Lesson 3—Staffing

Overview

Introduction 
This lesson explains staffing concepts and procedures.



Rationale

[image: image1.wmf]
The supervisor plays a major role in the staffing process, particularly in defining manpower requirements and interviewing and selecting candidates.  

Thorough knowledge of the staffing process is essential to good hiring decisions.  Otherwise one risks making a bad hiring decision, which may bring lasting negative consequences.



Objectives
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Identify at least three

· supervisory responsibilities for staffing.

· steps in external hiring process.

· steps in internal placement process.

Determine an effective course of action in at least two staffing situations.
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Stages

Introduction
This map briefly describes stages in the staffing process.



Stages
This table summarizes the stages in filling a vacant position.

Stage
Description

1
Determine staffing need:  

Supervisor consults CPAC or colleagues to determine a staffing strategy in this “pre-staffing” stage.

2
Select or prepare a Position Description (PD):  

Use classification tools described in Lesson 2.

· Existing PDs.

· PD Library.

· COREDOC.

3
Submit official personnel request:

Attach PD to an electronic (persaction) or hard-copy request 

(SF-52).  

The request specifies hire, promotion, reassignment, detail, or other action.  

4
Classify position:

CPOC reviews the personnel request and PD and classifies the position. 

Note:  This authority is delegated to some managers.

5
Initiate staffing process:

Based on the supervisor’s decision at Stage 1, CPOC initiates an external or internal staffing process, or both.

6
Select for hire:  

Based on the candidates obtained from CPOC

· supervisor makes a final selection.  

· CPAC offers position to selected candidate.

· CPOC processes the personnel action.

7
Start in-processing:  

CPAC arranges for 

· employee notification.

· security clearance.

· first-day orientation and processing.

· registration for benefits.

CPOC creates an official personnel folder (OPF).




HRM, ST 5002
3-2

Responsibilities

Introduction
This map describes typical staffing responsibilities of supervisors.  Local policies may define additional responsibilities.



Stages
This table lists several staffing responsibilities of supervisors:

Responsibility
Description

Requirements determination
Review

· filled and vacant positions.

· current and future workload.

· budget or manpower space constraints.

· unit “skill mix.”

Work planning and direction
Plan effective work flow in the unit, matching of employee skill levels with work requirements.  

Leverage human resources with technology and automation.

Position management
Correct employee misassignments.

Utilize effective job and organizational design.

Position classification
Select, edit, amend, or write PDs to reflect the requirements of filled and vacant positions.

Initiate personnel actions
Initiate personnel requests.

Examples:

· Hire.

· Detail.

· Reassignment.
· Promotion.

· Change-to-lower grade.

Candidate evaluation
Identify knowledge, skills, and abilities (KSAs) required.  Review applications or resumes.

May prepare for and conduct employment interviews.

Selection
Make best selection from available sources.

Employee counseling
Regularly provide subordinate employees career information, feedback, and advice.

New employee orientation
Orient new employees on the organization, including policies, standards of conduct, and performance expectations.

Status reporting
Use automated HR systems to track and report status of personnel actions.

Career Field/ Career Program

(CF/CP)
Serve as subject matter expert on career development needs:

· Registration.

· Professional development.

· Long-term training.

· Career referral.
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Terms

Introduction
This map defines key terms in the staffing process.

Term
Definition

Hire or recruit
Official request to fill a vacant position.

Noncompetitivedetail
Temporary assignment (with no higher level of pay) to either

· a set of duties (unestablished position), or

· an official position.

Note:  To meet short-term requirements a person may be given a “verbal detail.”  This requires no paperwork or further action.  

Check with CPAC to determine time limits that the local promotion plan and labor agreement may set.

Competitive detail
Details exceeding 120 days to a higher-grade position are filled through merit promotion (see your local merit promotion plan).

Competitive promotion
Candidates compete for selection through a structured process based on merit.

Reassignment
Permanent assignment to a different position in the same grade.  

Position could also be a different series or title.

Temporary promotion
Promotion limited to five years or less.  

If limited to 120 days or less, the promotion may be non-competitive.

Permanent promotion
Promotion with no time restriction.

KSA
Knowledge, skill, and ability.  Qualities needed to perform the duties of a position.  

KSAs derive from the PD, and selecting officials use them to evaluate applicants’ qualifications.

PERSACTION
Software used to submit a SF 52 request for personnel action (RPA) electronically.

CLG
Change-to-Lower-Grade after a time-limited promotion or at the employee’s request.

Area of consideration
A description of the geographical or organizational boundaries of a vacancy announcement and types of applicants eligible to apply.

