
The Academy staff recommends that DOE:

+ Develop a long-term recruiting strategy and the supporting systems needed to
ensure the necessary influx of highly qualified technical people to perform the
department’s mHon. ‘l%ii strategy should assess and address future changes in
the recruitment climate for scientists and engineers and consider all recmitiig
needs, not just technical excellence.

+ Develop a postdoctoral program and expand the use of its co-op program to serve
as the primary tools, along with the intern program, to identify, him, and groom
for the future highly quaiifkd technical staff for all DOE programs.

According to some staff NAPA intcwiewed, DOE appears to be suffering from low morale.
Many factors affect morale. Some are intangible, while others are more concrete. Any or ail can
attract, or repel, highly qualified individuals to an organization. Currently, the department has several
efforts underway to survey customers, employees, supenrisors and managers on their attitudes
regarding the department as an employer, their long-term individual interests, and the needs of the
department.

The Academy staff recommends that DOE.

+ Analyze the results of the surveys underway within the depzutment to identify
factors afktbg the moraie and technical excellence of staff. If the data are not
adequate to accurately identify problems, DOE should consider alternative data
gathering measures, e.g., another survey or focus groups, to thoroughly address
kues affecting morale. .

Excepted service is an excellent “tool in the tool box” for attracting highly qualified civil
semmts, particularly for some senior technical positions where DOE is experiencing difficulty finding

,qualified candidates, such as the health sciences. While there may be potential problems with
implementing its existing excepted service authority, DOE has not moved aggressively enough to
address the concerns about exeepted serviee and get a working program in place to help with the major
hiring initiative in Environmental Management, which must be substantially complete by September
30, 1994.

The Academy staff recommends that DOE:

+ Move more aggressively to develop an action plan with a t“neline for implementing
its current excepted service authority.

If talented staff are not being used effectively, it not only has an impact upon organizational
“fectiveness but increases the likelihood that good people will look outside of DOE for employment.
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As the economy improves, the latter may become more of a factor. DOE’S near-term recruitment
strategy focuses on providing tools to assist operations offices and their servicing persomel offices in
their recruitment activities. The strategy, focused on recruiting outside of DOE, does not address how
to better utilize the talents of existing staff.

The Academy staff recommends that DOE

+ Use the results of its initiative to develop technieal qudifkation standards and the
up-coming workforce analysis to formuiate a strategy to better utilize the talents
of existii stafK This strategy should be folded into a long-term recruitment
strategy for the department (referred to eariier),

‘he use of recruiting flexibil.ities already available to DOE, such as recruiting bonuses, may
enable DOE to hire highiy quaiified candidates for positions at sites that are considered geographically
undesimble. The department should give senior managers throughout DOE the authority to use these
recruitment toois. A redelegation of this authority beyond the Assistant Secretary for Human
Resources and Administration would not only expedite the approval process and enhance DOE’s
recruitment and retention initiatives, but would also demonstrate the Secretary’s trust in her managers-
a nwessary ingredient for technical excellence.

The Academy staff rt+eommends that the Secretary:

+ Reconsider her deeision, and redelegate her authority for using reamiting,
rekation and retention bonuses to senior managers throughout DOE.

Managing to budgeted personnel estimates instead of FTEs would give managers the flexibility
to do what is needed to achieve technical excellence as opposed to making decisions that are driven
by an artificial control;

The Academy staff recommends that DOE:

+ Follow the NPR recommendation to seek whatever authority needed to budget and
manage on the basis of operating costs rather than fuU-tirne equivalents.

DOE is taking the appropriate steps to get a handle on the technical training available
throughout DOE and clarify roles and responsibilities of DOE’s organizational entities and individuals
for training and developmental activities. But the department may not be going far enough to ensure
that overlaps in technical training will not continue. Cumently, there is no single office in DOE that
organizations must notify of plans to develop or modify a new technical training program. Nor is
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there a clearinghouse that can identify training programs being offerd ‘i.hroughout the departm~t ~i~
I mechanism to offer spaces, if atiable, to other sites.

The Academy staff recommends that DOE

+ Modify its training policy to require that all ME organi=itions _ plans to
develop, modify, or offer technical training programs notify the Offke of
Professional and Technical Training and Development. That offke should be given

the authority to ensure that duplication is avoided and integmted contraetorkivil
service training is encouraged.

While primary responsibility for career development rests with the individual, an qanktion
needs to provide employees with the necesmry tools and opportunities to enable them to maxixnk
their potential. Managers within the organization must also be prepared to assist staff with their career
development activities, as necessmy.

With the exception of the intern program, DOE does not have a formal rotational program
designed for developing both technical and managerial staff. The department apparedy tried to
institute such a program a few years ago, but disccmtinued the program because staff did not fivor it.
Using the same methods it employed in developing the 93-3 implementation plan - obtaining
stakeholders involvement and commitment - DOE should restudy this area and develop a rotational
program that meets the competency needs of both technical employees at the “task execution level”
~d at the technical supervisor, managerial, and executive levels.

A formal mentor program, if properly developed and managed, can be an invaluable tool for
improving the technical excellence of staff. If managers and employees express interest, a formal,
voluntaq program should be developed which includes a matching process, training for mentors, and
an assessment of mentoring activities from both the mentor and mentee partner perspectives.

If individual development plans (IDP) are to be required for staff, the process needs to be as
simple and streamlined as possible. DOE must also have the means ta follow through on the training
and developmental activities identified in the IDPs. If the resources are not available to provide the
necessary developmental opportunities, the value of the IDP process will quickly evaporate.

The Academy staff recommends that DOE:

+ Develop a rotational assignment program that encourages cro~prograrn and multi-
site experiences for overall staff development. Begin by designating career
technical positions at the policy officer level for rotational, not permanent,
assignments. This will bring more technical input into policy decisions and provide
developmental experiences with a policy balance.
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+ . Assess the need for a formal mentor program w a means to further develop the
technical exceUence of staff.

+ Evaluate the IDP process overtime to determine if the training and developmental
needs identifkd in the plans are being addressed. If these needs are not being
addressed, IDPs should not be a mandatory program for staff.

B~G FROM NATIONAL PERFORMANCE REVIEW RECOMMENDA’XTONS
AND LESSONS LEARNED FROM BENCHMAMUNG AGENCIES

Many of the specific NPR recommendations require legislation for their fidl implemcatation.
Nevertheless, NPR has provided departments and agencies with a large window of opportunity for
taking charge of their human resource management destinies. By seeking out the many available
opportunities fix increased flexibility, DOE can design its own systems and experiment with, or
Pm% sYs~ c~g= on a demons~tion b~k. Despi@ the fact that ~R legislative changes have
yet to be emacted, the Office of Persomel Management (OPM) is redesigning its own mission and
approach and is more receptive to agenck experimenting with new concepts than it was in the past.

The seven benchmarking agencies interviewed use a variely of practices that DOE may find
useiid. If so, some can be implemented now. Others, particularly grade-banding and staffing
flexibilities, can be part of a demonstration effort.

The Academy staff recommends that DOE

Task the TEEC to develop a 5-10 year strategic plan, which includes a detailed cost
analysis, for realizing the full implementation of the technical excellence policy
across the department.

Take advantage of the opportunity to design its own performance management and
reward systems to reinforce the importance of achieving technical excellence.

Consider another approach to obtaining OPM approval to conduct its own
recruiting and examining where authority has been previously denied. Using what
the National Institutes of Standards and Technology (NISI) and the Department
of Agriculture as examples, seek similar authority using the NPR and DOE’s other
initiatives as pemuadem even before proposing a demonstration project. The
department’s administrative costs will be recouped in recmiting excellence.

Propose to OPM a unique DOE personnel demonstration project at a defense
nuclear facility or facilities. Consider combining this effort with a manag&o-
budget system and a demonstration project under the Government Performance
and Results Act, such as DOE’s environmental management pilot.
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Consider establishing a human resource management councti in coordination with
its labor-management partnership efforts to facilitate a broad dialogue on human
resource management in the department, and to identify and address both positive
and negative trends.

Move to fold labor-management partnemhips into its approach to institutionalize
excellence.

Use the TEEC to include the DOE technical excellence policy initiative in both
DOE’S work on the Government Performance and Results Act and the Secretary’s
written performance agreement with the President under the NPR. Ibis is in
addition to the recommendation earlier to include DOE’s technical excellence policy
and strategy initiatives in the Strategic Plan.

Consider initiating and funding a new department policy adopting the NPR
‘continuous training” philosophy as DOE’s own philosophy for developing
employees, including scientists and engineem. By continually developing the skills
of workers, coupled with tmst and empowerment, DOE can go a long way toward
achieving excellence.

