I. Knowledge and Skills

A. Barbara Boyd, Director of Workforce Planning and Analysis at CMS

B. Worked for HHS in various parts for almost 29 years

C. Knowledge and Skills that are required for her job and some specific knowledge and skills that she has that people have asked her about and how to develop and how to foster them in other people.

1. When Barbara leaves CMS/HHS one of the things that she will be walking out the door with is a knowledge of the entire Department

a) How it works

b) How it fits together

2. The ability to put things together is something that people have asked Barbara about.  They want to know how she does it.

a) She is not sure how she does it.

b) It is basically an ability to think more systemically than a lot of people do, more systems thinking.

c) It is something people can learn.

d) It takes some time and it takes some effort.

e) Even people who do it naturally don’t always do it all the time.

f) It is not that everything that she does falls into some big pattern or some big system

g) In order to learn how to do it people need to take the time and think about things like what is this related to or what do I know that’s similar to this

h) If people actually take the time to do that maybe jot some thins down, draw some little diagrams of how they might think things relate, people can learn to do it.

i) It also helps if you are working on a project to lay the whole thing out and think of what are the forces that impact this from the outside, from the inside.  Not just what am I working on now but where will this go, who will use this next, and what happens to it after they use it, and what is the actual end point?

j) Frequently, when we are working on projects people tend to only focus on the part that they are doing right now.

k) It does take time and it does take some effort but Barbara does think it’s something that people can learn if they want to put the time and effort into it.

D. Barbara was also asked about knowledge and skills that she has used being a mentor and what lessons she has learned being a mentor.

1. Her style of mentoring is really to show people the possibilities and then let them make the decisions that they think are best for them.

2. Some people mentor by telling people what they really ought to do but Barbara tends to find out what it is they are interested in.

a) What it is their goals are, and then help them think through, 

(1) Well, what are the things I could do? 

(2) What are the pros and cons to those various things?

(3) What makes sense for me right now, or what are the stages of getting there?

b) One of the things Barbara has learned in mentoring is people want things to happen tomorrow or today or yesterday but sometimes you need to think about your career in a much longer timeframe.

E. One of the things Barbara did early in her career is take a downgrade, a voluntary downgrade, to get into a management intern program that promised a lot more upward mobility than the job she was in at the time.

1. You can’t always think about moving up or getting what you want immediately.

2. Sometimes you have to think about are there other paths to get there rather than just up or directly to a new position.

F. In terms of  growing staff Barbara tends to do the same thing with staff that she does with people that she mentors.

1. She is not terribly directive.

a) She tends to help people think about 

(1) What are the possibilities for doing things differently?

(2) For changing the way things are done?

(3) For improving things 

b) Helping them think through 

(1) What would be the consequences of all of those?

(2) Then which direction should we be taking?

2. She likes to allow people to do things more or less on their own once a direction has been set.

3. She tends to like to set a direction

a) This is where we want to go.

b) This is what we want this program to accomplish. Hopefully, not nit pick every single thing they do everyday

4. She may not be the best person to ask about that.  Maybe you should be asking staff about how she does that

G. The skills and abilities that are needed for her current position, one of the main knowledge and skills or abilities is resilience and related to that persistence.

1. Workforce planning is something that is new to the agency.

2. It is something that the agency has been somewhat resistant about embracing other than verbally.

3. In terms of actually moving forward with it in a consistent and enthusiastic way, she would say there has been significant resistance across the agency.

4. It takes that ability to have a vision, to set a vision, and to continue to work toward it no mater what happens, to pursue it.

5. Now it will be coming to a point, hopefully, where there will actually be a workforce planning system in place and the data will be in the system and then it will take a different set of skills.

a) Maintaining the system

b) Getting people to use it will take a lot of communication skills, 

(1) A lot of creativity in how you market to people

(2) How you present the system so that people can use it and will use it.

c) There are going to be some policy decisions that need to be made.

(1) How often does it get updated?

(2) Who does it?

(3) Some other skills

(4) These may not all be in one person.

H. Another skill that the agency will need to either hire or buy in some form is probably the knowledge of an industrial psychologist, IOPsych.

1. Industrial or organizational psychology person because the knowledge and skills will need to be refined over time.

2. The work roles will need to be defined over time.

3. That’s something that either an IO Psychologist or somebody with a lot of organizational behavior background and experience would need to be involved.

I. Some of the other skills that it takes, and some of these Barbara is not sure she had, the ability to really go out and meet senior leadership and get them enthusiastic about the project and about the process and help them see the utility of doing workforce planning.  This is something that was important and is going to continue to be important.

1. There is no point in having a workforce planning system in process if no one actually uses it so it is going to take that ongoing communication and outreach effort.

2. The hard thing about pursuing that is it’s both an educational effort

3. You are trying to get something done and sometimes it’s a struggle to balance how much do you spend education and helping people see the possibilities in the system versus actually working on the project itself and getting the work done.

