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SUBJECT: Depar ment of Defense (DoD) Hiring Reform: A Call to Action

True hiring reform encompasses the full lifecycle of recruitment, hiring, retention, and
development.

The Office of Personnel Management (OPM) has an ongoing initiative based on the
President’s Executive Order to focus on the front end of the hiring process with the goal of
reducing the time 't takes to get talent on board.

The Depar ment is implementing a comprehensive, multi-pronged approach to hiring
reform, that includzs the entire end-to-end process. The hiring process has been mapped, and
business improverients and technology are being introduced to reach an optimum, streamlined
process. Training on roles, responsibilities, and the new processes and tools is ongoing for
managers, employ :es and human resources professionals. In collaboration with union partners,
new hiring authori ies are being explored. Through these and the attached strategies, the
Department shoul¢. strive to improve upon current ambitious hiring benchmarks. By October 1,
2011, most appliczats should arrive for their first day on the job no more than 80 days after

applying.

Request thit you implement the strategies outlined in the attached documents, to the
extent that your laor obligations permit. In addition, request that you submit a report on
implementation to Kathleen Ott, Acting Deputy Under Secretary of Defense (Civilian Personnel
Policy), kathleen.c t@osd.mil, by November 14, 2010 and quarterly thereafter. Further request
that the Acting Deouty Under Secretary of Defense (Civilian Personnel Policy) report
Component progre ss in implementing these strategies, as well as overall improvements in the
hiring process, to the Under Secretary of Defense (Personnel and Readiness) by November 30,
2010 and quarterls thereafter.

Componer: report cards on hiring timeliness will be issued quarterly to track the
Department’s progress in meeting the 80 day hiring goal.

Winning t e competition for talent will take the commitment of all involved in the hiring
process. Thank ycu for your assistance in meeting this most critical goal.
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*ENTERPRISE/COMPONENT STRATEGIES

Interim Automat d Staffing Tool. The Department secured an interim staffing tool to improve
the quality of cand date referrals and decrease the time it takes to issue a candidate referral list.
Deployment of the tool began late September 2010. Concurrent with the deployment of the
interim tool, work will continue on building an acquisition strategy for an automared end-to-end
hiring solution (en i-to-end encompasses the time from the request to fill the vacancy to the
employee’s entran e on duty).

Common Compe ency Approach. Common competencies for like positions across the
Components will z id in successful execution of joint endeavors and support interoperability.
Defining common competencies, especially in light of emergent mission requirements, will also
facilitate the referral of candidates with the right skill sets. The Department is working to define
common competer cies for an initial set of mission critical occupations and cross-cutting skills.
Work on this initiz tive also began in late September 2010.

Enterprise Competency Locator. Once validated, competencies will be housed in the
Department’s Ente rprise self-serve tool, MyBiz. When at full operational capability, managers
will be able to asst:ss and determine competency gaps for mission critical occupations, and
implement strateg &s to ensure the gaps are closed so mission requirements are not jeopardized.
A pilot of the tool, using the validated leadership competencies, is scheduled for later this fiscal
year.

Prioritv Placeme:t Program (PPP). In addition to improvements in the PPP candidate
“matching” proces s, which were implemented in May 2010, the Department is also developing a
new automated pre-requisitioning process, which is scheduled to launch later this calendar year.
This enhancement should allow for greater program flexibility and, thus, improved PPP
requisition and metching timeframes.

Automated Entr: nce on Duty (EOD) Program. The Department of Army has developed an
automated EOD p-ogram, which was piloted in September 2010. This, along with other EOD

programs, will be 2valuated as part of the Departruent’s overall end-to-end hiring solution. In

addition to improving timeliness, the automated EOD program will also enhance the applicant
experience by allc wing one-time input of data for completion of all EOD forms.

Suitability/Secur ty Transformation. The Department is developing plans to automate the
suitability and sec 1rity processes. These initiatives will improve timeliness by facilitating access
to reciprocity info mation for both suitability and security determinations, which will decrease
processing times. A pilot of the suitability reciprocity tool was launched in mid-August 2010,
and will run throuzh December 2010, at which point it will be assessed for possible DoD-wide
use.

New Hiring Autf orities. In consultation with those labor unions with National Consultation
Rights, the Depar ment will be pursuing the implementation of new personnel authorities,
designed to further enhance civilian talent management flexibilities.