Move to institute a policy for the line chain-of-command that demands development
of a diverse scientflc and engineering workforce and holds line management
accountable through the same processes used for other line management oversight.

Expand its use of alternative dispute rwolution programs for grievance resolution,
ad;erse actions and EEO compiaint processing as another aspect of its culture of
excellence initiative.

STUDY METHODOLOGY

The NAPA project staff consisted of the project manager and two senior research associates.
The methodology consisted of (1) inte~iews with executives and staff at DOE headquarters and two
field managers; (2) a review of numerous policy and other documents related to or developed to meet
the deliverables of the implementation plan; (3) eight benchmarking interviews at other departments
and agencies; (4) a review and assessment of the NPR report and its supporting monographs on the
Office of Personnel Management and on Reinventing Human Resource Management; and, (5) related
contacts and analyses. Three members of the Academy reviewed the draft report.
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TASK ANALYSIS

INTRODUCTION

Exlelosure 2

The Defense Nuclear Facilities Safety Board (DNFSB or the -d) believes that in order to
attract and retain talented individuals, the Department of Energy (’DOE) must have a reputation for
technical excdknce. The Board’s Recommendations 92-7 and 93-3 address problems assdatd with
the knowledge and skills of existing staff and mechanisms to attract and retafn additional technkd
personnel with exceptional qualifications. Upgxading the competence of staff is a diffkult chalkmge
for any organization. Both recommendations stress the need for top management commitment and
sustained leadership to meet such a chalkmge.

DNFSB Recommendations 92-7 and 93-3

R.ecommemdation 92-7 addresses training and qualifkation requirermmts fm f- and
@n&actor staff. In it, the Board recommends that DOE and its cxmtractors improve the traking and
qualification programs of operations, maintenanw+ and technieal support personnel at defknse nuclear
facilities. It recommends that DOE strengthen the organizational units responsible for training and
qualifkation at DOE field and area offices, and eonnctor organizations responsible for deknse
nuekar fkeilities. It also remmmends that DOE aecekrate its efforts to improve its internal
wessment programs at DOE facilities to recognize the importaxu of training and qualification
programs.

Recommendation 93-3 expands the Board’s recommendations dealing with training and
qualification programs by suggesting that DOE review and improve. programs for training and
assigning technieal personnel, establish initiatives to re-train marginal performers, expand
lwadquarterdfield personnel exehange programs, and perform an indepth assessment of educational
and experiemx requirements of key positions and develop both a short and long-term plan for key
persomel development. The Board recommends that these efforts be part of a broad-based progmn
that also considers: .

developing a system to use attrition to build technical capability;

reviewing the performance appraisal system for technical employees for its effectiveness
in determining basic pay, training needs, promotions, reductions in grade, and
reassignmenthemoval;

exploring whether outstanding officers with nuclear qualifications, now surplus to the
Department of Defense (DOD), can be assigned to DOE defense nuclear facilities; and

using independent, external organizations to assess DOE’s on-going and planned actions
directed at attracting and retaining personnel with strong technical capabilities.



Finally, in 93-3, the Board recommended that DOE establish an agency-wide goal to attract
and retain exceptional scientific and technical persomel. To accomplish this, the Board recommended
that DOE seek excepted appointment authority for a selected number of key positions, and establish
a technical personnel manager, reporting within the Office of the Secretmy, to coordinate recruitment,
classification, training, and qualification programs for technical personnel in defmse nuclear fiwilities
programs.

DOE’s Response to the Board’s Recommendations

DOE accepted the Board’s recommendations. The Secretary designated the acting Under
Semetary as the person responsible for developing the implementation plan for 93-3. me Under
Seaetary formed a work group, whose membership included staff ilom throughout the department,
to.do so. The Board also formed a work group to serve as a resource for DOE. It met with DOE
at least once a month during the 4 months it took to develop the implementation plan to review DOE’s
progress and give advice on the plan’s content. The implementation plan was presented to
stakeholders throughout DOE in four briefing sessions and was subsequently distributed fm mnrnents.
me final plan incorporated comments from numerous respondents, including the DNFSB working
group.

On November 4, 1993, DOE finalized an implementation plan to respond to rocommeadations
92-7 and 93-3. The implementation plan also acts as an umbrella for previous DNFSB
recommendations that address training and qualification. The Board accepted the plan on November
5, 1993.

Defii Technical Excellence

As NAPA conducted this assessment, it became clear that the term “technical excellence” is
being used in many ways. For purposes of this report, NAPA developed the following definkion

Technical excellence, as an organizational characteristic, defines a technical organization
dkinguished by the superiority of its people, products and performance. Its people know,
understand, and are committed to its mission, A technically excellent organization values its
staff and shows its commitment to them by trusting them, seeking their views, empowering
them to carry out their assigned responsibilities effectively and creatively, and by developing
each of them to their fullest potential. Every person in the organization knows what they must
do and has the knowledge, skills, and abilities to do it. They perform their jobs in a superior
fashion and seek ways to continuzdly innovate and improve. Customers regard the organization
as the provider of choice. Other people in the same skill and discipline communities hold the
organization in high esteem as a major contributor to that discipline. Applicants for jobs
consider the organization the employer of choice.



TASK ONE

EFFECTIVENESS REVIEWS OF THE TECHNICAL PERSONNEL
PROGRAM COORDINATOR, TECHNICALPERSONNEL

COORDINATING COMMIITEE, TECHNICAL EXCELLENCE ~
COMMITTEE, AND OTHER KEY DOE OFFICIAIS

DOE’s civil seMce personnel and training operations= d-tdized. This has resulted in
some duplication of effort, reduced sharing of lessons learned, and prior’hies being unmdnated at
the department level. ~ the implementation plan for 93-3, DOE not= b its efforts to improve its
technical work force have been inhibited by the lack of “cen@dized, mnsistent direction and the
tigmented approach to implementing and coordinating these efforts. ”

Organizing Efforts

DOE has taken steps to address the issues of organizing the department and providing the
necessay leadership to improve the technical capability of its defense nuckar facdity persomel. ‘l%e
following key commitments in the implemmtation plan related to that area have been fully or partially
completed:

On September 21, W93, a DOE Senior Executive Stiee technical manager was
selected to serve as the Technieal Personnel Program Coordinator (TPPC). ~
position reports to the Assistant Secretary for Human Resourees and Ad~ “onand
is tasked to facilitate and eoordmte initiatives that develop and/or improve recruitment,,
classification, training, and qualification programs which enhance the technical
capabilities of DOE’s technieal personnel. The TPPC also has a parallel focus on
DOE’s management and operating (M&O) contractors’ technieal employee training and
qualification issues. The TPPC has two full-time staff members, a part-time secretary
and four contractors who perform the day-to-day operations of the TPPC’S office.

On October 29, 1993, the Secretary issued a technical excellence policy that establishes
.. department-wide goals to: develop and maintain technical excellence through planned

edueation, training, and other opportunities; provide an environment conducive to the
retention of technical expertise; recruit technically capable individuals; and regularly
evaluate personnel. This policy is to serve as the TPPC’S guideline.

On Februuy 22, 1994, the Technical Excellence Executive Committee (T’EEC) was
chartered. Its major role is to provide executive leadership, oversight and guidance in
the implementation of the technical excellence policy and provide direction to ensure
a uniform approach for implementing the department’s 93-3 implementation plan
initiatives. The TEEC is chaired by the Assistant Secretary for Human Resources and
Administration. Its membership includes the TPPC, the Assistant Secretaries for
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Environmental Management @f), Environment, Saf~ md Health’ (IX) and Defmse
Programs (DP), the Associate Deputy Secretary for Field Management and two
-tions office managers. The TEEC is to meet quarterly. It has met only once
since it was formed and has not yet developed its final charter.

The Technical Persomel Coordinating Committee (TPCC) was formed on Januaxy 12,
1994. It is chaired by the TPPC and its membership includes the training rnanag~,
selected human resource representatives, and other designated representatives tim field
and prognun offices. The TPCC is responsible for facilitating intra-site and inter-site
communications, coordinating initiatkvs, sharing lessons learned and resources, and

.
mdmating progress in support of the department’s initiative relative to the
prof-onal development of federal employees and the M&O contractor work force.
The TPCC also supports the TEEC.

Policy docum@s have been developed which outline roles and responsibilities for
evaluating contractor and fedeml employee technical training and qualiikationprograrns
and establish the infrastructure of DOE training organizations in operations offices and
headquarters.