4. It has taken a lot longer than we anticipated and that has caused some people some concern but if you don’t do it right, if you don’t get good data to have in the system, then it’s probably not worth having the system.

5. Bad data isn’t of any use so just having data for the sake of having data isn’t the point.

J. The strategic thinking issue

1. What does Barbara look for in relationship to that when she assembles teams?

a) When Barbara puts together a team or a staff, she really looks for diversity and she means that in terms of 

(1) How people think

(2) How they operate

(3) Their Myers-Briggs types

b) Because she doesn’t think if you have people who are just like you it may be a comfortable work environment but it’s not the most productive work environment.

c) When we put together the workforce planning team, we were looking for people with a variety of skills

(1) We were looking for communication skills.

(2) We were looking for some enthusiasm and basic knowledge about technology.

(3) We were looking for people with analytical skills

(4) We didn’t necessarily think we would find everything in each person.

(5) We were able to put together a team that was pretty much balanced in terms of people who were interested in the analytical part of it

(6) People who were interested in the marketing and communication piece of it

(7) People who were interested in the people, 

(a) What it is going to do for people, 

(b) How are they going to react to the system

(8) We had people who were interested from a more technological aspect

(9) That made a very balanced team

(10) The one thing we didn’t have, we didn’t have a very strong extrovert, who was really excited about going out and meeting people and selling face to face.

(11) We did a lot of marketing to groups via e-mail but not as much as we probably should have been with the meeting and greeting and talking to people individually.

(12) If we had done a little more of that, we might have had a little bit better support from senior leadership.

K. Last thing in this segment – Some non-standard knowledge and skills and Barbara does not know if she would call it non-standard.  Maybe it’s having 29 years of experience and having worked in almost every part of HHS but she does think that people could make the effort to learn more about the Department.  Learn more even about the agency.

1. There are so many people who don’t know about CMS other than their small part of it.

2. That is part of the whole systems thinking process.

3. If you don’t know the whole agency and the people it interacts with and the various parts of HHS that CMS interacts with then it’s hard to think in a systems way.

4. People could do a little more and one of the things Barbara thinks she is taking with her is her knowledge of HHS and how it interacts and the programs and how various programs link together.

5. With the internet it is a whole lot easier to learn that now then it wa in the past.

6. It does take time and effort.

a) Barbara is not sure she is walking out the door with any skills that other people can’t develop but people need to make that effort to do that.

Key contacts and liaisons

L. Barbara’s contacts at HHS and throughout the Department, unfortunately, many of them have left or are in the process of leaving the agency about the same time she is.

M. In terms of workforce planning, the Department liaison is Dave Dunlap and Barbara is assuming that under one HHS he will continue to be that contact.

N. It is a little bit hard to talk about who the contacts will be because with all the changes and the consolidation, it’s a little unclear who will be in what sorts of positions but Dave has been playing that role in the past.

O. In terms of dealing with the Department over the years. That’s an interesting question because for 20 years Barbara was in the Department so it was a matter of dealing with the OPDIVs.

P. One of the important things in dealing between relationships whichever way it goes whether you are in the Department dealing with the OPDIVs or whether you are in an OPDIV dealing with the Department.  The important thing is to be fairly straightforward with each other.

Q. Barbara knows there’s a lot of time some tension or things that an OPDIV may not want the Department to know or the Department isn’t ready to share with the OPDIVs but your credibility goes up a long way if you can be open and honest with the other people you are dealing with as possible.  Barbara has always found that useful.

R. Another thing she has found very helpful is being reliable.  

1. If somebody calls you, call them back.

2. It doesn’t have to be instantaneously but don’t promise that you’ll call them and then not call them at all.

3. It is important to maintain the OPDIV/Department relationships the same way you would actually foster any other kind of relationship.

4. Those two things are things that she has tried to do with all of her relationships.

a) To be reliable

b) To be as straightforward as possible with people

c) If you can’t be straightforward with them maybe be straightforward about telling them you can’t tell them something rather than beating around the bush.

S. There are a lot of internal politics in the Department and in OPDIVs.  Barbara tends to not want to play those.  She does not know whether that has been good for her career or not but it does help in the interpersonal relationship area.

T. The biggest advocate and who was her champion?

1. It’s a little hard to say because she has had a variety of champions and advocates over time.

2. In terms of the workforce planning program actually Janice Siebert was one of her biggest advocates and most of her contacts and most of the people who have been supportive of her over the years have left the agency.  Ellen Gonchenauer has also been supportive and she’s going to be leaving the agency.

3. As this generation of people leave the organization then people are going to have to find new champions and that is why it is important for people to be out talking to people and sharing what they are doing.