Civilian Human Capital Officer (CHCQ) Manager Satisfaction Survey. The Department is
developing a plar to investigate methods to standardize the dissemination and marketing of the




OPM CHCO Man: ger Satisfaction Survey and set targets to increase the number of survey
respondents. The information from these surveys will enable the Department to determine if
hiring reform effor‘s are meeting desired outcomes.

Manager Trainin z. Training on hiring reform initiatives is being offered to hiring managers to
provide skills to m ore efficiently manage the hiring process.

*Design and implomentation of the stated flexibilities is contingent upon meeting labor
obligations.
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FIELD INSTALLATION PRACTICES

Planning — Advar ced recruitment planning results in a more effective hiring timeline and
referral of better candidates. It also enables hiring managers to look holistically across
their depar ments to ensure their organizations are structured efficiently and appropriately
to meet cw rent and future mission requirements. Every effort should be made to identify
the numbers and types of positions for which recruitments might be initiated in the
coming ye:r, and ensuring that the needed information is readily available for the
recruitmer: action, e.g., a classified position description, valid assessment criteria and
streamlinec. job opportunity announcements.

Impact - £ dvanced planning obviates the need to compile recruitment information when
an organiz: tion may be in a crisis mode, needing to get the job filled quickly, and enables
more delibrate thought regarding the type of candidates needed to best meet

organizatic nal needs. It will also shave days off the recruitment timeline.

Process Assessment — Many organizations have cumbersome processes in place for review and
authorizati 'n of recruitment actions before the action ever reaches the Human Resources
(HR) offics:. These processes add to recruitment timelines and unnecessarily delay the
recruitmen- action. Cases have been cited where the recruitment action has taken 21 to
30 days so. ely for internal processing. Analyses of the internal routing of recruitment
actions sheuld be conducted and, where unnecessary steps or lengthy delays are
uncovered. efforts taken to address them.

Impact — The Department’s goal is to have candidates on-board within 80 days of the
initiation o the recruitment action. That goal cannot be reached if it is taking 30 days to
get the action to the HR office. A streamlined, internal routing process that is no more
than 5 bus ness days would eliminate, in some cases, 25 days from the hiring process.

Classification — S upervisors and managers should only request a new position description (PD)
and classif cation action when absolutely necessary. Existing classified PDs from within
the parent ommand or those available from the Air Force and/or Army PD Library
should firs: be explored before a new PD is requested. To the extent feasible, PDs for
like positicns within and across organizations should be standardized.

Impact — On average, it takes 30 days to develop and classifv a new position description.
Use of exi ting PDs will reduce this time to approximately seven (7) days, saving twenty-
three (23) 1ays in the recruitment cycle.

Assessment Skilis — Hiring managets should work directly with the HR professional
responsibl » for their recruitment actions. Working together, they can quickly identify the
assessmen: criteria that will produce the best qualified candidates.

Impact - Direct contact reduces the time and inefficiencies that accompany the layered
communi¢ ations currently in place in many organizations.



Hiring Sources — “here are a number of expedited and noncompetitive hiring authorities
available to hiring managers, including Office of Personnel Management shared registers.
Hiring mar :gers should discuss these authorities with the HR professional responsible
for conduct ng the recruitment action to ascertain which authorities would produce the
best set of ¢ andidates for selection consideration. The Priority Placement program is also
a good sour se of noncompetitive candidates.

Impact — Use of noncompetitive hiring authorities that don’t require an announcement or
candidate - nking, such as those for severely disabled, certain military spouses, 30% or
more disab 2d veterans, and students, reduces time to fill and provides a more diverse
candidate prol. Use of a direct or noncompetitive authority reduces the hiring cycle, on
average, by at least seven (7) days by eliminating the time it takes to rate and rank
candidates.

Job Opportunity Announcements — The Department has established standard job opportunity
announcem ants (JOAs) for twenty five of its mission critical occupations. These JOAs
are streaml ned, user-friendly and designed to attract the right applicants. Research also
shows, on : verage, a candidate applies for a position within eight days of its first being
posted. Unless it’s a unique, hard to fill position, or subject to a bargaining agreement,
JOAs shou d be closed within ten days of posting.

Impact — Using an already created JOA can reduce, on average, up to five days in the
recruitmen process. Limiting job postings to no more than ten days can also improve
hiring time rames.