Gene@ Observations

DOE’s organizing efforts to meet the challenge of improving the technical excelkme of its staff
were well received by the individuals NAPA interviewed. Interviewees see the TEEC, ‘ITPC and
TPCC as necasary to the successfi,d implementation of 93-3 and view them as positive steps toward
-g the dmmt’s efforts to pursue technical excellence. The roles of the TPPC and the two
committeeshave been welldefined. Developing this structure to address technical excellence issutxs
has bexm key to DOE’s ability to generate the implementation plan’s deliverables to the Board.
However, the membership of the two committees raises some questions about who is involvd with
this initiative and their commitment to change, and whether key players are absent.

Everyone with whom NAPA spoke agreed that recruiting, training and qualification, and
developing staff are important issues, However, there is some question as to what priority these issues
have in the broader scheme of DOE operations. One assistant secretary described them as “quadrant
two issues -- important but not urgent. ”

Noticeably absent from the TEEC’S membership is the Secretary or Deputy Secretary.
Forming the TEEC with line managers that represent only defense nuclear facilities does not reflect
the importance of technical excellence to DOE’S non-nuclear activities. Also, having the Assistant
Secretary for Human Resourax and Administration chair the committee may send the message that
technical excellence is a problem for the department’s “personnel types” to take charge of, not its
technical leadership.

To date, the TEEC has been relatively inactive and invisible to the rest of DOE. A schedule
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of quarterly meetings to provide oversight and guidance for an agmb * ambitious as improving the
department’s technical excdkmce may not be sufficient, particularly dufig the start-up phases of this
effort when issues as basic as the group’s final charter must be -lvM. ‘l%- is also no means for
the TEEC to regularly report to DOE staff on the results of this project ~d its reactions and

CXPCZ~OnS. DOE pub~h~ a q-iy mhing tifo~tion new~~, Sk- - @mzfons d
Ihzinfng, which includes information on the initiatives under 93-3; them is no direct message from
the TEEC to all DOE staff reinforcing the underlying goals of this effort.

The TPCC’S membership includes, primarily, departmental training managers. A few of the
field’s personnel officers attend the meetings when their responsibfities include both persomel and
training. But in many offic+ training and persomel are not within the same organhtional entity.
A couple of inttxviewees stressed the importance of having the personnel community wel.1-~ti
on the TPCC because the products of that committee will ultimately have an impact upon the personnel
staff, policies, and programs. In a May 25, 1994 memorandum, the TPPC invitai personnel staff
members to participate as members of the TPCC to help keep seticing personnel offices apprised of
activities relating to Recommendation 93-3 initiatives.

With the exception of two operations offim managers who are saving on the TEEC on a
rotational basis, senior-level technical managers below the assistant secretary level do not appear to
be actively involved in the implementation of 93-3 during this developmental period. The orgdzation
structure of this initiative does not contain a forum or mechanism to involve DOE’s managers. Yet,
it is this very group, particularly DOE’s senior technical mangers, who will be instrumental. in
institutionalizing the changes 93-3 proposes.

According to one assistant secretary, recommendations in 93-3 are more straight-fomard than’
other Board recommendations in the sense that it is easier to “get your arms around them” and address
them. In his opinion, if DOE can focus management’s attention on these issues and muster the
resources, the department can be successful. It is not yet clear whether management’s focus is strong
enough.

According to some interviewees, efforts that were forerunners to 93-3 were not successful
primarily because the needed commitment from the top of the organization was missing. However,
the players at the top have changed since the last big push in this area about 4 years ago. Measuring
current management’s commitment is difficult at best. Some of those interview have indicated that
commitment to 93-3 is uneven among top managers. However, it is not possible to confirm such a
judgement based on a limited number of interviews. Below the assistant secretary level, NAPA has
no way to judge how DOE’s senior technical managers view the importance of these issues and their
mmmitment to effecting change. Nor could NAPA determine whether DOE possesses the
commitment and staying power to make the proposed changes a reality.

One way to measure commitment at the assistant secretary level is to see the leadership role
they take, not just as members of the TEEC but within their progmm offices. Over time, those
managers who are truly committed to this initiative will develop creative systems, programs and
‘“ejects that improve the technical excellence of their staff and the department overall.
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Another way to m~~ tie department’s commitment to teehnieal excellence is to look * how
it is reflected plans, guida,n~ and plicy documents that set the vision/direction for the agency. While
the Seaetary approved a tech,nieal excellence poiicy in October 1993 and a corresponding commitrnemt
to %meJ.lence” is cited as a core value for all DOE employees in the department’s April 1S94
Strategic Plan, the latter does not reinforce a specfic priority for “tech.nieal excellence” nor list the
93-3 implementation plan for improving technical excellence as an important strategy.

Conclusions and Recommendations

DOE’s efforts to improve the technical exeelleme of its staff form a mqior organhtional
development initiative and need to be managed as such. Any effort to change an organization requires
not just a plan that outlines activities or tasks to be done but a clear statement of how all the activities
relate to the bottom Iine.

DOE needs to forma bridge between the 92-7 and 93-3 implementation plan’s deliverables and
the bottom line by institutionalizing this effort - building technical excellence into the fabric of all its
day-today operations. If this implematation plan is the forerunner for increasing technical excellmz
throughout the department, it should be more visible and reinforced in other department-wide plans,
guidance and polioy doouments. It needs to be reflected in the performance managenxmt systems
throughout the departmen~ It also requires oversight to ensure that the department stays the course
in its efforts to improve the technieal excellence of its staff. Finally, DOE must have the institutional
leadership at the departmental level to sustain this comprehensive

The Aeaderny staff recommends that DOE:

agenda.

+ Include the implementation plan for 92-7 and 93-3 and the teehnieal excellence
policy in the next version of its Strategic Plan and refer to it as an underlying goal
of the department in other plans, guidance and policy documents.

+ Require that its program and field offices’ performance management plans
incorporate performance criteria for the pursuit and achievement of teehnieal
excellence.

+ Assign to a position or office, oversight and evaluation responsibility for the
department’s long-term implementation of 92-7 and 93-3 and any future programs
related to improving the teehnical excellence of staff. The TPPC is a possible
candidate for this responsibility. Evaluating an organization’s progress toward
improving the technical excellence of staff should also be included in each office’s
internal self-assessment.

Implementing change of this magnitude requires a strategy for the organization to take
ownership of the change process. DOE’s approach to developing the 93-3 implementation plan and
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the subsequent deliverables is a major step in developing that ownership. Stakeholders throughout the
organhtion have been actively involved in these activities. But, if the effort is to succeed, DOE’s
top management must be its “executive owners” and a commitment to the effort must continue down
through the management hierarchy. If the effort is to gain the attention it needs over the long term
fkom staff who are already swamped with heavy workloads and dozens of other “priorities,” staff must

~ve it @ * a toP m~gem~t PriOritY. TOP m=%em=t ~ tidy de a snng statement
about its commitment to this effort by forming the TEEC. But, the S_ ’s/Deputy Secretmy’s
absence ikom the committee, the lack of representation from nondefense nuclear progmm areas, and
the lack of timely visible activity may cast some doubt on the importance of this issue throughout the
department.

If management is to carry the banner for this initiative, it should develop a means to regularly
~rt the results of this projezt to DOE staff. Reporting the progress of such an initiative flom the
Seaetary’s office would send a reinforcing message to staff that top management is serious about this
project. Reporting on this initiative can take the form of staff meetings, employee meetings and/or
a reguiarly published message from the Secretary. DOE may also want to consider setting up some
mechanism, either through its computer system or a toll-free number, where stican call in with their
ideas or concerns about the deliverables being produced. Somehow, DOE employees should be kept
aware of top managemat’s support for, and Iine management’s performance under, this initiative,
and encouraged to get involved as opportunities present themselves.

Just as top management support is essential to success, it is equally important that commitment
to this project and the ensuing changes to the way DOE does business must be reflected and reinforced
y DOE’s entire management team. While many employees have been actively involved in developing

the deliverables for 93-3, there appears to be a disconnect at the upper management level within DOE.
Top management needs to bring its senior technical managers into the mainstream of this change effort
while, at the same time, reinforcing its commitment to improving technical excellence throughout the
department.

Many of the issues the TPCC is addressing relative to the professional development of
employees will have an impact on, and be’affected by, personnel policies and practices within the
department. As such, DOE should ensure that its personnel community is adequately represented on
the TPCC.

The Academy staff recommends that DOE:

+ Restructure the TEEC to include the Secretary or Deputy Secretary. As technical
excellence is of concern to all DOE program areas, DOE should consider expanding
the TEEC membership to include representation from the remaining program
areas. DOE should also consider rotating the position of chair among the
Secretary/Deputy Secretary and line cognizant secretarial officers.

+ Direct its cognizant secretarial officers to designate a senior technical management
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staff member to _ead efforts internal to their ofllces to improve the technical
mce.llence of staff and coordinate with other efforts throughout the department.

