2 administrative and 7 program/science) have begun the SESCDP in 2007 and, assuming successful completion of the program, will be available for non-competitive appointment to executive positions by early FY 2010.  The agency’s past practice has been to announce SES vacancies; therefore, the pool of potential candidates would be somewhat larger than the number of SESCDP graduates.   
The picture for non-SES manager and supervisor succession talent pools is less clear. The agency ratio of approximately 3:1 for mid-level to senior managers appears sufficient, although what this ratio belies is the combined potential impact of the retirement projections and demographic trends discussed above.  

The agency currently has no formal process for systematically determining bench strength.  A critical component of the succession plan will be to develop and implement standard practices in this area.  

The process for determining bench strength is referred to as “depth charting.”  Figure 1 illustrates depth chart examples.

Figure 1:  Example Depth Charts
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Each example depth chart represents one mission critical level of leadership.  The purpose of the chart is to identify the pool of individuals who currently, or at some time in the future with further training and development, could accede to the next level.  These charts not only inform decision makers about the depth of the candidate pool (or lack thereof), but also promote more targeted development of candidates identified as “high potentials.” 

Benchmarking of other Federal agencies (IRS, SSA, APHIS/PPQ) suggests that the most suitable method for populating pools is through self-identification.  This has potential benefits and drawbacks.  Self-identification honors merit promotion principles by allowing anyone eligible an opportunity to compete.  It creates a pool of individuals who, by virtue of expressing interest in upward mobility, volunteer themselves for competency assessments, developmental assignments and more active career self-management.  It also promotes candid conversations between supervisors and subordinates about the nexuses between development, performance and advancement.  

Drawbacks of self-identification include the possibility of a large, unwieldy pool, the fostering of unrealistic expectations (both for development and advancement), and the potential for higher expenditure of resources (energy, time and money).  Strategies for minimizing drawbacks are discussed below.

Despite its potential drawbacks, self-identification is currently the most expedient near-term strategy for identifying interest and establishing succession candidate pools.  

Potential Leadership Competency Gaps

Identifying and bridging skills gaps among the high potentials is another key component of succession planning.  Pilot competency assessments have been conducted recently for leadership positions (all supervisory positions GS-12 and above).  The new Federal Competency Assessment Tool (FCAT) eventually will enable agencies to regularly identify individual and organizational competency gaps, thus allowing more timely, systematic skill development interventions.  Results of the initial FCAT assessment have been analyzed and plans developed to address current perceived competency gap trends among leaders. 

PART III – THE SUCCESSION PLAN - ARS 
This succession plan makes the following assumptions:

1. Agency leadership acknowledges that current business practices in the areas of recruitment, development and retention of talent may not be adequate for future business needs.

2. Refinement of current as well as deployment of new practices will be required to achieve outcomes different from those being achieved presently.   

3. Identifying, developing and retaining talent are planned activities and, as such, can be monitored and evaluated on individual, business unit and organization levels.  

4. Flat budgets will continue for the foreseeable future.

5. Implementation of the plan will require systematic cooperation, coordination and action across different offices and functions in order to be effective.
6. The initiative will be facilitated through the AFM Human Resources Division, but will be owned and driven by executive leadership of the agency.

Roles and Responsibilities

Agency Senior Leadership Team will:
· Demonstrate commitment to succession management by regularly communicating the importance of the initiative, holding business units accountable for implementing succession management practices and modeling desired succession management behaviors.

· Ensure funding and FTE sufficient to support enhanced recruitment, development and retention strategies.
AFM will:

· Facilitate implementation of recruitment, development and retention strategies through the Human Resources Division and the Office of Diversity and Equal Opportunity.

· Provide mission area policy development and oversight on the succession planning initiative.  
· Develop and coordinate strategies that require agency-wide compliance.

· Communicate status and progress on the initiative internally and to the Department.

Individual Business Units, Managers and Supervisors will:
· Communicate succession planning initiative rationale and strategies to employees.

· Implement strategies and provide feedback on what is and isn’t working.