Interview Schedu les — Interviewing and selecting the best person for a vacancy is a key
manageme:t responsibility. To ensure the best candidate doesn’t get away, managers
should plar. and schedule, in advance, the time for resume review, interview and
selection. _vlaking selection decisions must be a top management priority.

Impact — On average it is taking managers 23 days to make selections. Advanced
planning cculd reduce this time to approximately 15 days, reducing the end-to-end
recruitmen: cycle time by eight days.

Tentative Job Of ers — Model employers don’t let high quality candidates languish. Once a
selection is made, the deal should be sealed by immediately making the tentative job
offer. In sime cases, it is taking fourteen to sixteen days to extend the tentative job offer
(average th roughout the Department is eight days). Not only does that increase the time
to fill the jo-b, but it expands the possibility of a competing employer stealing the selectee.

Impact - M faking the tentative job offer within three business days of selection will
reduce end to-end timeframes by five days, and will ensure potential selectees, in whom
much time has been invested, are not lost to other employers.

Tracking — Repo: ¢ cards that track progress against stated hiring timeliness goals are issued by
the DUSD CPP on a quarterly basis. Command leadership, HR Directors, Service
Secretaries and Defense Agency Heads should monitor timeliness goal progress and take
actions, as necessary to meet stated goals.



Impact - N onitoring progress will show senior level commitment to hiring reform goals
and will er: ure success.

Accountability - fanagers, HR professionals and security personnel involved with hiring are
responsible and accountable for improving the quality and timeliness of the hiring
process. W ith the start of the new performance cycle, every hiring official and HR
professionz| must have a performance objective that holds them accountable for the
timely proc sssing of recruitment actions. What gets measured gets done!

Impact — 7 1e Department’s success in hiring reform depends on the active involvement
of all stake iolders. Establishment of, and assessment against, a hiring performance
objective will ensure the commitment of stakeholders in achieving this Departmental
goal.

Feedbacl — Hiring managers must complete the Chief Human Capital Officer Hiring Manager
Satisfactior. Survey, upon making a decision on a selection certificate. Every effort must
be made to ensure the survey is completed for each selection/non-selection decision.

Impact — F zedback obtained from the Chief Human Capital Officer Hiring Manager
Satisfactior: Survey provides valuable information to the HR community regarding the
quality of candidates referred on selection certificates and the extent to which hiring
reforms are making a difference.

Attachment (2)



*FIELD INSTALLATION PRACTICES

Planning — Advanc:d recruitment planning results in a more effective hiring timeline and referral
of better car didates. It also enables hiring managers to look holistically across their
departments to ensure their organizations are structured efficiently and appropriately to
meet currer:- and future mission requirements. Every effort should be made to identify the
numbers an | types of positions for which recruitments might be initiated in the coming
year, and er suring that the needed information is readily available for the recruitment
action, e.g., a classified position description. valid assessment criteria and streamlined job
opportunity announcements.

Impact — A ivanced planning obviates the need to compile recruitment information when
an organiza ion may be in a crisis mode, needing to get the job filled quickly, and enables
more delibe -ate thought regarding the type of candidates needed to best meet

organizatior al needs. [t will also shave days off the recruitment timeline.

Process Assessmen: — Many organizations have cumbersome processes in place for review and
authorizatic n of recruitment actions before the action ever reaches the Human Resources
(HR) office These processes add to recruitment timelines and unnecessarily delay the
recruitment action. Cases have been cited where the recruitment action has taken 21 to
30 days solely for internal processing. Analyses of the internal routing of recruitment
actions shor:1d be conducted and, where unnecessary steps or lengthy delays are
uncovered, >fforts taken to address them.

Impact — The Department’s goal is to have candidates on-board within 80 days of the
‘nitiation of the recruitment action. That goal cannot be reached if it is taking 30 days to
get the acticn to the HR office. A streamlined, internal routing process that is no more
than 5 busitess days would eliminate, in some cases, 25 days from the hiring process.

Classification — Su servisors and managers should only request a new position description (PD)
and classifi-ation action when absolutely necessary. Existing classified PDs from within
the parent ¢ ommand or those available from the Air Force and/or Army PD Library
should first be explored before a new PD is requested. To the extent feasible, PDs for
like positio s within and across organizations should be standardized.