4 Ensure that the TPCC membership includes adequate ~presentation from the
department’s pemmmel community.



TASK TWO

DOE PERSONNEL RECRUITMENT POLICIES AND PRACTICES WT ARE/ARE NOT
CONTRIBUTING TO THE 0~ OF DNFSB RECO MMENDATION 93-3

RECRUITMENTAND RETENTION

The recruiting environment DOE now faces is different from that of the 1980’s. In the 1980’s,
with the defense build-up and a growing economy, DOE was in the difficult position of competing
with a thriving private sector. The in.flexibilities of the civil service system made it diflkult for DOE
to compete in high-wage labor markets and attract and retain tahmted technical personnel in general.
This contributed to DOE’s loss of technical capability.

According to a National Research Council report, today’s recruiting environment is being
influenced by a number of fkctors favorable to governmental hiring. ‘Ihe end of the Cold War and
the sluggish economy has resulted in a significant cutback in defense and nuclear speding.
Indepeadcmt of the business cycle, the private sector has for some years h engsged in downsizing
activities in an effort to remain competitive in worid markets. Similarly, academic labor markets are
sluggish. These i%ctors, coupled with the passage of the Federal Employees Pay Comparability Act
(FEPCA) in 1990, which provides a process for achieving greater comparability with private sector
pay as well as a number of mechanisms for greatly increased flexibility to deal with specific problems
as they occur, have made the federal government a more attractive employer. 1 The changes in the
def~ mission, on @e other hand, have tarnished that attractiveness to some degxee.

According to the National Research Council’s report, however, future conditions may operate
to undermine this favorable position. Long-range projections indicate increased needs for scientists
and engineers. In the 1990s, the number of experienced scientists and engineers who will be retiring
from the federal workforce is expected to increase dramatically, while the number of new scientists
“in the pipeline” is expected to fall. The academic labor market is expected to recover in the mid or
late 1990s, which could create a further upturn in demand for scientists and engineers. In addition,
when the economy starts growing again, the federal government will once again be competing for
-Ce resources.z

..

General Observations

DOE has taken a major step toward building more excellence in its technical programs by
launching the technical intern program. The program is welldesigned and the initial interns are high
quality. The training, mentoring, development and effective placement of the first group of interns
and adherence to the planned program expansion are vital to the efforts to attract and hire high quality
technical personnel. Intern programs of this type are proven contributors to the effectiveness of
agency programs for developing technical leaders.
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DOE has a ~perative education (eo-op) prog~ which allows high school and/or college
students to work part-time within the department while going to school. Such programs give an
organization its best chance to find qualified minorities and women for permanent positions. NAPA
did not find any evidenee of a postdoctoral program in DOE. Eoth co-op and postdoctoral programs
give an organization the opportunity to observe the performance of individuals for 1 or 2 years prior
to offering them permanent positions. Interviews indicated that benchmarking agencies rely on these
two programs extensively to ensure excellence at the hiring level.

Due to the decemtmlized nature of personnel activities within DOE, ~ting practices differ
amongprogram and field offices. This has enabled offices to tailor their tithig practices to meet
their specific needs and capabilities and to best work within the idiosyncrasies of their geographic
locations.

‘he director of the Office of Personnel holds monthly meetings, sometimes via telezonferemee,
with the department’s personnel officers to dkeuss issues, develop new systems, e.g., the projeet on
classification and pay banding, and to share problems, experiences, and insights. In August 1994, the
Office of Persomel also published its first edhion of “Spotlight on Exemplaxy PersoMel Programs and
Praetiees. ” AU DOE servicing personnel offices were asked to submit brief write+ups on their
noteworthy personnel practices, which might be used as models for the rest of the department. This
exercise is to be a continual process.

In response to the 1,200 position “ramp up” in EM, the Office of Personnel suxveyed scmicing
persomel offices to determine where they were having problems and what kinds of assistance they
desired. ‘l%esurvey indicated that delegated examining is already a primary tool used by the semieing
personnel offices. One initiative that resulted from the suxvey was the creation of a national recruiting
ad. The Office of Persomel is also working with the Office of Persomel Management (OPM) to help
DOE’s persomel sewicing offices gain an understanding of OPM’S microcomputer assisted
recruitment system (MARS) to support the EM “ramp-up. ”

The Office of Personnel has distributed a handbook which provides information on available
administrative flexibilities that can be used in day-to-day human resource management activities --
especially those bearing on recruiting and retaining high quality technical staff. In the past 3 years,
the department has reeeived OPM approval for 10 dual compensation waivers and 26 critical pay
positions, and has requested 33 additional senior level teehnieal positions. The department does not
make broad use of some recruiting authorities now delegated to department heads, such as recruiting,
relocation and retention bonuses. The Secretary has redelegate those authorities only to the Assistant
Seeretary for Human Resourees and Administration.

DOE is faced with reorienting itself to a significant change to its mission. As such, the skill
mix of its current staff within program areas is no longer appropriate. DOE does not yet have a
system in place to assess ova-all the skill needs of the department or the skills of current staff. Nor
does DOE have a long-term strategy to address future recruiting needs. For example, environmental
engineers now working in EH exceed the current demand but their skills and capabilities make them
exeellent candidates for positions in EM. Other than the assistant secretaries identifying these
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situations and addressing them among themselves, there is no system in place within DOE to ider@
these situations and fiuil.itate the movement of current staff into more suitable positions. DOE’s
current efforts to develop qualification standards for 23 technical functional categories should provide
the framework for developing and using staff. In addition, the SecmXaryhas recdly announced that
the departmmt will embark on a bti-gauged “workforce analysis,” which will examine how to
improve the skills mix of DOE’s workforce and ensue the proper utilization of human resources.

Similar to the lack of any system that would enable DOE to better utilize cument staif, there
is no formal system for DOE’s numerous recruiting offks to share information on external applicants.
DOE is now experiencing situations where a significant number of highly qualified individuals axe
applying for positions. ‘I%rough the use of delegated examining, Albuquerque received 1,300
applicants for nine positions. Whh so many applicants for so few jobs, it is likely that many highly
qualified applicants am “lost” to other DOE opportunities. In isolated instances, some offices refer
non-selectees to other offices who are also hiring. But DOE lacks a systematic mechanism for doing
this.

Further complicating the overall staffing and recruiting processes are the fidl-time equivakmt
(F’I’E)ceilings DOE must use to manage its human resources and the lengthy hiring time to fill many
positions. Managing to FI’E and not to a budget reduces rnanagemimt’s flexibility and makes it
difficult to implement any recruiting strategy developed. The length of time it takes to complete a
hiring action discourages high quality individuals from applying. While OPM is often cited as a rnqjor
reason for the slowness of the hiring process, DOE should continue to examine its own practks, both
within program offices, the headquarters office of Human Resources and Administration, and field
servicing personnel offices, to ensure that they are as efficient as possible.

DOE has a wonderfid opportunity to improve the quality of its technical staff as a result of the
‘ramp-up” in EM. DOE is expecting to use this opportunity to improve its technical to non-technical
ratio. According to an August 19, 1994 report, which did not have complete data, engineers and
physical scientists had been allocated 47.3 percent of the FTE. Health and safety were allocated 3.3
percent, financial had 9.9 percent, and other occupations had been allocated 39.6 percent.

The department must respond to numerous recruiting objectives over and above the need to
improve the technical capability of its staff. Many issues – diversity goals, relocating individuals
being affected by right-sizing efforts within DOE and its contractors, availabfity of FI’E, the
department’s sense of responsibility to DOD applicants, special considerations required by OPM -
affect recruiting practices throughout the organization. Implementation plan 93-3 does not incorporate
these other recruiting goals and objectives with the goal of improving technical excdlenw. Many of
the individuals NAPA intemiewed addressed these other recruiting objectives in their comments. In
addition, EM is receiving regular reports on the field’s recruiting initiatives which captures data on
the diversity of both applicants and new hires in order to factor such data into the selection process.

Excepted Service -

DOE has taken several steps to activate existing excepted service authority that for many years
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laid dormant. Of major eoncem is how DOE will determine who is eligible for exeepted free status
and how to avoid misusing the system. In September 1993, the Office of Personnel director askd
DOE’s General Counsel for its opinion on the use of the authority. In May 1994, the Office of
Personnel got a green light to proud and developed draft policy guidelines to use the authority.
DOE’ Executive Resourctx Board “indicated its gemxal approval of this policy approaoh” and the
policy guidelines are now being reviewed by the General Counsel.

DOE is also seeking new exeepted smite authority via the legislative process. The House and
Senate have passed bills which would give the department authority to appoint up to 200 employees
without regard to Civil Semiee laws. These bills await the outcome of a House-Stmate conf’ce
committee.