Succession Planning Strategies – Candidate Identification
(1) Create Mechanism for Formal Expression of Career Interest

Perhaps the least disruptive and most informative process enhancement is a mechanism for employees to “get into the pool.”  ARS does not use a formal process for employees to express interest in advancement.  While employees and their supervisors may discuss career paths informally or raise the issue at performance appraisal time, it is not a standard practice, and expressions of interest are not documented, compiled or analyzed for planning purposes.  Therefore, information on the “depth of the pool” is unavailable or unreliable.  The yearly performance appraisal period is an ideal time during which employees can complete a career interest form.  (An example can be found in Appendix C.)  Two of the four benchmarked government agencies mentioned previously are already implementing this strategy.  This process creates a baseline that, when done on an organization-wide basis, can inform other components of the succession management system, especially recruitment and development.  
ACTION:  HRD will pilot the career interest form with select operations in FY 08-09.  
(2) Develop Career Pathing through Career Guides
Career guides provide position descriptions, required leadership competencies, developmental suggestions and other “roadmap” information to help employees understand the requirements of and prepare for positions of greater responsibility. Each of the benchmarked agencies within and outside USDA has created career guides to facilitate employees’ understanding of how to advance from the position they occupy to the position to which they aspire.  Career guides are seen as important 
for informing employees’ career interests as well as promoting responsibility for self-development. 
ACTION:  Career guides will be developed for targeted positions in FY 08-09.
(3) Promote Full Use of OPM Leadership Competencies
While competencies are not new to government, they have not been fully incorporated into hiring, development or performance management processes.  This succession plan offers an opportunity to begin using the Leadership Competency Framework rigorously to accomplish the following:

· Define desired work behaviors to those who want to advance so they can become familiar with, practice and demonstrate desired behaviors.
· Identify “must have” competencies for different leadership positions, thereby enabling more targeted recruitment, interviewing and selection.
· Ensure training programs precisely target needed skills. 
· Allow more specific front-end performance expectations and ongoing performance feedback.

ACTION:  Essential competencies will be identified for targeted leadership positions during FY 08.
Succession Planning Strategies – Candidate Development
Two thirds of the ARS leaders interviewed for this plan expressed concern about how candidates are identified and selected for high profile, high cost developmental programs.  Questions included the following:

· Do current processes surface adequate numbers of high potential candidates?

· Are selection processes sufficiently rigorous?

· Do current program designs achieve desired outcomes?

· Are leadership fundamentals begun early enough in an employee’s career to provide an adequate foundation for higher level programs?

While concerns exist, the agency’s commitment to leadership development is evident through its spending of between ½ and ¾ million dollars each year on a variety of management and leadership training.  During the past six years, 2.5 million dollars has been spent on the LEAD, PEAK, PLP and NRLTP programs alone.  (Appendix D shows spending for leadership training.)  
In a resource scarce environment it is important to ensure that all investments are getting the maximum return.  With the assumption that flat budgets will continue for the foreseeable future, resource allocation and program strategy need to be carefully thought out to ensure that training and development budgets are used most effectively and efficiently.

(4) Prioritize Resource Allocation

With the advent of internet-based learning platforms, such as AgLearn, competency assessments, individual development plans and structured learning experiences can be prescribed, monitored and completed at a nominal per person cost compared to consultant-led on-site and residential programs.  Webcast training for field Administrative Officers and AgLearn administrators has already proved an effective vehicle for information dissemination and skill enhancement.

Allocation of employee development resources needs to be commensurate with the critical nature of the positions those resources support, and fundamental position-specific training should not be dependent upon availability of funds, nor should it be elective.
This plan recommends development of a comprehensive, defined leadership development strategy which makes maximum use of internal resources and technology at lower grade levels, defines position-specific requirements for leader positions, and creates mechanisms to ensure required training is completed.
 (5) Articulate Critical Paths to Leadership 
During interviews with senior leaders many described the array of experiences they believe are necessary to prepare an employee for leadership positions.  These experiences included developmental assignments, such as committee membership (or chairmanship), acting duties, job rotations or details, plus classroom or other training.  
Creating roadmaps for leadership positions, which will be accomplished through the career guides proposed above, will allow the articulation of key experiences and competency development required for advancement.  The maps will provide standardized guidance on internal and external training for leadership positions.  Furthermore, they will define “turnstiles” employees must successfully navigate along their developmental journey in order to advance to the next level of resource investment on the part of the agency.  Figure 2 illustrates an example critical path.
Critical Path Example – From Individual Contributor to Leader