Misassignment
Arises when assigned duties don’t match one’s PD.  This must be corrected!

Placement
Assignment to a position through various means.
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External Hiring Sources

Introduction
This map explains typical sources for external recruitment.



External sources
Supervisors may fill vacancies from either internal or external sources or both simultaneously.  Sources may include candidates not currently working for the government.  

This table describes external recruitment sources:

Source
Description

OPM Certificate
For a fee, Office of Personnel Management (OPM) provides a listing of candidates, usually from outside the federal government and who meet position qualifications.  

OPM accepts applications from the public, and rates, ranks, and furnishes them to the activity on a certificate.

Delegated Examining Unit (DEU)
OPM delegates examining authority (similar to that described above) to selected agencies and activities.  

DEU receives applications from the public.  After rating and ranking, DEU issues certificates to government activities within its region.

Excepted appointment




Certain appointments are made without following normal merit procedures.  These are excepted appointments.  

Examples:

· Veteran’s Readjustment Act (VRA) appointments.

· Student employment programs.

· Emergency appointments.

Appointments outside the register
Agencies may make certain temporary appointments by using competitive procedures that consider qualifications and Veteran’s preference.

Applicants apply directly to the agency, not OPM or DEU.
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Internal Placement Sources

Introduction
This map describes internal recruitment sources:

Source
Description

Displaced employee

[image: image3.wmf]
Some employees under separation notice or separated from the federal government through reduction in force (RIF) may be appointed.  

These include eligible people in the

· DoD Priority Placement Program—also known as the stopper list.

· Interagency Career Transition Assistance Plan (ICTAP).

Stopper list must be cleared before considering other recruitment sources.  You must consider displaced employees first.

Reemployment Priority List
List of surplus employees residing in the commuting area after a RIF.  

Re-promotion eligible
Employees downgraded through no fault of theirs are eligible for non-competitive re-promotion (not mandatory selection).

Reinstatement

[image: image4.wmf]
If a vacancy announcement includes reinstatement eligibles, they may be considered for

· a grade previously held.

· competitive appointment to a higher grade.

Career Program (CP)

[image: image5.wmf]
Certain occupations fall into career programs, which seek to fill their positions through a centralized referral process.  Only CP registrants may apply for these positions.

DA publishes eligibility lists for promotion or reassignment to vacant CP positions.  

Merit promotion




Local candidates compete for promotion or placement through the merit promotion plan.

The plan 

· establishes areas of consideration.

· advertises vacancies.

· rates and ranks applicants.  

Medical placement
Reassignment to a position redesigned to accommodate a person’s limitations.  Often referred to as “light duty.”
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Internal Placement and External Hiring Procedures

Introduction
This map describes procedures for internal placement and external hire.

Step
Supervisor Action

1
Contact CPAC and plan recruitment strategy.  Consider availability of

· internal candidates.

· external candidates.

· both categories of candidates.

Also consider possibility of redesigning the position to increase applicant pool.  Examples:

· Establish a bridge position.

· Create a trainee position.

· Develop an upward mobility plan.

2
Consider external recruitment sources.  

(Mandatory consideration for certain displaced employees.  See Step 5.)

3
Submit personnel request for hire:

· Attach PD or PDs (if a trainee job).

· Attach a note explaining strategy to CPOC staffing specialist.

4
Determine KSAs and special requirements of the vacant position.  

Note:  These should already be described in the PD.

5
Consider DoD Priority Placement candidates as required.

6
Depending on category, take the following action:



Internal Placement
External Hire




Review lists of competitive and non-competitive candidates provided, per the local merit promotion plan.  

Verify references and qualifications.
Review certificates of eligible candidates and application information.  

Verify references and qualifications.








7
Interview candidates, following guidelines for employment interviews.

8
Select the best candidate.

9
Notify CPOC of selection and coordinate in-processing.

Recruitment tip
Increase external hire applicants by

· visiting local colleges and universities.

· marketing the installation through professional organizations.

· assisting CPOC or CPAC in job fairs.

· speaking to community groups.



HRM, ST 5002
3-7

Merit Principles

Introduction
This map lists merit principles that form the cornerstone of federal service.

Principle
Description

Inclusiveness

[image: image6.wmf]
Recruit from all segments of society.  

Select and advance on basis of ability, knowledge, and skills.  

Provide fair and open competition.

Fairness
Treat people fairly without regard to

[image: image7.wmf]
· politics.

· race.

· color.

· religion.

· national origin.
· sex.

· marital status.

· age.

· handicapping condition.

· sexual orientation.