Many of the individuals with whom NAPA spob are not axwineed that excepted service is
the solution to DOE’s technieal capacity defieit. Acccmiing to many of the benchmark agencies we
interviewed, an organization which gets excepted sexviee authority for only some of its staff may
create a sense of inequity throughout the organization. &(X@d *(X? deals p-y With pay
issues. There are other intangible issues that hinder DOE’s ability to attract highly qualified
individuals. DOE has witnessed the loss of technical eapabil.ity over the last 10 years. As such, the
reputation of the organization has diminished. Factors, such as the quality of facilities, the amount
of responsibility and flexibility available to an employee, the ability to develop prof-ionally, and the
ability to make a difkrenee, all contribute to an organization’s ability to hire and retain the best and
the brightest.

Conclusions and Recommendations

DOE’s intern program is an exeellent step toward improving the technieal quaJifieations of its
stafY. DOE should be equally aggressive in using co+p and postdoctoral programs to identify future
talent for the organization. These programs offer DOE and the individuals in these programs the
advantage of being able to evaluate one another for possible future employment.

If the response EM is receiving to its “ramp-up” is an indicator, a large number of engineers
and scientists are expressing a strong interest in DOE as an employer. While not all applicants are
qualified for the positions being advertised, it appears that many highly qualified applicants am seeking
employment with DOE. DOE must also ensure that its other recruiting needs are given proper
attention in the long term, when the recruiting environment may not be as friendly. This suggests that
DOE develop a long-term recruitment strategy, considering all factors, not just tdmieal excellence.
Given DOE’s challenge to redirect its resources to a dramatically new mission, this is not something
that each program area should do separately. DOE’s top management must first collaborate to assess
its overall needs and how to best utilize existing staff, and then identify its recruitment goals and
develop a strategy for meeting-them.
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The Acad~y staff recommends that DOE

+ Develop a long-term recruiting strategy and the supporting systans needed to
ensure the necemary influx of highly quaiifkd -Cal people to perform the
department’s mission. lMs strategy should assess ~d address future changt%in
the recruitment ciimate for scientists and engineers and consider ail recruiting
needs, not just technical mceilenceo

+ Develop a postdoctoral program and expand the use of its co-op program to seine

as the primary tools, along with the intern program, to identify, hire, and groom
for the future highly qualifkd teehnical staff for all DOE programs.

As borne out in NAPA’s interviews with benchmarking agencies, there are many other fiactors,
other than pay, that attract highly qualified technical speciakts to an organization. An orgmimtion’s
reputation, the quality of staff, state-of-tbart f%ilities and equipment, flexibility and responsibility,
the ability to develop professionally, and the ability to make a difference all factor into the decision-
maldng process when an individual is weighing employment opportunities. Excepted service alone
cannot deal with those issues. Two of the t%etors that lure talent to an organhtion - reputation and
the quality of its staff-are the very issues that DOE is trying to improve by hhing individuals with
technieal excellence. It becomes a ease of “the chicken and the egg.” While DOE needs to hire
highly qualified individuals to improve its reputation and overall quality of staff, the fkct that it needs
to do so may cause quality candidates to look elsewhere. Tlmugh its training and quaiii%ation effort,
DOE has the opportunity to improve the competence and reputation of its existing technical staff.
These efforts, coupled with the department’s current hiring initiative in EM, can go a long way toward
turning around DOE’s declining reputation. However, DOE’s reputation will not impruve overnight.
This problem has been developing for more than a decade and will take a long time to resolve.

According to some staff NAPA interviewed, DOE appears to be suffering from low morale.
Many factors affect morale. Some are intangible, while others are more concrete. Any or all can
attract, or repel, Klghly qualified ind~viduals to an organization. Currently, the department has several
efforts underway to suwey customers, employees, supervisors and managers on their attitudes
regarding the department as an employer, their long-term individual interests, and the needs of the
department.

The Academy staff reeornrnends that DOE:

+ Analyze the results of the surveys underway within the department to identify
factors affeeting the morale and teehnieal excellence of staff. If the data are not
adequate to accurately identify problems, DOE should consider alternative data
gathering measures, e.g., another survey or focus groups, to thoroughly address
the issues affecting morale.

Excepted service is an excellent “tool in the tool box” for attracting highly qualified pcmple,
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particularly for some senior technieal positions where DOE is experiencing difficulty finding qualified
candida~, such as the health sciences. While there may be potential problems with implementing its
existing excepted service authority, DOE has not moved aggressively enough to address the concerns
about excepted sawiee and get a working program in place to help with the major hiring initiative in
EM, which must be substantially eamplete by September 30, 1994.

The Academy staff recommends that DOE

+ Move more aggre&vely to develop an action plan with a time line to implement its
current excepted service authority.

We urge DOE to consider the unintendedeffects of the use of excepted authority on the
rest of the DOE workforee and tak deliberate steps to counter them. We suggest DOE
talk fbrther with NRC, NASA and NSF to obtain their perspectives on the potential
pitfidls of differential treatment of both nontechnical workers and those technical
workers not covered by the authority. This may help DOE devise policies that are
acceptable to those covered by the excepted system and their associates who are not.

If talented staff are not being effectively utilized, it not only affeots organidonal effdveness
but also increases the likelihood that good people will look outside of DOE for employment As the
eamomy improves, the latter may bemme more of a factor. DOE’s near-tam recruitment _
f~ on providing tools to assist operations offices and their sewicing persomel offices in their
recruitrmmt activities. The strategy, focused on recruiting outside of DOE, does not address how to
better utilize talents of existing staff.

The Academy staff recommends that DOE

4 Use the results of its initiative to develop technical qualification standards and the
up-coming workforce analysis to formulate a strategy to better utilize the talents
of existing staff. This strategy should be folded into a long-term recruitment
strategy for the department (referred to earlier).

Even if DOE has a system for referring highly qualified applicants to other offices with
vacancies, the location of some DOE sites may not be attractive to many applicants. Geography may
limit DOE’s ability to attract someone who applied for a position in Savannah River from accepting
a job in Amarillo. However, the use of other recruiting flexibilities already available to DOE, such
as recruiting or relocation bonuses, may enable DOE to hire a highly qualified candidate for a position
in Amarillo who may not haye otherwise been available for consideration. If not in the near term,
DOE’s recruitment strategy should address this issue in the long term. The department should give
senior managers throughout DOE the authority to use these recruitment tools. A redelegation of this
authority beyond the Assistant Secretary for Human Resources and Administration would not only



expedite the approval process and enhanm lnOE’S recruitment and retention initiatives, but would alSO
demonstrate the Secretary’s trust in her managers – a necessary ingredient for technical excellen~.

The Aeaderny staff recommends that thejikcret.ary:

+ Reconsider her de&on, md redelegate her authority for using ~~,
relocation and retention benu.sa to senior managers throughout DOE.

-g to budgeted persomel estimates instead of FI’Es would give managers the flexibfi~
to do what is needed to achieve technical excellence as opposed to making decisions that am driven
by an artificial control.

The Academy staff recommends that DOE

+ FoI.Iowthe NPR recommendation to seek whatever authority needed to budget and
manage on the basis of operating costs rather than full-time equivalents.

TRAINING AND QUALIFICATION PROGRAMS

Efforts to address problems in DOE’s training and qualification progtams were underway prior
to the Board’s issuance of 93-3 on June 1, 1993. In May 1993, the Office of Professional and
Technical Training and Development (HR-33) began a series of field office visits to get field input for
how to better structure and manage DOE’S technical training curriculum.

In September 1993, HR-33 hosted a technical training excellence workshop, attemded by
mhnical progmrn managers and staff and training and human resource prof~sionals from all
hindquarters offices with management and oversight responsibility of nuclear-related programs, all
operations offices and two field offices. The purpose of the workshop was to build consensus and
develop strategies on training and qualification issues related to achieving technical excellence at
nuclear facilities. Five issue areas were formed:

systematic approach to training
qualifications and testing
technical training infrastructure
career system and intern program, and
technical training curriculum.

The follow-on actions that resulted from the workshop have made significant contributions to the 93-3
deliverables related to these issues.
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. .

General Observations

Implementation plan 93-3 is beginning to address an underlying problem in DOE’s technical
training program - fragmented authority and responsibility which results in overlap and duplication.
DOE has pockets of training expertise and activities throughout the entire department. In
headquarters, several offices under one assistant wzmtary will have their own training cou&es and
requirermmts, which may not necessdy be coordinated at the assistant Sec@ary level. As a result,
working on the implementation plan has been I.ikened to a discovery process by one staff member
because new programs are being unearthed with d~t applicability throughout DOE. The document,

I)eve_t of Fede~ Tech~
.