[image: image5]

(6) Adopt an Online Competency Assessment Tool

The AgLearn system is a platform capable of hosting an online assessment tool.  This type of tool is already in use by some of the benchmarked agencies (IRS, SSA).  Systematic assessment of leadership competencies will provide individual and organizational baseline data, heighten awareness and appreciation of the OPM Leadership Competency Framework, and allow measurement and evaluation of developmental interventions.   

ACTION:  HRD will work with the Department to create on-demand competency assessment capability through AgLearn. 
(7) Develop and Deliver Career Guidance and IDP Training

Proposals 1-6 may require some new or enhanced skills and knowledge on the part of current leaders.  A course which combines the fundamentals of conducting career guidance discussions with how to develop a competency-based IDP using internal and external resources (including AgLearn) will be useful for promoting uniform implementation of these process changes.

ACTION:  HRD will pilot a career guidance and training plan course with select operations in FY 08-09.   
(8) Develop “New Manager Fundamentals” Course 

Several leaders interviewed for this plan mentioned use of the OPM Management Development Centers as a resource for providing first-line supervisors with fundamental skills.  Provision of basic training is not universal however.  In order to promote a common management culture and ensure all new supervisors have the opportunity to develop performance management competencies, some consistency in curriculum is necessary.

ACTION:  HRD will develop a management fundamentals course, designed to address the OPM performance management competencies, as well as necessary knowledge and skills unique to the mission of our first-line supervisors, in FY 08. 

(9) Institute Regular Training Needs Analyses and Competency Assessments

The interviews conducted for this plan constituted a quasi-needs analysis and resulted in some strikingly similar threads of commonality.  Soliciting regular, system-wide input on training is a common practice in many organizations.  It can identify emerging needs, determine satisfaction with current curricula and services, and promote ownership of the training function by those the function serves.

Competency assessments, noted above as becoming commonplace in other agencies, need to be conducted periodically to promote competency-based performance, determine competency gaps and gap closure.

ACTION:  HRD will continue to seek input on training from other AFM and Headquarters offices, and the field.  Additionally, annual competency assessments will be conducted using the FCAT-M.   
(10) Establish Systems for Monitoring and Evaluating the Training Function

There are currently no standard mechanisms used for tracking all management and leadership development inputs, outputs and outcomes.  Without data, agency leaders are left to make decisions about succession management subjectively.
ACTION:  HRD will continue to collect information about internal and external training participation.  In addition, it will seek approval to evaluate existing internal programs, especially PLP, LEAD and PEAK, to determine if process improvements may positively impact desired program outcomes.
Succession Planning Strategies – Attraction (Recruitment) and Retention:
Attraction and retention of leaders is a complex, multi-dimensional challenge involving different programs, policies and offices.  Attraction implies that the nature of the work of critical positions must be appealing in order to draw in a large and diverse pool of potential candidates.   

For scientific leadership positions, this plan will resurface specific strategies previously proposed through other initiatives.  For administrative leadership positions, the plan recommends focusing on recruitment and development of internal candidates by implementing the strategies proposed above. 
Summary of 2005 Ad Hoc Leadership Recruitment Task Force
A Leadership Recruitment Task Force was assembled in August 2005.  The charge of the group was to identify key barriers associated with recruiting scientists from an applicant pool that is both qualified and diverse, and recommending potential solutions.

Key barriers identified by the task force fell into two broad areas.  The first area relates to fundamental issues to promote the general availability of a qualified and diverse pool of applicants; the second deals with processes associated with marketing and recruitment after a vacancy has opened.  Major barriers within these areas were identified and recommendations were developed for corrective actions.