U. In terms of resources and books and manuals workforce planning in particular hasn’t had any real guidelines.

1. The Office of Personnel Management has a workforce planning website.

2. The Department had issued a guidance on workforce planning but hose two things actually came out before the current emphasis on the President’s Management Agenda.

3. While I think they are still probably really good for workforce planning they may or may not be the right road map for what people are doing in the near term with workforce planning.

4. For the long term that those are probably still the right direction because it’s still pretty basic fundamental workforce planning

a) Knowing what you need now and in the future, 

b) Knowing what you have in the workforce

c) Looking at the gap between those two

d) Setting forth a plan for how you close that gap so that you have what you need when you need it.

V. In terms of literature, listservs, resources.  How does she keep up to date?

1. She tends to get her information from a lot of different sources.

2. She subscribes to the Government Executive.gov listserv daily

3. She gets GAO reports daily

4. It doesn’t take very long to look through the GAO reports to know that there is nothing there that has to do with either CMS or Human Capital Management but Barbara has found that very useful, a way to keep up with what’s going on

5. She subscribes periodically to various daily updates from either the New York Times or the Washington Post, things like that she doesn’t really have time to read the whole paper but it is very useful to be able to skim through the headlines and read the stories that might be important.

W. Associations 

1. She has found ASTD, American Society of Training and Development to be useful, not for workforce planning necessarily but for other training and development related.

2. She was also active in the American Society for Public Administration.

3. One of the things she found most useful and she knows that this is not everybody is going to do this but when she was working on a doctorate she found it very useful to make a real effort to take what she learned in her classes and in her course work and apply it on the job.  That made a big difference in how she did what she did, how she understood what she was trying to do and taking that theory that you might learn in an academic setting and translating that into things that work or at least trying to make them work in the real world.  That has made a big difference in the kinds of things that she brought to the programs that she managed over the years.

X. The importance of partnering and building liaisons.

1. It is very important.

2. She is not always sure she has done it as well as she could do it but again seeing anybody you meet as somebody that can potentially contribute to what you are doing and staying in touch even if its not all the time.

3. She is not very good about networking all the time but she does know where most of the people she has had relationships with over her career, where they are, what they are doing and periodically have had contacts with them.

4. It is a really important piece of being effective in your career and probably goes back to where this section started in terms of building those good solid relationships that even if you don’t have contacts with people day to day, that you can call on them when you need them and they can do the same.

Strategic Human Capital

Y. One of the things people have asked Barbara about over the past couple of years since she has been working on workforce planning is What does CMS need?  What will it need in the future?

1. One of the things CMS needs to pay more attention to is management.

2. That is not her personal opinion.  That is based on various studies.

a) GAO reports

b) Employee surveys

c) Interviews with top managers

3. A lot of the leadership in CMS realizes that the agency spends a lot of time on policy and program.  It is after all, a policy and program organization but a lot of people realize there needs to be a little more focused on the management side of things.

4. How to get there is a whole other issue.

5. We are a very visible and highly followed organization and that makes it hard to step back and put more effort into the management piece.

6. We have been trying to do that with the leadership and management development strategy that the agency has developed where we are using leadership and management competencies to select managers below the SES level

a) To assess them

b) To develop them

c) Hopefully, over time people who have been exposed to more management development and selected, perhaps, more for their management skills than for their technical skills will begin to make a difference in the agency.

d) It is very difficult in any government agency to make that kind of change on a consistent basis

e) The top leadership is always going to be changing and various administrators and deputy administrators will put more focus on management than others.

f) While you can develop a career cadre of people who focus on management, the consistency of doing that over time is a little bit difficult in an agency that is as visible as this one is.

7. In terms of future direction in human capital

a) As health care technology and as medical technology changes, we are going to need more clinicians and that is something that we have been working on hiring.

(1) Based on the knowledge and skills that we have found are required for most of the work roles in CMS that there is an awful lot of positions that still require your kind of basic good communication skills or on written analytical skills, complex problem solving, negotiation, persuasion.  What we have found is that looking at the top 20 skills that are required for every work role in the agency an awful lot of those are the same from role to role. 

(2) How you apply them might be different and the program knowledge that is required might be different but the basic skills are the same.

(3) One of the things we tend to do, and we are not alone in this, but one of the things CMS tends to do  is hire people for program knowledge and then fret when they don’t have the basic skills that they need.

(4) Maybe we should think about hiring people for their basic skills and helping them develop quickly or learn quickly the program knowledge that they need.

(5) Barbara is not sure you can do all one or all the other is the right way to go but we need to be thinking a little bit more sometimes about 

(a) What are the basic skills that people bring?

(b) What are we hiring them for?

(c) Maybe knowledge of Medicare and Medicaid isn’t as important as somebody’s ability to think systemically or somebody’s ability to negotiate.

(d) That is appropriate for the role that they are going to be in.