Chifk!S technicaltrainingrdea and
-fiti= md mqti cognizant smetrdd oKcers k designate a focal point to fkilitate
amdmation and standardization of the department’s training, development, ahmation experhce, and
qualification programs and activities.

Several staff intemiewed said that DOE has devoted ample dollars to its training initiatives.
AS federal budgets continue to shrink, however, DOE is being pressed to cut expenses. ~ically,
one of the fmt things to be cut is training. To continue its pursuit of technical excellence DOE will
need to continue to give training a high fi.mdingpriority. At the same time, it will need to ensure that
txaining dollars are not being wasted because of redundancy. Through the on-line training course
catalogue now being operated by the Centml Training Academy in Albuquerque and the networking
now taking place via the TPCC, DOE training managers now have some vehicles by which they can
shareinformation on available training and avoid developing duplicate courses.

The overlap and duplication in technical training and development is a microcmm of the issues
king an organization that is organized in stovepipes. DOE’s program w don’t appear to naturally
think about how activities for one area, such as technid training, might benefit or be easily adapted
for another area. The Board recognized the value of transferring lessons learned at one site to others
in its Recommendation 92-2, where it recommended that DOE and its contractors improve their
training and qualification programs by incorporating the principles applied at the Savannah River Site
K-Reactor in response to Board Recommendation 90-1. In training, as in other areas, the culture of
the department will need to change to open the avenues for communicating and coordinating
horizontally across the department in order to more effectively utilize the resources already available.

The qualification program is considered by several of those we intemiewed to be one of the
most important pieces of the implementation plan needed to improve the technical apability of current
staff. To build a highly competent technical staff, the organization must fmt determine the technical
competencies needed for each position. (This assumes that the organization has a clear mission and
has determined what technical skills are needed to fulfill it.) Once qualification standards are
developed and approvexi, DOE can assess where training programs need to be developed or modified.

While technical qualific+ion standards sound logical and reasonable, they are being developed
in a climate where jobs are being cut and DOE is still reeling from years of change. Individuals who
have been performing jobs for years are being told that they now will be tested to see if they are
qualified to hold those positions. This will be threatening to some staff and it raises the question of
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how DOE plans to deal with individuals who are unable to meet the qwifi~tion s@@ds for the jobs
they hold. The process of qualifying individuals for their jobs may ~so drive away some individuals
DOE would like to keep, simply because it is just one more tiing for s@ff to dd with in an
organization that, according to some staff interviewed, already faces Serious mode problems.

Conclusions and Recommendations .

DOE is taking appropriate steps to get a handle on the technical training available throughout
DOE and clarify roles and responsibilities of DOE’s organizational entities and individuals for training
and development activities. But, the department may not be going far enough to ensure that overlaps
in technieal training do not continue. ‘I%ere needs to be a cultural shift throughout the department
which promotes horizontal communicatic)n so information about technical training development and
resources are regularly and voluntarily shared among program areas. Changing an qmization’s
culture is a long-term process. Even if an organization is sucawfid in changing its culture some
mechanism needs to be developed for information sharing.

Currently, there is no single office in DOE that organidions must notifjf of their plans to
develop or mod@ a new technical training program. Once the universe of technical training programs
is defined, there is no clearinghouse that can ideatify training programs b~ing offered throughout the
department with a mechanism to offer spaces, if available, to other sites.

The Academy staff recommends that DOE

+ Modify its training policy to require
develop, modify, or offer teehnieal

that all DOE organizations with plans ~o
training programs notify the Offkw of

Profes&onal and Technieal Tra”tig and Devel;prnen~. That office should be given
the authority to ensure that duplication is avoided and integrated contractor/civil
service training is encouraged.

While qualification standards are an integral part of developing a highly qualified technical
workforee, implementing such a program must be done with great care to minimize staff concerns and
avoid unnecessary disruption in the workforce.

EDUCATION PROGRAMS, CAREER PATH DEVELOPMENT
AND SUCCESSION PLANNING

Although they generally do not receive as much publicity as an organization’s training
programs, education programs, career path development and succession planning systems play a vital
role in developing the technical capabilities of staff and the organization.
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General Observations

DOE’s exami.nation of its education programs is still on-going.
October 1994. The department’s fellowship program has already been

The work is not due until
red&ted, although not yet

fhdized. Of particular interest is the requirement that participating offices allocate sufficient finds
to provide fellowship oppcmmities for a minimum of one pereent of their eligible employees. This
mandate for funding fellowships will help reinforce DOE’s commitment to technical excelleme.

According to one assistant secretary, there is no succession plan that @s top management
inforrmxl of the talent in DOE’s pipeline. Some individuals we inten’iewed do not believe that the
next group in line for senior management positions has the necesry experien~. One manager
believes that people are rising up the hierarehy too quicldy and do not have the time to rnalm mistakm
at lower levels, where they can learn without causing harm to the organization. In addition, he
believes that staff stay too long at the same location and are thus less capable of seeing problems.

Developmental assignments are critical to developing teehnical staff and ensuring that they have
the necewary skills to assume greater responsibility. Rotational programs are an excellent tool to
broaden the staff’s knowledge of DOE’s operations and expose staff to different ideas and ways of
doing business. They can be particularly valuable for staff located in small offices who may not have
as much opportunity to learn tim experts in their fields. Different nom details, formal rotational
programs establish as a cultural norm that cross-program and multi-site experiences are important to
the overall development of staff. Rotational assignments have an additional advantage. Staff who
work with people in various parts of the organization build relationships throughout DOE’s stovepipes.
This may sexve to help break down communication barriers behveen program areas. Disadvantages
to rotational programs that need special attention include their cost and disruption to fkmilies.
Relocation and retention bonuses along with family-friendly programs can help ameliorate these issues.

An active mentor program is another staff development tool that ean greatly help staff as they
grow professionally. Women and minorities often fmd such programs particularly valuable as they
attempt to “break the glass ceiling” and rise to senior management positions.

DOE has designed its individual development plan (IDP) program as a tool in the career
development process. Eased on a staff member’s assessment against the qualification standards and
his/her career goals, training and development activities are included in an IDP. In theory, IDPs make
sense. If nothing else, they get staff to focus on where they are and where they want to go
professionally. In practice, however, they often become bureaucratic and a papmvork exercise for
both staff and managers. They also may tend to reflect “pie-in-the-sky” goals that are not based on
the needs of the individual or the organization.

Conclusions and Recommendations

While the primary responsibility for career development rests with the individual, an
organization needs to provide employees with the necessary tools and opportunities to enable them to
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maximize their potential. Managers within the organization must also be prepared to assist staff with
their career development activities, as necessary.

With the exception of the intern program, DOE does not have a formal rotational program
designed to develop staff. The department apparently tried to institute such a program a few years
WO, but discontinued it because staff did not favor it. DOE should restudy this area to see where the
department could benefit from such a program. Using the same methods it employed in developing
the 93-3 implementation plan - getting stakeholders involved and committed - DOE could develop
a rotational program that meets the needs of staff and advances the technical excellence of the
department.

A formal mentor program, if properly developed and managed, can be an invaluable tool for
improving the technical excellence of staff. If managers and employees express interest, a formal,
voluntary program should be developed which includes a matching process, training for mentors, and
an assessment of mentoring activities from both the mentor and mentee partner perspectives.

If IDPs are to be required for staff, the process needs to be as simple and streamlined as
possible. DOE must also have the means to follow through on the training and developmental
activities identified in the IDPs. If the resources are not available to provide the necessary
developmental opportunities, the value of the IDP process will quickly evaporate.

Organizations need a means to assess whether it has staff with the necessary knowledge, skills
and abilities to lead it into the fiture. The current lack of such a
addressed by responding to the Board’s recommendation to develop a
program.

The Academy staff recommends that DOE.

mechanism in DOE
technical succession

‘is being
pklnning

+ Develop a rotational assignment program that encourages cross-program and multi-
site experiences for overall staff development. Begin by designating career
technical positions at the policy officer level for rotational, not permanent,
assignments. This will bring more technical input into policy decisions and provide
developmental experiences with a policy balance.

Assess the need for a formal mentor program as a means to further develop the
technical excellence of staff.