Succession management strategies aimed at ensuring continuity of scientific leadership needs to include recruitment and retention business process enhancements.  The report recommended the following strategies for addressing recruitment and retention:
(11)   Enhance Efforts to Create a Diverse Workforce of Category 1 and 4    Scientists.

To fulfill the research mission of ARS, research (Category 1) and service (Category 4) scientists are hired throughout the many national programs to achieve agency goals.  Desired candidates for these scientific positions in ARS are those who typically hold a doctorate degree in the field of science for which the position is being filled.  The path to research and scientific leadership in ARS comes from within these categories of scientific positions.

ARS faces many challenges when recruiting to fill these positions.  To ensure that the agency continues to have a highly-qualified and diverse corps of research scientists to meet its program needs and for future development as leaders, this plan recommends that:
· Competencies defined for various levels of scientific leadership positions be used to determine the future recruitment strategies needed and be incorporated into the vacancy announcements for each position to show desired competency levels.  

· Discussions be held with faculty, deans, directors of research, and others to promote the desired competencies ARS seeks for its scientific workforce to ensure that graduate level programs at colleges and universities are producing candidates with the competencies desired for the future ARS workforce.

· The ARS Postdoctoral Research Program be used as a feeder system for filling permanent positions in ARS.  While the program does not currently have a mechanism for non-competitive conversion to permanent employment, ARS may want to consider requesting this change to the current Appointing Authority.

· The need for occupation-specific student programs, such as the DVM/PhD Program, be identified and implemented to ensure that ARS has scientific candidates in line for the future. 

(12)  Utilize Search Panels for ARS Leadership Position Recruitments.

Guidelines for use of Leadership Search Committees and Evaluation Panels were distributed in March 2007.  This plan recommends agency-wide implementation of those guidelines, specifically:

· Search Committees be used to assist the selecting official in the recruitment process by identifying known highly-qualified and diverse candidates from within the peer group of the position (both within and outside of ARS); identifying potential candidates from non-traditional sources (e.g., HBCUs, HSIs, and others); personally contacting highly-qualified candidates describing ARS and the research program of interest and encouraging them to apply for the position.
 (13)  Provide Advice and Counsel on the Application Process to Applicants for Leadership Positions 

The application process for Federal positions can be quite daunting to individuals who have never experienced it.  Additional requirements for Senior Executive Service positions, as well as the complexity of the RPES write-up requirements for ad hoc review panels, may be discouraging an already diminishing pool of potential candidates from applying for ARS scientific and leadership positions.  While there is much written guidance on how to apply for Federal jobs, additional support may be necessary to shepherd those who have other, less hurdle-bound career options.

Although this level of counseling has not been readily available in the past, it may become a tactical necessity in the future as we compete with corporations, universities and other Federal agencies for talent. 
This plan recommends that:

· Counseling assistance be provided to help candidates fulfill the application requirements to ensure that the applications are able to make it through the review process to the certificate of eligibles.

· Assistance be provided to potential candidates with paperwork requirements for the ad hoc RPES review to ensure that candidate qualifications are given the most appropriate consideration for assigned grade level.

(14) 
Develop Strategies to Make Research Leader Positions More Attractive.

The Research Leader (RL) is the pivotal interface for scientific and administrative program implementation at the Management Unit level.  As such the RL carries heavy administrative and supervisory responsibilities, with a continued expectation for scientific research excellence and productivity.  While a research (bench) scientist in ARS has unlimited promotion potential based on his/her impact on the field of science, the RL position is typically filled at the GS-14/15 grade level.  Because of this, many research scientists do not see value or benefit in leaving the “bench” to take on a leadership role in the agency.

Desirability of leadership positions is a key driver of the size and quality of the applicant pool. This plan recommends that the recent Research Leader Survey report recommendations be acted on in a timely manner.