(e) We need to focus a little bit more on what we are hiring for and what we develop people for

(f) Of course, to develop them you then have to have the mechanisms to help them learn

(g) And we hire people and throw them to the wolves so to speak

(h) We don’t spend as much time as we need training them and developing them.

(i) We sort of expect them to learn as they go and that’s certainly not the most effective way to learn some of the program material.

Z. In terms of advice for someone just starting in CMS Barbara would tell them to learn as much as they can about the agency.

1. They don’t have to know the details of what everyone else does

2. They need to know enough that they can see beyond what they do in their job.

3. People who are in administrative sort of areas or non-programmatic areas need to understand enough about what CMS does and its programs and how it operates so they know the impact of what they do.

a) People who are in program areas, often people who deal with Medicare don’t necessarily understand Medicaid and vice versa.

AA. In terms of starting your career

1. Use the time you have initially, perhaps, when you are not quite as busy as you may be later to look at the resources on the internet or on the CMS net.

2. Just by looking at the resources that are out there you can learn an awful lot about Medicare and Medicaid and learn who does what.

3. Learn who handles human resources.

4. Learn who handles budget because the more you know about the agency and what it does, the better you are going to be able to do your job.

5. Don’t be so concerned about moving up immediately.

6. Most of our jobs are career ladder jobs and that is fine but in learning more about the organization and the agency they’ll see where opportunities might be.

7. Sometimes people think that they have to stay in the same area that they were hired into.  This would go for people in mid-career too.  Look for where are the new programs.  Where are things changing?

8. If you want to make a change in your career look for where the opportunities are.

9. If you’ve learned a lot about the agency, it’s easy to ferret out where those might be.

AB. If I were on a hiring panel to replace me, I would be looking for somebody that has enthusiasm for the project.  That may be the most important thing.

1. It also takes somebody who can integrate the various parts.  It’s sort of a complex process.

a) People need to be able to see how the technology relates to the people side of it because workforce planning is not building a system and having data in it.

b) Workforce planning is helping people realize how that can help them in the work that they do.

c) Helping individual employees see that they can use the data and information for career planning.

d) Helping managers realize that they can use it to manage on a day-to-day basis.

e) Helping executive officers and folks in some of the other administrative areas like  budget realize that they can use the data in ways to help them with the kind of work that they do.

f) It may get back to some of those basic skills you don’t necessarily, and it’s not necessarily easy to find and expert on workforce planning because not very many people are doing it.

g) It is fairly new to the government.

h) Even in the private sector not a lot of organizations do it

i) Barbara wouldn’t necessarily go look for somebody with a strong background in workforce planning

j) She would look for somebody 

(1) Who understands organization, 

(2) Who understands management,

(3) Who can at least tolerate the technical aspect of it 

(4) Who has that enthusiasm and persistence

(5) Who understands organizational resistance and some of the ways to overcome it.

Dealing with and Leading Change

AC. Over Barbara’s 29 years with HHS she has seen a lot of change in the Department.

1. The most obvious of which is when she first started working for the Department

a) It was the Department of Health, Education, and Welfare.

b) Over the years first Education broke off and we became HHS

c) Then about not quite 10 years ago Social Security Administration left and both of those things made significant changes in the organizations and in the Department.

2. For one thing it used to be over twice the size that it is now.

3. There were a lot more social programs.

4. What we’ve become now is basically a Department of Health.  

a) Health

b) Health insurance

c) With a little bit of social program added in the Administration on Aging and the Administration of Children and Families

(1) The primary social agencies 

(2) Neither one is very large

5. It has really changed the nature of the focus of the Department.

AD. The Department is much more focused on health now then it was 25-30 years ago.  That’s neither good or bad.  It’s just much more health oriented now. 

AE. Barbara has also seen a lot of change in the visibility.

1. HEW was in some ways more commonly acknowledged.

2. If you said you worked for HEW people knew what you meant.

3. Not everybody, still after over 20 years we’ve been HHS, Barbara is not sure people still recognize the acronym or the name and what the various parts of it are.

AF. There have been a lot of technological changes

1. When Barbara thinks back to when she started her career and secretaries were using carbon paper and white out.

2. When she started at Social Security we weren’t using calculators by hand.  It’s not that they weren’t available.  Barbara is not that old but they were not being used.

3. So there have been tremendous changes in how we do our work and the work that we do.

AG. There have also been a lot of changes in our awareness of the people we serve and the differences in the people we serve.

1. Thinking about translating our publications into Spanish and other languages is something that was very very new when Barbara started in the Department.

2. Now it is something that is hopefully, fairly routinely done.

AH. Barbara has seen the Department centralized.  She has seen it decentralized particularly the HR, Human Resources function.

1. Training and development have gone through various phases of centralization and decentralization and now we’re back to re-centralization.