Evaluate the IDP process over time to determine if the training and developmental
needs identified in the plans are being addressed. If these needs are not being
addressed, IDPs should not be a mandatory program for staff.
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TASK THREE

COMPARISON OF DOE METHODS OF BUILDING A QUAUHED STAFF
WITH THOSE OF OTHER GOVERNMENT AGENCIES WITH

PREDOMINANTLY TECHNICAL MISSIONS

DNFSB Recommendation 93-3 proposed “an independent external assessment” that “could
include” a com@son of DOE’s practices with other tednically+xiented agencies. The NAPA staff
conducted at
organizations

least one inttwiew and gathered materials from each of seven federal government
with heavy concentrations of scientists and engineers:

Environmental protection Agency (EPA),

National Aeronautics and Space Administration (NASA) - both headquartm in
Washington, D.C. and Goddard Space Flight Center, in Greenbelt, Maryland,

National Institute for Standards and Technology (NIST),

National Science Foundation (NSF),

Naval Research Laborato~ (NRL),

Nuclear Regulatory Commission (NRC), and

Office of the Secretary of Defense.

The puxpose of this “benchmarking” was to identify recruitment, retention, development and training
policies and programs that could be useful in expanding and refining DOE methods. We also
contacted the director of information systems, OPM and the Bureau of I&or Statistics of the
Department of bbor to explore their use of technical to nontechnical personnel ratios to measure
technical capacity, a subject added to our review at the kickoff meeting for this study.

We prepared a special annex to this report to cover full details of our benchmarking work and
are transmitting that under a separate cover. We also have a number of related documents at our
NAPA offices and a list of contacts for DOE’s use. Those documents and contacts are identified in
the annex and in Appendix D.5.

General Observations

We compared the data collected in the seven organizations to identify key similarities and
effective practices.
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Attracting and Retaining Excellence

Sampled agencies say their ability to attract and retain high quality scientists and engineers is
closely related to four factors:

reputation for excellence of on-board scientists and engineers,

challenging work,

the ability to make-adifferenee in the work, and

the opportunity to grow.

The agcwy contacts said that using pay as a factor to attract and retain high quality technical staff
usually ranks lower than those four factors. Some have surveys showing that. On the other hand, all
the agencies focus a great deal of attention on using the pay and total compensation flexibilities in
ways that make them as competitive as possible in entry salaries, promotions, use of honorary and
monetary awards, the 3R bonuses (recruitment, retention and relocation) advanced education,
conferenax and training.

Entry Level Recruiting and Selection

Field elements and some headquarters elements of all the benchmarking agencies tad to have
very organizd and systematic college recruitment programs, marked by shared responsibility between
the personnel office and technieal managers. They believe eantinuous, and shared, college relations
programs throughout the year are essential to the recruiting effort. These relations go beyond
recruiting activities and most frequently include programmatic contacts and meetings with colleagues
for purposes of advancing the discipline.

Selection of entry level personnel is a critical step in the science and engineering htig
programs. Recruiting trips by joint teams of personnel officers and line managers to colleges and
universities result in managers identifying the best students available for their entry-level positions.
The organizations we interviewed often pay to bring students to the hiring site for a round of several
interviews and an orientation prior to final selection and job offers,

Cooperative Education and Postdoctoral Programs

There is heavy dependence on eo-op programs and postdoctoral fellowship programs to insure
excellence at the hiring stage. Both programs are dependent on managers’ observing program
participants’ work performance 1-2 years before permanent jobs are offered. The co-op students and
the postdoctoral fellows also get a chance to make more informed decisions if offered permanent
positions. Success rates in both programs are very high. Co-op programs have been touted for their
utility in recruiting scientists and engineers at the B.S. level. Users conclude they are particularly
useful to agencies in recruiting minority engineers and scientists because minorities are more heavily

22



cmxentrated in baccalaureate degree programs. These efforts, of course, are very useful in improving
overall representation as well.

Systematic Career Management

The defense departments and agencies, which employ nearly 50 pWUMt Of ti fded civil
serviee worlmrs, generally have more organized and more amtrally controlled career rnanagernemt
efforts. While we did not visit the Departments of Air Force and Army, we know that each of them
has extensive civilian career management programs, including programs for scientists and ergi.neers,
that f-s on development from entry level to senior executive level. h the acquisition field, the

mat Of ~f~se ~~ ~ l~~tion ad vw @fic ad -my ~evelqed civilian and
military policies, pmgrarns and systems applicable to all elements of the department. These cover
requirements for hiring, promotion, education, training and development of anyone who has, or wili
have, acquisition responsibilities. These requirements are passed down for implemezttation to the
military services which use them in managing and developing both their miMary and civilian workefs.
For example, all scimtists and engineers in the Army’s Tank Automotive Research and Development
Center in Warren, Michigan are eonsidemd to be in acquisition positions. They are designated as such
and the incumbents must meet prescribed requirements for them. Where the acquisition
responsibilititx are considered “critical” to the position, the incumbents and prospective incumbents
are part of an Acquisition Corps. The Corps’ requirements, defined by the Secretary of Defense,
cover qualification, hiring, promotion, job movement, professional development, advanced education,
training, and serviee agreements.

Traiig Delegations

All the nondefense agencies that we contacted delegate responsibility for individual career
development and training to managers in subordinate organizations below the headquarters level. But
even the subordinate organizations have no specific policies for systematic career management.
Instead, they tend to make the individual scientist or engineer responsible for the management of
his/her career and expect supemisors to be responsible, when asked, for counseling and assistance in
preparing individual development plans and acquiring education, training, and assignment experiences.
Mentonng, at the option of the individual, is made available and encouraged, but not required, in A
nearly all the agencies visited. One of the laboratories we visited just implemented a rnentoring policy
after a l-year test in the laboratory. The women scientists and engineers in the laboratory were
especially persuasive in obtaining approval for this policy.

Excepted Personnel System

Organizations with partial (NASA and NSF) or no exeepted personnel systems (all others
exeept NRC, NASA and NSF) had differing views on the effectiveness of, and need for, exeepted
personnel systems. Those with partial coverage (NASA and NSF) said it was difficult to deal with
the problems encountered with +espect to inequities for employees not covered by the exczpted system.
NRC, an organization with an excepted system covering all employees, considers its system very
superior to the General Schedule (GS) civil service system or to partial excepted systems. The NTST
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demonstration project cmers all employees within a competitive system but utilizes some of the same
flexibilities as NRC’S excepted system. NIST shares NRC’s views but believes NIST still does not
have the “ideal” federal system. For example, NIST believes that the Department of Agriculture’s
demonstration project is better in the staffing function.

Grad&Banding Classification System

Like the National Performance Review (NPR) team, the agenci= in our sample identified the
need to develop alternatives to the current f~erai position classification and pay systems as esseatial
to facilitate simplicity and flexibility for managers’ use to hire and retain WAnkdly =Cel.lat staff.
Grade-banding is the clasdfication system of choice and major delegation to managers is the_
method of operation. The Department of Energy (HR-3) has a project team that is developing a grade-
banding policy. HR-3 is collaborating with and partially funding a NAPA project - Implernextting
Real Change in Human Resource Management Alternatives for Federal Agcmies. A major elerncmt
of the this multi-agency project is devoted to building operational grade-banding models for
implementation by ageacies. A DOE personnel officer is being detailed to NAPA to work on that
portion of the study.

Pmorqel Management Councils

“ Several of the agencies visited make very eff~tive use of councils to focus on excellcace and
to develop and review the status/eff~tiveness of their human resource managementpolicies, systems
and programs. Councils made up of managers or executives, depending on the level, can be a very
effkctive way to involve management in developing, reviewing and evaluating human resource
managementpolicies. EPA, NRL and the GoddardSpace Flight Centerhave such councils. Goddard
Space Flight Center has also used management councils for years to evaluate promotions to corporate
positions and consider person-in-the-job promotions to non-supervisory technical positions at the
highest grades. EPA has a departmental level council representing all its business units. The
designation of its chair is rotated among the managers and the council meets at different geographic
sites for each quarterly meeting.

Technical to Non-Technical Ratios (T:NT)

T:NT”’ratiosare commonly used in organizations which have a heavy concentration of technical
employees. Most frequently they are used at the installation level as one indicator of the trends in the
organization with respect to its tmhnical capacity for doing its work. Some focus on the cost aspects -
- a “how much bang are we getting for our technical buck” approach. Others watch the trends in the
ratio in order to ask questions about the technical health of the organization.

Each organization we contacted believes that the use of ratios neds to be considered very
carefully. They advised us to ayoid using them in comparing one organization to others or using them
as an absolute indicator of anything. We were cautioned that ratios are influenaxl heavily by the
mission, culture, structure, and other factors, and can be very
into account. For example, in an organization that uses
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operational work, the failure to include tie ~ntractor force in the computation would bias TNT ratios
substantially. Those same organizations said that ratios tend to be more usefid at the field level than
for agencies or departments as a whole &GWC there is usually less variability in mission at the field
level. But even that conclusion comes into question when you look at the DOE operations offices. .