PART IV – IMPLEMENTATION AND COMMUNICATION 
Implementation Plan for Year One
Figure 3 illustrates a proposed implementation schedule for year one.  Key activities, outputs and decision points are noted.  Activities and outputs for future years will be dependent on actual year one progress and lessons learned.
Change Management Strategies
A 2004 USDA SESCDP Action Team studying leadership succession concluded that, “Solving leadership issues requires a shift in how the USDA approaches leadership development and succession.  Creating a leadership culture involves a long-term sustained effort directed at changing the fundamental ways of operation of many agencies.”
  The implementation of formal succession management processes will be a cultural evolution in ARS.  Therefore, it needs be approached as a change effort, requiring change management strategies.  A recommended seven step change process
 is as follows:

· Mobilize energy and commitment at all leadership levels through joint identification of the issues and their solutions;

· Develop a shared vision of what the future state will be;

· Identify and then empower the change leaders;

· Articulate and hold organizational units accountable for outcomes, not inputs;

· Begin change at the periphery rather than from the top;

· Institutionalize success through formal policies, systems and structures; and

· Monitor and adjust strategies in response to problems in the change process. 

Instituting a regular forum to deliberate, and ultimately act, on the strategies recommended in this plan will be the first step in mobilizing energy around the change initiative.  This forum will become the key driver of the succession plan.  Roles will include the following:

· Determine how best to maintain the agency’s mission while enhancing current succession planning practices;

· Answer the question, “How will we know when we’re there…?”
· Prioritize, sequence and oversee succession planning activities;

· Determine appropriate accountability measures and how to best implement them;

· Communicate activities, progress, best practices and lessons learned; and

· Create and maintain momentum.























PART V – Monitoring, Evaluation and Accountability
This plan has been developed with an appreciation for the existing, and growing, administrative burdens on agency leaders.  We recognize that additional process overload will be a recipe for inaction.  Therefore, many actions proposed in the plan will be of a support nature, which will put resources at the disposal of agency leaders (and aspiring leaders), but will not alone produce desired outcomes.

The ultimate desired outcome of this plan is to have adequate numbers of capable leaders in place and at the ready when openings come available.  What can be measured in the short term are outputs of the strategies proposed in the plan.  Consequently, monitoring activities will focus primarily on the development and deployment of new resources and processes.  Additionally, executive leadership and HRD will monitor indicators of new resource usage, as well as the perceived (and measurable) impact of the resources on candidate identification, development and attraction/retention.
Formal review of the progress of the plan will be conducted annually, and a report of progress will be submitted to the Administrator with recommendations for the following year.  Given the ongoing nature of succession management activities and the newness of processes recommended herein, a formal evaluation of outcomes is not recommended until at least three years from the time the plan is launched.
Appendix A:  Guiding Principles and Best Practices for Succession Planning

	Succession Planning Guiding Principles and Best Practices

	Senior Leaders Take

Ownership


	“Above all, the development of leadership is a leadership issue” (McCall, 1998, p. 59). Senior leaders take ownership/responsibility in succession. For example, senior leaders:

· Identify meaningful learning experiences

· Encourage relationships between current and aspiring leaders

· Participate in team projects

· Identify and assess developing leaders

· Reward leaders for developing others



	Adopt a Strategic

Business Approach


	“Executive development strategies need to be more closely tied to corporate and business strategies” (Karaevli and Hall, p. 63). As described in the President’s Management Agenda, implementing succession planning systems must be integrated and directly linked, defined, and developed in concert with the organizational mission, purpose, goals, objectives, and expected outcomes. This means:

· Tying succession plans to corporate and business strategies

· Linking leadership development to the strategic plan and to results

· Making leadership succession an integral part of running the business

· Using a long-term approach that does not emphasize short-term business needs

· Holding the organization and its leaders accountable for growing new leaders



	Identify High Potential

Candidates


	“There is a need to properly identify people and skills gaps, keeping in

mind not only the organization’s mission compliance needs in the future, but also that there is consonance with individual career aspirations” (Bhatta, p. 102).