2. Barbara is not sure there’s one that’s necessarily best.

3. It’s largely how people operate within those structures.

4. You can be very decentralized and still have a strong relationship with a central policy organization for example.

5. You can be very centralized but if people from the top don’t speak to people out in the actual servicing areas then it really doesn’t matter that you’re centralized.

6. It’s no different then being decentralized if you don’t get the communication, if you don’t get the guidance.

7. It’s a little hard to say which is better.

8. I’ve seen both work.  I’ve seen both work not very well.

9. A lot of it has to do with the people involved and how they interact and how much people are looking at actually serving the end customer; the people of the Department actually serves.

AI. Barbara does strongly believe that no matter what your job is in HHS that you are serving our ultimate customer, our beneficiaries or the grantees or the people who are the beneficiaries of the grantees even in the human resources function.

1. If you don’t hire the right people that has an impact on how people get served.

2. If you are in training and development and your training isn’t effective that has an effect on how the people who are being trained serve other people.

3. So, it’s all a piece of serving the end customer.

AJ. A lot of times these changes have brought a lot of resistance from people.

AK. Both internally and externally some of the programmatic changes that have been enacted have had to be rescinded.

1.  We went to catastrophic health care a number of years ago and that was so unpopular it got rescinded.

2. A lot of the management changes you see resisted internally.

3. One of the reasons is because we aren’t very open and we don’t communicate very well with people about what’s happening.

4. We tend to think we have to keep everything secret so this person doesn’t know it or it doesn’t get into the press or whatever and we don’t do a lot to help people understand why the changes are needed to give them a role in determining what the changes should look like.

AL. A number of years ago when the Office of the Assistant Secretary for Personnel was being abolished a lot of work was done on helping people deal with personal transitions the William Bridges model of transition and that helped people personally.

1. People who went to the workshops or people who were involved in it at least had an understanding of what was happening to them and why and what some of the personal coping mechanisms were that they could use to deal with.

2. Senior leadership often discounts the impact they their changes are going to have on people.

a) They’ll say, “Well, they only have to move to the next office.”  Or , “The only difference is their manager is going to change, the only difference is whatever.”

b) People have different value sets.

c) People have different things that are important to them so even if something that is being changed is very insignificant to the people who are changing it, it may not be insignificant to the people that it’s affecting.

d) It matters to people where they sit.

e) It matters to some people who their manager or supervisor is.

f) Sometimes you hear, “Well, everybody will have a job.”  It’s important to have a job but it’s important to an awful lot of people 

(1) To like what they do

(2) To like the people they work with and that sort of thing.

g) Senior leadership needs to pay more attention to the people aspect of change.

h) We sometimes put something down on paper.  Say we are going to implement it on a certain date.  That date comes and we declare victory and assume it’s over.

i) Barbara thinks CMS experienced that in 1997 when the upfront part of the reorganization, the HOT Team, effort was fairly well done.

(1) People were communicated with.

(2) There was a lot of information out about what was being planned and where things were going.

(3) Yet once the implementation took effect there wasn’t much done in terms of a follow-up to make the necessary culture changes and skill changes that were necessary.

AM. Since Barbara referenced the HOT Team, one of the things they did was look at a lot of different organizational models.

1. Barbara tends to use models to help her understand things

a) Graphs

b) Diagrams

c) That sort of thing

2. In terms of using those with senior leadership, sometimes it works and sometimes it doesn’t.

3. You sort of have to know the leader and a little bit about their style of data intake.

4. For Barbara it helps explain things and how things fit together.

5. For other people they find it very confusing.

6. So you have to use them judiciously.

7. You can’t use models for everybody and everything.

AN. In terms of pushing the envelope one of the things Barbara has struggled with in her career is sometimes being to far ahead of where people are.

1. If you have a vision of the way things could be and where you want to go and what your program ought to be about

2. If they are too far ahead of where people in the organization are, they are not going to have the impact or even have the acceptance that you would want them to have.

3. That is something Barbara has struggled with.

4. She periodically has to step back and say, “Well, what are some of the little steps we can take to get there without jumping right to the end product?”

AO. That ties into how do you maintain patience or how do you maintain focus when people are resisting?

1. She really has had this personal vision that someday she will be 85 years old and sitting in her rocking chair on her big Victorian porch someplace and someone will just wander by and say, “HHS has really changed because of some of the things you did there 20 years ago.”

2. If you have a longer end point in the end it helps.

3. Barbara gets frustrated day to day.

a) She’ll go home and say, “Oh, that was a silly thing that happened today.”

b) Or she is really frustrated or angry about something.

c) Usually by the next morning she says, “Well, we can fix that or we can ignore it and move forward.” 

d) She does think it helps to have some sort of long-term personal vision.

e) It doesn’t even have to be the organization’s vision, but long-term personal vision to keep you going.

AP. Dealing effectively with politicals and senior managers.  Barbara is not sure she has very good advice on that.