Impact — Ga average, it takes 30 days to develop and classify a new position description.
Use of exis ing PDs will reduce this time to approximately seven (7) days, saving twenty-
three (23) ¢ays in the recruitment cycle.

Assessment Skills ~ Hiring managers should work directly with the HR professional responsible
for their rec ruitment actions. Working together they can quickly identify the assessment
criteria that will produce the best qualified candidates.

Impact — Cirect contact reduces the time and inefficiencies that accompany the layered
communic: fions currently in place in many organizations.



Hiring Sources - There are a number of expedited and noncompetitive hiring authorities
available 1) hiring managers, including Office of Personnel Management shared registers.
Hiring ma 1agers should discuss these authorities with the HR professionz! responsible
for condus ting the recruitment action to ascertain which authorities would produce the
best set of candidates for selection consideration. The Priority Placement program is also
a good sotrce of noncompetitive candidates.

Impact — Jse of noncompetitive hiring authorities that don’t require an announcement or
candidate -anking, such as those for severely disabled, certain military spouses, 30% or
more disa sled veterans, and students, reduces time to fill and provides a more diverse
candidate s00l. Use of a direct or noncompetitive authority reduces the hiring cycle, on
average, b v at least seven (7) days by eliminating the time it takes to rate and rank
candidate: .

Job Opportunit: Announcements — The Department has established standard job opportunity
announcertents (JOAs) for twenty five of its mission critical occupations. These JOAS
are strearr lined, user-friendly and designed to attract the right applicants. Research also
shows, on average, a candidate applies for a position within eight days of its first being
posted. Ualess it’s a unique, hard to fill position, or subject to a bargaining agreemert,
JOAs shoild be closed within ten days of posting.

Impact - Jsing an already created JOA can reduce, on average, up to five days in the
recruitmer t process. Limiting job postings to no more than ten days can also improve
hiring tim :frames.

Interview Sched iles — Interviewing and selecting the best person for a vacancy is a key
managem: nt responsibility. To ensure the best candidate doesn’t get away, managers
should plzn and schedule, in advance, the time for resume review, interview and
selection. Making selection decisions must be a top management priority.

Impact — On average it is taking managers 23 days to make selections. Advanced
planning ¢ ould reduce this time to approximately 15 days, reducing the end-to-end
recruitme: it cycle time by eight days.

Tentative Job O fers — Model employers don’t let high quality candidates languish. Once a
selection -3 made, the deal should be sealed by immediately making the tentative job
offer. In <ome cases, it is taking fourteen to sixteen days to extend the tentative job offer
(average t woughout the Department is eight days). Not only does that increase the time
10 fill the -ob, but it expands the possibility of a competing employer stealing the selectee.

Impact — Vlaking the tentative job offer within three business days of selection will
reduce en -to-end timeframes by five days, and will ensure potential selectees, in whom
much tim:: has been invested, are not lost to other employers.

Tracking — Repe rt cards that track progress against stated hiring timeliness goals are issued by
the DUSL CPP on a quarterly basis. Command leadership, HR Directors, Service
Secretarie ; and Defense Agency Heads should monitor timeliness goal progress and take
actions, a: necessary to meet stated goals.



Impact — )\ ‘onitoring progress will show senior level commitrment to hiring reform goals
and will en ;ure success.

Accountability — M ‘anagers, 1[R professionals and security personnel involved with hiring are
responsible and accountable for improving the quality and timeliness of the hiring
process. W ith the start of the new performance cycle, every hiring official and HR
professionz | must have a performance objective that holds them accountable for the
timely proc sssing of recruitment actions. What gets measured gets done!

Impact — T 1 Department’s success in hiring reform depends on the active involvement
of all stake iolders. Establishment of, and assessment against, a hiring performance
objective will ensure the commitment of stakeholders in achieving this Departmental
goal.

Feedback — Hiring managers must complete the Chief Human Capital Officer Hiring Manager
Satisfactior Survey, upon making a decision on a selection certificate. Every effort must
be made to =nsure the survey is completed for each selection/non-selection decision.

Impact - F :edback obtained from the Chief Human Capital Officer Hiring Manager
Satisfactior Survey provides valuable information to the HR community regarding the

quality of ¢ andidates referred on selection certificates and the extent to which hiring
reforms are making a difference.

*Implementation ¢f the above practices is contingent upon meeting labor obligations.
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