· Consider an employee’s interest in taking on leadership positions of increasing responsibility

· Consider people who have potential but are “not yet ready” for developmental opportunities

· Require candidates to apply for leadership training opportunities and describe their leadership potential

· Provide mentors who help talented people understand what actions they need to take to advance

· Tailor and customize training and development plans

· Consider open enrollment for leadership training and not overly-limit the candidate pool

· Consider input from multiple sources in assessment and the selection process (i.e., supervisors, HR, and senior executives)

· Develop a central database to track senior managers’ career aspirations, status, and mobility


	Leverage Diversity
	“Building and maintaining a senior leadership corps reflective of the Nation’s diversity are a business imperative” (National Academy of Public Administration, December 2002, p. 34).

· Make senior leaders accountable for diversity

· Actively seek relationships that stretch one’s flexibility and acceptance of diverse views

· Capitalize on opportunities to design or teach programs dealing with diversity issues

· Create diverse, cross-functional team assignments

· Identify a large, diverse cadre of high-potential employees



	Maximize Return on Investment (ROI)


	“Development is not so much about building new systems as it is about using what already happens in a wiser manner” (McCall, 1998, p. 79).

· Leadership development opportunities already exist in organizations and the cost has already been paid. The key is to identify where the best opportunities or “schools” exist within the organization. For example,

· Assignments that deal with specific issues

· Assignments that deal with organizational problems

· Assignments that will help prepare one for a particular challenge

· Working with an effective leader

· Do not consider assignments in terms of short-term demands (i.e., filling a slot), but in terms of what might be learned by the person taking the assignment

· Ignore agency boundaries by sharing and using existing, successful programs



	The Ability to Learn  is the Fundamental

Leadership Competency

The Ability to Learn  is the Fundamental

Leadership Competency 
(cont.)

	“I have reservations about competencies. The environment is very rapidly changing. Beyond those competencies related to somebody’s ability to learn, you’d end up with a competency that would be outdated in a few years” (Briscoe and Hall, p. 48).

· Identify learning opportunities that prepare leaders for future challenges

· Create opportunities for developing leaders to observe senior leaders in action

· Focus on ways to identify and foster learning competencies. Tools include:

· Helping individuals become more aware of one’s self through self-assessments

· Creating opportunities to receive and act on feedback

· Encouraging personal growth activities in and outside of the organization

· Building diversity within work assignments and job experiences

· Increasing one’s exposure to change and uncertainty

· Designing activities to keep current with areas important to the organization
· Constructing assignments to require collaboration across functions or organizations

· Working on teams

· Look outside the organization for learning opportunities

· Learning never stops once in an SES or leader position (e.g., use coaches for senior leaders and advanced or higher educational experiences)



	Leaders Must  Know

Themselves First


	Maximize opportunities for feedback and use a range of perspectives, methodologies, and tools to build a better understanding of one’s personality, preferences, and effectiveness. For example:

· 360 degree feedback tools

· Coaching and mentoring support systems

· Self-assessment tools

Encourage individuals to seek, hear, and act on personal feedback by:

· Exploring, communicating, and acting on personal values

· Engaging in a variety of personal development activities

· Being willing to implement a personal growth activity



	Experience is the Best Teacher


	Use challenging assignments that push people out of their comfort zone while allowing for failure. For example:

· Work assignments that address strategic priorities

· Cross-functional experiences

· Cross-organizational experiences

· Job rotations

Use meaningful job experiences to build leadership skills. For example:

· Managing a major change process

· Leading a turnaround

· Starting something new

· Leading an expansion

Use team assignments that involve participation in any of the above experiences




	LEADER POOL
	SES
	15
	14
	13

	CY02-CY06 ELIGIBLES
	31
	379
	212
	174

	CY02-CY06 RETIREMENTS
	11
	158
	81
	86

	CY02-CY06 RETIREMENTS AVG
	2
	31
	16
	17

	CY02-CY06 RETIREMENTS%
	35.5%
	41.7%
	38.2%
	49.4%

	
	
	
	
	

	
	
	
	
	