Equity

[image: image8.wmf]
Provide equal pay for equal work.

Standards

[image: image9.wmf]
Hold high standards of

· integrity.

· conduct.

· concern for the public interest.

Efficiency & effectiveness

[image: image10.wmf]
Use the workforce efficiently and effectively.

Retain employees who perform well.

Remedy inadequate work performance.

Separate those who can’t or won’t meet standards.

Training

[image: image11.wmf]
Provide education or training to improve individual or organizational performance.

Protection

[image: image12.wmf]
Protect employees from

· arbitrary action.

· personal favoritism.

· political coercion.

· reprisal for lawful disclosures of information.

Prohibition
[image: image13.wmf]
Prohibit employees from interfering with the election process.
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Prohibited Practices

Introduction
This map lists practices prohibited by law (5 USC, 5 CFR).



Prohibitions
This table lists prohibited personnel practices.  Supervisors who engage in these practices are subject to mandatory disciplinary action.

Practice
Description

Discrimination
Discrimination against any employee or applicant.

Discrimination based on non-performance related conduct.

Solicitation
Soliciting or considering any employment recommendation on a person unless it is an evaluation of


· performance.

· ability.

· aptitude.

· general qualifications.
· character.

· loyalty.

· suitability.

Deception
Willfully deceiving an individual or obstructing one’s right to compete for Federal employment.

Influence
Influencing any applicant to withdraw from competition.

Preferences
Granting preferential treatment or advantage to job applicant or employee.

Relatives
Appointing, employing, promoting, or advancing relatives in one’s agency.

Reprisal
Taking a personnel action as a reprisal against one who 

· exercises appeal rights.

· refuses to engage in political activity.

· “blows the whistle” on management.

Coercion
Coercing the political activity of any person.

Merit principles
Violating any of the merit principles.
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Employment Interviews

Introduction
This map describes how to conduct effective employment interviews.



Guidelines




Use interviews to verify existing information or gather new information.  They’re not required, if you have adequate information about the candidates.  Also check your labor agreement and merit promotion plan.  

If unsure about the pertinence of interview questions, contact CPAC or EEO rep.



Tips
To conduct an effective employment interview, follow these tips:

Tip
Description

1
Avoid pitfalls like:

· administering a performance test.
· asking about the employee’s personal life or appearance.
· asking about union activities or membership.
· asking “trick” questions.
· being argumentative, rude, sexist, or discriminatory.
· leading the candidate to believe he was selected.
· divulging confidential information.
· asking about child care arrangements or “commitment.”

2
Review candidate’s application before the interview to identify possible gaps, inconsistencies, or areas for clarification.

3
Arrange an interview location free of distractions.

4
Be businesslike; polite and pleasant but not too solicitous.

5
Set the candidate at ease before getting to the heart of the interview.

6
Use short, clear questions.  Be practical rather than theoretical.

7
Use active listening skills.

8
Allow each candidate about the same amount of interview time.

9
Stick to interview questions or checklist and keep notes.

10
Don’t make any employment commitments.

11
Encourage questions about the organization.  Consider providing all candidates an organizational tour or briefing.

12
Tell applicants when you’ll make a decision and who will contact them.




Impressions




Review interview results in total context.

Most jobs require more than just verbal or social skills.
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Tips for Assisting Employees

Introduction
This map provides some tips for assisting employees in utilizing the local staffing process.

Tip
Supervisory Task

Publicizing
[image: image14.wmf]Announcements


Post vacancy announcements on a bulletin board.  Include 

· local announcements.

· announcements from other Army or federal agencies.
Maintain a supply of required forms.

Also arrange access to automated application software.

Informing




Make available local staffing and selection regulations and your merit promotion plan.  

If possible, arrange CPAC briefings on resume preparation and merit promotion process.

Anticipating
[image: image15.wmf]
Tell people about upcoming announcements in your organization.

Be sure to inform those on leave or TDY of time-sensitive vacancy announcements.

Responding




Answer all questions completely and sincerely concerning

· staffing.

· promotion.

· placement procedures.

Appraising
[image: image16.wmf]
Provide employees timely and accurate performance appraisals.

Balancing
[image: image17.wmf]
Balance organizational needs with employee’s through

· proper cross-training.

· details.

· formal training.

· self-development opportunities.

Adding value
[image: image18.wmf]
Encourage people to maintain and enhance their value to the organization.  

Build a learning organization.

Recognizing



Help people satisfy growth needs through

· coaching.

· counseling.

· praising.




HRM, ST 5002
3-11

Lesson 3—End-of-Lesson Exercises

Instructions
Read the situations and questions and select the best answer.