We dld establish the ratios in each organization contacted: EPA (1:2.6); NASA (1.3:1);
Goddard Space Flight Center, NASA (1.3:1); NIST (1.3:1); NSF (1:3.4); NRL (1:1); NRC (1.6:1).
We did not calculate a ratio for the Department of Defense because of the specialized nature of our
contact with the Office of the Seaetary of Defense. The data on each federal department and agency
are available through OPM’S Office of Information Systems, which routinely collects such information.

Conclusions and Recommendations

Technical excellence, as it relates to hiring, developing, training and retaining scientists and
engineers, is a complex issue. Agencies tell us that technical excellence is a product of a culture of
excellence reflecting environment, history, structure, leadership, mission, people, work and reinforcing
management systems. Organizations that are technically excellent know it and work to build and retain
it. The agencies we sampled know, too, that skillful use of total compensation, including position
classification and pay systems, incentive and awards systems, career development systems, and
training systems is essential if they are to compete for excellence with either the private sector or their
fellow agencies. They say they are successfii using the current systems but know that systems
change, particularlyas changes affecting clm’sification and pay are demanded. The agencies arc very
favorable to implementing gade-banding. Some already have it in place either throug~ demonstratio~
projects or excepted sewice authority.

Like the DNFSB, the sampled agencies and the NAPA
emphasis, deliberate actions and continual reinforcement are

study team believe sustained leadership
needed to realize technical excellen~.

The Academy staff recommends that DOE:

+ Consider establishing a human resource management council in coordination with
its labor-management partnership efforts to facilitate a broad dialogue on human
resource management in the department, and to identify and address both positive
and negative trends.

+ Task the TEEC to develop a 5-10 year strategic plan, which includes a detailed cost
analysis, for realizhg the full implementation of the technical excellence policy
across the department.

As a part of that TEEC effort, we suggest that the department give
DOE-led, in-depth, benchmarking study to produce in substantially more
programs in this baseline external assessment. We suggest DOE look at the

attention early on to a
detail the best of the
NIST material and the
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Department of Agriculture demons~tion project (we did not visit Agriculture) to study their
classification, pay, and hiring approaches. In coordination with DOE’s HR-3 grade-banding system

PfW@@ DOE sho~d ~nsidu developing s@fig systems change proposals to OPM to take
advantage of what NIST and Agriculture have demonstrated suwessfully.

me Academy staff recommends that DOE

+ Propose to OPM a unique DOE personnel danonstmtion project at a defense
nuclear facility or facilities. Consider combining this =ort with a manag~tm
budget system and a demonstration project under the Government Performance
fid Results Act, such as DOE’s environmental management pilot.

We urge DOE to use its best technical managers, suppoxted by HR-3 staff, & lead the overall
benchmarking system change or demonstration effort. If DOE is unable to produce the desired
changes because of external barriers, we recommend the department take its proposals in the form of
legislation to the appropriate energy committees on the Hill. The NIST experience could be a model
for that.
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TASK FOUR

SPECIFIC MEASURES IN THE NPR THAT WOULD BE PARTICULARLY APPLICABLE
AND EFFMXM3 IN IMPROVING THE DOE FEDW WORKFORCE

DNFSB Recommendation 93-3 was producedprior to the NPR. In the follow-up actions to
the implementation plan for 93-3, the departmentstated its commitment to using flexibilities arising
from the NPR prospectively, depending on the passage of legislation. The NAPA staff carefhlly
reviewed DOE’s (HR-3) own analysis and the specific NPR recommendations contained in the basic
report of September 7, 1993 and the two accompanying reports: one on the Office of Personnel
Management and the other on Reinventing HumanResource Management. The two accompanying
reports were dated September 1993 but were not released until mid-1994.

The President, by endorsing the recommendationsof the NPR, commits the federal government
to ‘a long-term investment in change”. The NAPA staff cmcludes that is precisely what DOE needs
to effectively implement the department’stechnicalexcellence policy. While the 93-3 implementation
plan is a fine beginning, the NPR recommendationscan be good tools for reffig, strengthening and
enhancing DOE’s technical excellence efforts.

All the recommendations relating to thegrade-banding,recruiting, hiring, developing, training
and retaining have merit and should be implemented. Some others deserve mention with respect to
the recommendations of 93-3 and the subsequent action plan. Because HR-3 has already conducted
a very similar review, we will not duplicate their findings in our report. We will add some different
perspectives which we think will be useful to DOE in promoting technical exdlence. Grade-banding,
performance management and staffing, three of the major change ingredients of NPR, have received
sufficient attention in the HR-3 work and in other parts of this report.

Genend Observations

Don~d F. Kettle, is a professor of public affairs and politiud science at the La Follette Institute
of Public Afftis, University of Wisamsin and a member of the National Academy Panel for our new
NAPA HRM Study. The August 18, 1994 edition of Z% WashingtonPosf, quotes a recent study Kettl
conducted for the Brookings Institution. According to the article, Kettl concludtxl, among other
things, that the NPR “has the potential, together with the New Deal and the Hoover commissions to
be one of the three most important administrative initiatives of the 20th Century. ” KettI is also quoted
by the Posf as saying that “no reform that really matters can be achieved without at least implicit
congressional support. ” While this may be true of NPR as a whole, the NAPA staff believes DOE
can begin to reinvent its own piece of the federal personnel system in the absence of such support.
Even without systems legislation, which is very important to major progress, DOE can continue to
make progress in creating more responsive, flexible, and customer-oriented human resource
management policies which take advantage of the spiri[ of NPR and of the recommendations of its
reports.
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Full-Tree Equivalent Cetigs (IWE)

NPR recommended that OMB and the agencies stop using FI’Es, managing
ceilings on operating rests to control spending. We have addressed this earlier in this

Training

instead with
repofi.

NPR says knowledgeable workers are our biggest source of progress and “training is the key
that unlocks the power of bottom-up clecisionmaki.ng.” It also cites “ongoing training for evexy worker
is essential fw organizations to work well. ” NPR recommended and Congress has just passed
legislation that eliminates “narrow restrictions on employee training to help develop a multi-skilled
workforce.” These changes should be exploited broadly.

Family-Fkiendly Workplace

NPR recommended ‘the federal
options. ”

Diversity

NPR recommended-a presidential
representation in the federal workforce.

Partnerships

government update and expand family-friendly workplace

executive order committing the administration to increase

NPR recommended, and the President has directed, the establishment of labor-management
partnership councils. A variety of partnering relationships (with customers, for example) are also
encouraged.

Alternative Dispute Resolution (ADR)

NPR recommended that, “agencies will expand their use of alternative dispute resolution
techniques. ”

Conclusions and Recommendations

The National Performance Review outlines a course for reinventing the roles, philosophy and
systems through which the federal government leads its people in accomplishing its work more
effectively. The tenor of its focus, analyses and recommendations ckates a “window of opportunity. ”
Through this window, individual departments and agencies have been given license to be more
innovative and aggressive in taking agency actions, designing agency systems, developing agency
programs, and sdcing needed change in the federal personnel system itself.



The Academy stMf recommends that DOE

+ Consider another approach to obtaining OPM approval to conduct its own
recruiting and examimn“ g where authority has been previously defied. Using NIST
and the Department of Agriculture as examples, seek similar authority using the
NPR and DOE’s other initiatives as persuaders even before proposing a
demonstration project. The department’s administrative costs will be recouped in
recruiting excellence.

+ Take advantage of the opportunity to design its own performance management and
reward systems to reinforce the importance of achieving technical =cellence.

+ Use the TEEC to include the DOE technical excellence policy initiative in both
DOE’s work on the Government Performance and Results Act and the Secretary’s
written performance agreement with the President under the NPR. Thii is in
addition to the recommendation earlier to include DOE’s technical excellence policy
and strategy initiatives in the Strategic Plan.

+ Consider initiating and funding a new department policy adopting the NPR
‘continuous training” philosophy as DOE’s own philosophy for developing
employees, including scientists and engineers. By continually developing the sldls
of workem, coupled with building tmst and empowerment, DOE can w a long way
toward achieving excellence.

+ Move to institute a policy for the line chain-of-command that demands development
of a diverse scient~lc and engineering workforce and holds line management
accountable through the same processes used for other line management oversight.

- Perform&ce management is not just performance plans and appraisals. It’s face-to-face
discussions up front of action desired and periodic review of action taken. Regular
high-level reviews by the Secretary with line cognizant secretarial officers should

.. include the progress of representation in the workforce as an agenda item. Cascading
reviews of the same sort in the line can follow. Diversity is a management issue, not
a personnel office issue.

+ Move to fold labor-management partnerships into its approach to institutionalize
excellence.

+ Expand its use of alternative dispute resolution programs for grievance resolution,
adverse actions, and EEO complaint processing as another aspect of its culture of
excellence initiative.
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