	ON BOARD
	40
	590
	670
	855

	CY 2011 ELIGIBILITY%
	75.0%
	60.3%
	34.6%
	21.1%

	CY 2011 ELIGIBILITY
	30
	356
	232
	180

	CY 2010 ELIGIBILITY
	28
	324
	198
	156

	CY 2009 ELIGIBILITY
	27
	293
	170
	135

	CY 2008 ELIGIBILITY
	25
	264
	149
	114

	CY 2007 ELIGIBILITY
	23
	232
	123
	93

	
	
	
	
	

	
	
	
	
	

	CY02-CY06
	
	
	
	

	CY02 ONBOARD
	38
	755
	713
	770

	CY02 ELIG
	25
	262
	125
	87

	CY02 ACTUAL RETIRE
	1
	27
	22
	12

	CY02 ONBOARD ELIG%
	65.8%
	34.7%
	17.5%
	11.3%

	CY02 ELIG RETIRING%
	4.0%
	10.3%
	17.6%
	13.8%

	
	
	
	
	

	CY03 ONBOARD
	40
	738
	713
	845

	CY03 ELIG
	28
	285
	139
	113

	CY03 ACTUAL RETIRE
	2
	31
	17
	14

	CY03 ONBOARD ELIG%
	70.0%
	38.6%
	19.5%
	13.4%

	CY03 ELIG RETIRING%
	7.1%
	10.9%
	12.2%
	12.4%

	
	
	
	
	

	CY04 ONBOARD
	39
	718
	717
	886

	CY04 ELIG
	29
	309
	156
	131

	CY04 ACTUAL RETIRE
	1
	45
	14
	24

	CY04 ONBOARD ELIG%
	74.4%
	43.0%
	21.8%
	14.8%

	CY04 ELIG RETIRING%
	3.4%
	14.6%
	9.0%
	18.3%

	
	
	
	
	

	CY05 ONBOARD
	39
	679
	702
	904

	CY05 ELIG
	29
	341
	185
	148

	CY05 ACTUAL RETIRE
	5
	26
	16
	18

	CY05 ONBOARD ELIG%
	74.4%
	50.2%
	26.4%
	16.4%

	CY05 ELIG RETIRING%
	17.2%
	7.6%
	8.6%
	12.2%

	
	
	
	
	

	CY06 ONBOARD
	38
	659
	697
	891

	CY06 ELIG
	31
	379
	212
	174

	CY06 ACTUAL RETIRE
	2
	36
	16
	20

	CY06 ONBOARD ELIG%
	81.6%
	57.5%
	30.4%
	19.5%

	CY06 ELIG RETIRING%
	6.5%
	9.5%
	7.5%
	11.5%


      Appendix B:  ARS Leadership Retirement Statistics

Appendix C:  Example Career Interest Form 

	AGENCY SELF-APPRAISAL

AND

CAREER DEVELOPMENT SUMMARY

                    Employee Name:____________________________________

                    Office:____________________________________________

                    Date:_____________________________________________




A.  Current Position

1. How would you rate your overall performance for the period under review?

	
	Outstanding
	
	Superior
	
	Fully Successful
	
	Marginal
	
	Unacceptable


2. What were your most significant accomplishments during the period?

3. List the technical, interpersonal and leadership qualifications that you have, and those that you would like to develop further.  Refer to the OPM Leadership Competency Framework and be as specific as possible.

Strengths

Areas for Development

4.  If you had an Individual Development Plan (IDP) last year, did you accomplish everything in the plan?

	
	Yes
	
	No
	
	No Plan was developed


5. What specific actions have you taken to develop yourself (continual learning) in the last year?

6. Please describe any changes that might help you perform your current job more effectively and / or increase your job satisfaction.

B.  Career Interests

	Please be both candid and realistic.  If you are content with your current position, say so.  Do not feel pressured to indicate you want increased responsibility if that is not the case.   However, if you are interested in more responsibility, include your specific preferences and alternatives, including position title or type of work, and your desired timing.


1. Which of the following statements comes closest to reflecting your career interests?

	
	I am satisfied with my current job and want to continue doing it for the foreseeable future.