1. Sometimes she has done it well.

2. Other times she hasn’t.

3. She tends to try to be forthright and straight with people and frankly, that’s not always what senior management wants to hear.

4. You sort of have to gage how much honesty do they want to hear and how much of the facts do they want to hear or how much do they want to just maintain their own opinion.

5. Barbara once had a senior manager actually walk out of an interview she was doing when she pointed out some facts that he was not interested in.  He just got up and walked out and ended the interview.  So you sort of have to gage that.

6. Barbara also thinks that there are probably times, and this is a very personal decision, when people have to take a stand.

7. If you really believe in something and you really think it’s right, you don’t have to necessarily be blunt about it but you may have to make the decision.

a) I can live with this or I can’t live with this.

b) It if doesn’t go my way maybe I have to do something else.

c) Maybe it’s time to look elsewhere for another job.

d) Maybe it’s time to bring in someone else who understands the issues.

e) Or to go to a mentor for some assistance.

f) But Barbara does think that you have to be clear about what your principles are and how far you can be pushed and how much you can alter what’s being done or how you are trying to do things. And still stay true to what you see as the vision and your values.

g) That’s a real art.

h) Some people can do it better than others.

i) Barbara has tried to stay with her principles and kind of know when she can bend and know when she can’t bend.

AQ. In terms of dealing effectively with colleagues again, she thinks honesty is the best policy and trying to be helpful and useful and give them as much information as she has is how she has tried to deal with people.

Workforce Planning and the SES Candidate Program

AR. Two of the projects that Barbara has been actually fortunate enough to work on during her career at HHS are the HHS SES Candidate Development Program and the Workforce Planning Project at CMS>

AS. Barbara is going to talk about them briefly separately.

AT. The SES Candidate Program started as a result of the Civil Service Reform Act of 1978 which required all Federal Agencies to develop programs for the development of current Senior Executive Service members and also to develop programs to develop people for the Senior Executive Service.

1. The HHS program was developed by a group of senior executives from across the Department – At least one person from each operating division.

2.   We got them together in a task force.

3. They looked at and talked about things like 

a) What had helped them develop

b)  How had they learned their leadership and management skills over the years.

4. They looked at an analysis of the HHS workforce and where diversity sort of started and stopped in terms of series and grades across the Department.

5. Based on that came up with a number of operating principles for the program which actually lasted through the first three SES Candidate Programs.  These principles were

a) First of all, it should be a real program.

(1) It should not be something that people go through to get their tickets punched.

(2) That people should really develop and learn something

b) Another was that experience was more important than formal training in how they develop.  

(1) Actually, research has shown since then that that actually is true that leaders develop more from their experience than from their formal training.

(2) So, they tended to emphasize developmental assignments; task forces, details, that sort of thing.

c) Based on a recommendation from the Assistant Secretary we also developed a series of what we called core programs.

(1) They were quarterly

(2) They were generally residential offsite, three or four days

(3) Quarterly, that got all of the candidates from across the Department together.

(4) We had some outside speakers

(5) We had internal HHS leadership speakers

(6) People sometimes found that to be the most useful part of the program because it allowed them to network across the agency and establish relationships and networks and friendships that even today, 23 years after the first program began, people are still using those networks and those connections

d) The first program’s first participants were selected in 1980. There were 12 participants selected.

e) The second group was selected in 1983 and then the third group wasn’t selected for another 10 years in 1993.

6. The program started out with the idea of it being a flat two year program and one of the things we discovered very quickly was that people needed more flexibility than that so even during the first program the length of the program was changed to a flexible program between one and three years.

a) Some people found they could not get away from their current jobs to do their developmental assignments exactly when they needed to.

b) Other people got through their programs quickly and their OPDIV wanted to put them into an SES position so they needed to leave the program early.

c) But the task group and then later the board said that one year was the bare minimum to be in the program so no one left the program earlier than one year but people could take up to three years to complete the program.

7. Over the years roughly 50% of the people who were in the program ended up in SES positions but that’s a little misleading.  

a) Some of the people actually left the program before they graduated.  

b) Some of them left for executive level positions in the private sector or academia or in other public sector kinds of positions.  

8. So looking back at what people have done since they were selected to the program is actually quite an impressive list of position a number of people are executive directors or vice-presidents of professional associations.  The program has been successful.

9. The executive development board that I referenced was created because the Department did not have a Department-wide Executive Resources Board; 

a) OPM required SES Candidate Programs to be overseen by ERBs in the agencies.  

b) Since we did not have one we created one by taking people from each of the OPDIV ERBs and putting them on this Executive Development Board.

10. They actually felt the program was worthwhile if no one got into SES 

a) Based on the experience that people in the program had and their worth to the organization

b) Overall their ability to do their current job better

c) They felt as though it was worthwhile for the Department to do something like that even if nobody got into SES because people were much better employees in whatever position they were in.  

d) Some of the things that made that successful were

(1) A lot of support from the Assistant Secretary of Personnel Administration.  He was very supportive and very interested in the program.  Made himself available to participate in all of the core programs and really saw that as something that contributed to the future of the organization.  