1.
Which is a supervisory responsibility?

a.  Register new employee for benefits.

b.  Create an official personnel folder (OPF).

c.  Select candidate for hire.

d.  Classify the position.



2.
Use the Terms map on page 3-4 to answer question below.

Situation:  Carol, a GS-344-8, must go on extended sick leave (1 March to 31 May).  You plan to replace Carol with Anne, a GS-344-7.  Anne is not qualified or eligible for a temporary promotion.

What is the appropriate action?

a.  No action is necessary for a 90-day detail to a higher grade.

b.  Noncompetitive detail to the higher grade; submit PERSACTION request and PD.

c.  Competition is mandatory for details to a higher grade; announce a vacancy.

d.  Reclassify Anne’s position from GS-07 to GS-08. 



3.
Use the Terms map on page 3-4 to answer question below.

Situation: Susan, a GS-318-07, will replace Anne, a GS-344-07 (above), for about 28 days.   Susan is not qualified as a GS-344-07.  

What is the appropriate action?

a.  No action is required for a short “verbal detail” (but check your local merit promotion 


plan and labor agreement for exact time limits).

b.  All details require a PERSACTION request and PD.

c.  Competitive detail; you must announce a vacancy.

d.  Reclassify Susan’s position as a GS-344-07.



Continued on next page
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Lesson 3—End-of-Lesson Exercises, Continued

4.
When planning a staffing action, a supervisor

a.  must select only one recruitment source.

b.  may pursue more than one recruitment source simultaneously.

c.  must fill internally before recruiting externally.

d.  must fill externally before recruiting internally.



5.
Which is a mandatory requirement for supervisors in the selection process?

a.  Establish a bridge position.

b.  Create a trainee position.

c.  Consider eligible DoD Priority Placement candidates.

d.  Develop an upward mobility plan.



6.
Supervisors are responsible for

a.  rating and ranking all candidates, regardless of source.

b.  rating and ranking all internal candidates.

c.  using EEO goals as the basis for selection decisions.

d.  separating those who can’t or won’t meet standards.
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Lesson 3—Answer Key and Feedback
Instructions
Correct choices are highlighted.



1.
Which is a supervisory responsibility?

a.  Register new employee for benefits.

b.  Create an official personnel folder (OPF).

c.  Select candidate for hire.
d.  Classify the position.


(Page 3-2, Step 6—other choices refer to CPOC and CPAC responsibilities at Step 7.)



2.
Use the Terms map on page 3-4 to answer question below.

Situation:  Carol, a GS-344-8, must go on extended sick leave (1 March to 31 May).  You plan to replace Carol with Anne, a GS-344-7.  Anne is not qualified or eligible for a temporary promotion.

What is the appropriate action?

a.  No action is necessary for a 90-day detail to a higher grade.

b.  Noncompetitive detail to the higher grade; submit PERSACTION request and PD.

c.  Competition is mandatory for details to a higher grade; announce a vacancy.

d.  Reclassify Anne’s position from GS-07 to GS-08. 


(Page 3-4, Noncompetitive Detail)



3.
Use the Terms map on page 3-4 to answer question below.

Situation: Susan, a GS-318-07, will replace Anne, a GS-344-07 (above), for about 28 days.  Susan is not qualified as a GS-344-07.  

What is the appropriate action?

a.  No action is required for a short “verbal detail” (but check your local merit 


promotion plan and labor agreement for exact time limits).

b.  All details require a PERSACTION request and PD.

c.  Competitive detail; you must announce a vacancy.

d.  Reclassify Susan’s position as a GS-344-07.


(Page 3-4 Noncompetitive Detail)



Continued on next page
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Lesson 3—Answer Key and Feedback, Continued

4.
When planning a staffing action, a supervisor

a.  must select only one recruitment source.

b.  may pursue more than one recruitment source simultaneously.

c.  must fill internally before recruiting externally.

d.  must fill externally before recruiting internally.


(Page 3-5, External sources block)



5.
Which is a mandatory requirement for supervisors in the selection process?

a.  Establish a bridge position.

b.  Create a trainee position.

c.  Consider eligible DoD Priority Placement candidates.

d.  Develop an upward mobility plan.


(Page 3-7, Step 5—other choices at Step 1 are options but not mandatory.)



6.
Supervisors are responsible for

a.  rating and ranking all candidates, regardless of source.

b.  rating and ranking all internal candidates.

c.  using EEO goals as the basis for selection decisions.

d.  separating those who can’t or won’t meet standards.


(Page 3-8, Efficiency and Effectiveness)
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