If there are competencies that you would like to grow and develop in your current position, put them on page 2, under “Areas for Development.”
	
	I am satisfied with my current job and want some additional responsibility in this position.


(Please indicate here what responsibilities you might like to assume.)

	
	I would like to change positions.  (Please indicate here what positions you are interested in.)


2. Where would you like to be in the next 18 months?

	___________________________________
	     ____________________________

	(Position / Type of work)
	(Approximate timing)


3. Where would you like to be on a longer range (2 to 3 years)?

	___________________________________
	     ____________________________

	(Position / Type of work)
	(Approximate timing)


C. Geographic Restrictions
	
	Y
	N

	1. Would you be willing to relocate for a lateral position (same or similar job)?
	
	

	
	
	

	2. Would you be willing to relocate for a promotion or increase in responsibility?
	
	

	
	
	

	3.  Do you have geographic preferences or restrictions?  (Please specify below.)
	
	


	Career Development Summary


	This page will be completed by your supervisor / manager once he/she receives your completed Self-Appraisal form.  You will review this page together with your supervisor / manager and sign it during your career interest discussion.




1. Do you agree with the employee’s career goals as indicated on their self-appraisal?

	
	Yes
	
	No (explain)


2. Will the IDP focus on (check one):

	a)
	
	Current job responsibilities

	b)
	
	Preparation for future responsibilities

	c)
	
	Combination of (a) and (b)

	d)
	
	None of the above.  No IDP will be developed for this employee this year.




   (If you checked this box, please skip to question 3.)
IDPs for employees expressing interest in leadership positions need to be completed and forwarded to the REE Services Branch no later than 45 days after the appraisal due date.

3. What technical and/or other competencies will be addressed in the IDP?
4. Employee Remarks:

	Employee Signature: ___________________________
	Date: _________________

	
	

	Prepared by: __________________________________
	Date: _________________

	
	

	Reviewed by: _________________________________
	Date: _________________


	ARS Leadership Training Costs
	
	USDA Grad School
	OPM/MDC 
and FEI
	LEAD / PEAK PLP / NRLTP
	TOTALS

	
	
	
	
	
	

	FY-02
	
	49,540.00
	202,500.00
	314,000.00
	566,040.00

	FY-03
	
	56,315.00
	198,500.00
	470,300.00
	725,115.00

	FY-04
	
	52,675.00
	162,850.00
	446,700.00
	662,225.00

	FY-05
	
	32,570.00
	142,925.00
	609,800.00
	785,295.00

	FY-06
	
	37,595.00
	148,450.00
	520,100.00
	706,145.00

	FY-07 (PARTIAL)
	
	20,615.00
	153,040.00
	139,600.00
	313,255.00

	
	
	
	
	
	

	TOTAL $$
	
	249,310.00
	1,008,265.00
	2,500,500.00
	3,758,075.00

	
	
	
	
	
	

	AVG $$/YR
	
	41,551.67
	168,044.17
	416,750.00
	626,345.83

	
	
	
	
	
	




AGLEARN COURSES SELF-PACED PER IDP
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Figure 2:  “Critical Path”
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Figure 3:  Implementation Plan – Year One
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Note:  All figures are preliminary as of date of document.  





Appendix D:  Training Dollars by Source FY-02-07 (partial)








Table 1:     ARS - Onboard Strength, Retirement Eligibility and Actuals for Leader Positions by Year








� ARS Strategic Plan, 2006-2011, pp. 38-39


� ARS Strategic Plan, 2006-2011, pp. 38-39


� REE Human Capital Plan, 2007-2011, Appendix A, p. 11


� USDA Succession Plan (Draft), 2006, p. 6


� NFC Data, FY-02 through 06


� Leadership Succession Planning, SES CDP Project Action Team 5, Final Report, 2004, p. 6


� Harvard Business Essentials, Managing Change and Transition (Boston, MA:  Harvard Business School   Press, 2003), pp. 33-46


� Leadership Succession Planning, SES CDP Project Action Team 5, Final Report, 2004, pp. 17-19
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