(2) Having the Senior Executive Leadership in the form of the Executive Development Board also helped.  It meant that there was at least one person back in each agency who was a champion or a supporter for the program.  

(3) We did involve a lot of senior leaders in the core programs.  You cannot do a successful executive development program or SES Candidate Program without senior leadership support.  

(4) A lot of times it didn’t take Secretary level support.  Some Secretaries were supportive others were more laisefaire; didn’t really pay particular attention but there was only one period of time when the non-career leadership, the Secretary level leadership was not supportive of the program.  

(5) That always changes so senior leadership is important.  

e) The amount of effort that was put into HHS’s SES Candidate Program became widely known.  

(1) We did a lot of technical assistance with other agencies wanting to start their own program.

(2) Talked even to outside organizations. 

(3) Various states would call and ask for help in putting together something similar. 

11. So the senior leadership is important; the effort and the staffing was important.  Something else that was important we constantly evaluated and got feedback from the participants and we also evaluated the participants in the program.

a) We did interviews with their permanent managers talking about changes they had seen in their management and leadership styles.  

(1) What had improved,

(2)  What changes they had seen. 

(3)  We evaluated the program.  

(a)  We evaluated all of the core programs.  

(b) So we continually got input and feedback and adapted the program to the needs of the Department and to the needs of the participants and to the needs the senior executives ultimately, 

(c) the senior leadership of the Department were the real customers for that program because we were developing their successors and their future co-workers.

AU. The workforce planning project was in some ways similar although when we started the planning we didn’t have a lot of senior leadership support.  

1. We really started it because

a) It was the right thing to do and 

b) The Department had had a contract to look at the feasibility of doing workforce planning across HHS.  

2. Because of the work that HCFA at the time had done with the HOT Team analysis 

a) Looking at our functions and 

b) Where they were done and where they were going under the re-organization the contractors found that HCFA was most ready of all the OPDIVs in HHS to do Workforce Planning.  

3. We were fortunate enough to get some end of year funding that enabled us to do a pilot program of workforce planning and we did that in the Learning Resources Group and the Human Resources Management Group and learned a lot, 

a) Learned that if you don’t have an automated system to do it, it’s probably not worth doing. 

(1)  If you can’t keep it up to date,

(2) Iif you can’t collect the data electronically, it’s very, very difficult to maintain something like that and of course the minute you collect any of the data the next day it’s probably out of date so you do have to have that mechanism to update it.  

b) Some of the other things we learned from the pilot. 

(1)  That if you are going to use contractors and we did have to in CMS, we really didn’t have the internal resources but if you are going to use them it’s very important who they are

(a) You may need more than one contractor because building a process and a system is both an industrial organization psychological process.  

(b) It’s also a technology process.  

(c) You may not find all the skills you need in one contractor so you need more than one contractor.

c) We also learned that people will need much more support than you ever think they will.  That was also born out as we actually got into the process.

4. We found that people needed much more help with 

a) For example logging onto the internet or using their computers or understanding what it was that we were trying to get them to do and it’s an organizational change process so you need to communicate constantly and in all sorts of forms.  

b) You may think you told people something ten times but it really doesn’t sink in until it’s important directly to them.  We found that time and time again over the three years that we’ve been working on the current projects.

c) We’ve met with managers in groups probably four different times for four different purposes and each time we’ve briefed them on the whole process but you can go to an individual manager and unless it directly applies to them at the time they really haven’t retained or remembered or absorbed what you’ve told them.  

d) You really need to keep constantly communicating with people and you need to provide more support than you ever dreamed that you’re going to need.  

e) Barbara thinks it is one of those roles where you assume you’re going to have to provide x levels of support and you probably need to triple it before you get to the right amount.  

5. The things that have made the Workforce Planning project successful to the extent we have been successful.

a) It has been persistence on the part of the team. Barbara thinks it has been our willingness to communicate and to go out again and again to tell people again and again what we have done.  

b) We’ve been fairly creative in how we’ve tried to communicate.  

c) We kind of laugh about the coasters and the fortune cookies that we used as incentives but to some people it meant something and even if all it was, was something to laugh about it was a little bit different than some other projects.  

6. In terms of what we learned for CMS on workforce planning. 

a) We’re just really starting to get the results of analyzing what are the knowledge and skills required for the positions in CMS.  

b) That’s going to be some of the most useful information for people.  

c) It has a lot of implications for hiring.  It has implications for succession planning and getting that information out to managers and employees in some form is going to be one of the key steps for the future.  

7. What would we do differently?  

a) When we first started this project Nancy An Min de Pearle, who was the administrator at the time was very supportive of workforce planning but what she wanted immediately was information on the knowledge and skills in the workforce. 

(1) We didn’t have time to actually build the system to collect the data and we knew going in that that wasn’t the way to do it but we did it because that’s what she needed and

(2) It has in the long run caused us probably a number of problems.  For one thing we ended up having to collect knowledge and skills data on a lot more knowledge and skills that was reasonable and it’s pretty amazing that we actually got as many people to do the knowledge and skills inventory as we did.  

b) If  Barbara were to do it again and this gets back to how do you deal with political, how do you say, “no, we can’t do it that way.” and still meet their needs.  We thought we were doing that but as Barbara said, “It’s probably created some problems because we now have all of the data and we have no system to house it.  Doing it in the original manner where we were going to build the system and then use the system to collect the data would have been probably a more successful root to go.  That’s the main thing Barbara would do differently is go back to the original plan of building the system.

AV. Both of those projects; 

1. They were both start up projects and 

2. Having somebody who supports it at a high level was key to both of those and Barbara knows you can’t always get that but for some projects you just absolutely need it.

3. It’s been very noticeable since Nancy An left, the level of support has decreased tremendously across CMS for workforce planning.  You don’t necessarily need the top non career person but you need at least a couple of career people who are going to be staying with the agency to be supportive and enthusiastic about it. 

4. Whoever takes over or wherever this project goes when Barbara leaves.  That’s going to be something they are going to have to cultivate because a lot of the people who were involved in it who were supportive of it even the career people have left.  They are going to have to find new supporters and new champions for the project to continue to be successful

II. Inception of LRG

A. The Learning Resources Group was created as a result of the 1997 HCFA re-organization that resulted from an intensive study of the organization which was done by what was called the HOT team HOT stood for HCFA of Tomorrow.

B. The original intent was to put all of the learning activities whether they be internal for HCFA employees or external for providers, beneficiaries, state employees together in one organization but that became quite controversial and it would have been a very large and potentially unwieldly organization.

C. So, in the end the decision was made that it would focus primarily on internal development but the decision was also made to include the library and the production studio and satellite broadcasting as part of the organization.

D. Those of us who were playing a role in designing the internal structure of LRG actually recommended that the name be Learning Resources Group. The organization name that was on the original chart was Training and Career Development and not only did the addition of the studio and the library make that name not terribly appropriate but we were also concerned that we were not doing training.

E. We were really interested in helping people in the organization learn what they needed to learn and the whole concept of focusing around learning as opposed to training really helped tie in things like the library and the production studio and the satellite broadcasting system because they were mechanisms to help people in the organization learn what they needed to know to do their jobs.

F. The organizational intent was to integrate those three pieces so that they would be supportive of each other and so one of the first thins we did was start on a process of helping people look at the organization and the various pieces.

G. We had three divisions, Division of Career and Organizational Development, Division of Instructional Services, and what was the Division of Learning Facilities Services.

H. We gave presentations to each other on what they did and what they were about.

I. We also did an environmental scan.

1. We invited people from around the agency and also a few people from the Department to help us think through what were the forces that were going to be impacting the Learning Resources Group over the next several years.

2. We did a series of interviews with stakeholders in both the regions and headquarters offices on what they needed, what they expected, what they know about LRG, what they thought it should be doing.

3. We also spent several hours, not a whole day, internally talking about what we liked about the way things were operating, what we wanted to change, what was important to people in the organization.

4. From that a workgroup of managers and employees from LRG put together a mission and a vision and some operating principles for the Learning Resources Group.

J. To some extent it has evolved as its about to go away.

K. It was just beginning to meet its potential of having the various divisions start working together and being supportive of each other in a day to day fashion then they had been initially.

L. People came from very different places into LRG so it took a number of years actaully for people to see the interconnections and for people to start realizing the potential that it could have.

M. Having Learning Resources separatea from Human Resources has made a really significant difference and was one of the original intents was to pull the learning piece away from Human Resources because its training and related activities tended to get forgotten in the crisis of the latest hiring issue or the latest freeze or having to classify jobs or renegotiating a labor contract.

1. By pulling it out and making it a separate organization it did put a stronger focus on the organization on learning and training and development and organizational development activities.

N. We’ve been able to do a lot with that visibility

1. Having an annual learning plan for the agency is something that an awful lot of agencies do not do.

2. They put together what we call a training plan by surveying employees or managers on who needs what training.

3. But that’s different from what we’ve been trying to do in CMS with a learning plan.

4. Certainly, the budgeting process is unique 

5. Sometimes we’ve been more successful than others at getting increased money for learning and development activities and for the facilities to support it.

6. But overall the creation of LRG was a good thing for the agency.

7. It is beginning to meet its potential.

8. It is too bad that its basically going to be fading away with the studio, of course, going to public affairs and consolidation and all of that means with the HHS University 

9. So, it was a good thing as Martha would say.
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