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INTRODUCTION

According to the VA Workforce Planning and Succession Plan draft of June, 2002, 

“Like many other Federal agencies, VA is facing a major human capital crisis over the next several years as a result of the tremendous number of employees eligible to retire between now and 2005.  The potential for a massive wave of retirements, coupled with the inability to hire new employees to fill mission-critical positions on a timely basis at competitive salary levels, will severely impact and diminish VA’s capability to deliver service to veterans.”

The Plan identifies major areas of focus, including the need for an aggressive national recruitment and marketing campaign and the need for leadership development programs at all levels of the organization.  

To assist in the implementation of the Plan, the Office of Diversity Management and Equal Employment Opportunity (DM&EEO) has prepared A Guide to Conducting Workforce Analysis.  This Guide will:

· Illustrate the mechanics of workforce analysis and succession planning.
· Provide “how-to” instructions for incorporating diversity issues in workforce planning. 
· Show how targeted recruitment can use the anticipated vacancies to reduce underrepresentation and develop a pipeline of qualified women and minority candidates for higher grades. 

This is the third edition of this Guide.  Future editions are anticipated to keep up with a rapidly changing field.  Areas where change is expected include the following:

· There are currently 12 reports available in the diversity data system being developed by DM&EEO, and many more reports are expected in the next 2 years.  These new reports will expand the depth and precision of the analysis that can be done.

· The 2000 Census figures by occupation should be released in the next year.  Significantly higher proportions of women and minorities are expected in many occupations.

· The 2000 Census figures will use an updated diversity breakout, separately identifying Hispanic national origin, separating Native Hawaiian and other Pacific Islanders from the Asian American category, and allowing selection of more than one race.

DM&EEO is available to assist in conducting workforce analyses and identifying potential barriers to achieving a diverse workforce.  Diversity data will be provided on our Web site as well:
http://www.va.gov/dmeeo.
For more information or assistance, please contact the Office of Diversity Management and EEO (06), 810 Vermont Avenue, NW, Room 280, Washington, DC, 20420, or call (202) 273-5888.  

BACKGROUND


OVERVIEW OF THE PROCESS

Workforce planning is defined in the VA Workforce and Succession Plan draft as follows:

“Workforce planning is the continuous management process of determining the kinds of employees and infrastructure required to accomplish the organization’s mission.  Workforce planning addresses not only the knowledge, skills, and abilities necessary for the successful accomplishment of strategic goals, but it also encompasses an examination of the resources that employees must have in order to do an effective job.  Such resources include funding, technology, management structures, information, work life programs, environment, rewards and incentives.  In short, workforce planning is an ongoing, deliberate, and systematic effort by organizations to produce desirable outcomes and foster stewardship through their employees.”

The Workforce Planning Model in this Plan has four main steps: 

1. Set strategic direction.

2. Plan for talent needs through scanning the environment and forecasting for the future.

3. Compare and analyze our current state with our future state to determine gaps between the two.

4. Develop strategies to move VA from the present to the future.

This DM&EEO Guide shows how to systematically accomplish Step 3.  The general approach is to determine current underrepresentation, forecast turnover, look for ways to expand the applicant pool, look at the leadership pipeline issues, add up the total needs, and identify the targeted recruitment that would meet those needs.  


WHY NOW?

The national birth rate was low during World War II.  The generation immediately following the war had such a high birth rate that it was called the Baby Boom, while the next generation had such a low birth rate it was called the Baby Bust.  The “Boomers” reached employment age in the 1970s when the Federal government was expanding, resulting in an unusually large number of employees from this age group.  About 10 years ago, there was an effort to shrink the government.  The rules of reduction in force (RIF) provided relatively strong protection to the generally older Boomers at the expense of the more recently hired employees, thereby increasing the proportionate representation of the Boomers.  The government retirement program was then changed to make it more portable, making it easier for newer employees to leave government service.  The economic boom of the 1990s made Federal service financially less attractive to entry-level employees.  This, coupled with the portable retirement package, combined to further reduce the number of younger government employees, thereby increasing the proportion of Boomers held in the workforce with the previous retirement plan.  The net impact of these unrelated forces was to concentrate the government workforce in an age range that is now approaching retirement eligibility.  The Baby Boom is about to become the Retirement Boom. 


WHY DIVERSITY?

VA currently has a diverse workforce.  Compared to the 17 cabinet-level agencies,
 VA has:

· The second largest representation of people with disabilities.

· The third largest representation of African Americans.

· The third largest representation of women.

· The fifth largest representation of Asian Americans.

· The sixth largest representation of Hispanics.

· The ninth largest representation of Native Americans.

Within this diversity, however, problems remain with underrepresentation in specific occupations, in higher grades and SES, and in recent trends in the hiring and separations of diverse and of disabled employees.  The Equal Employment Opportunity Commission (EEOC) requires agencies to conduct an annual analysis of the diversity issues in these trends.  The diversity issues are pressing because once the Baby Boom generation is replaced in the workforce, there will be fewer vacancies to work with for many years to come.

The severity of the concerns with the treatment of diverse employees is often not apparent to the majority employees.  The U.S. Merit Systems Protection Board (MSPB) publication, Fair and Equitable Treatment: A Progress Report on Minority Employment in the Federal Government (August 1996), reports that 55 percent of Blacks believe that members of their group were subject to flagrant or obvious discriminatory practices in the workplace; in contrast, only 4 percent of Whites had this view about discrimination against Blacks.  The MSPB also reported that 65 percent of Blacks in white-collar jobs indicated they felt that they had hit a roadblock in their careers compared to others at their grade level.  Additionally, 38 percent believed that race or national origin discrimination was a major factor in their nonselection for a recent promotion or new job. 

As an example of the differences in representation by grade, 79 percent of the Blacks in General Schedule (GS) jobs are in grades GS 1-8, compared to 53 percent of Whites.  Jobs at these grades typically have limited promotion potential.

Allegations of racial discrimination in employment, promotion, and training continue to abound throughout Federal departments and agencies.  Within VA alone, there are currently discrimination complaints from more than 1,000 employees.  Agencies are now financially responsible for paying any claims resulting from such complaints. 

Workforce planning with targeted recruitment offers an opportunity to eliminate underrepresentation and expand the recruitment pool, thereby allowing better selections.  Succession planning offers an opportunity to reduce concerns about promotion rates, a major source of EEO complaints.  And both efforts offer VA an opportunity to ensure that our workforce is keeping up with the Civilian Labor Force (CLF) of the new century.
ACRONYMS AND TERMS

Adarand 

A Supreme Court case [Adarand Constructors v. Pena (93-1841), 515 U.S. 200 (1995)] that summarized many related cases to establish general rules for comparing a workforce to the recruitment pool.

COIN PAID

The Computer Output Identification Number Personnel and Accounting Integrated Data system, the standard source for automated personnel data in VA.  Most reports are fixed for routine publication on a periodic basis, but Ad Hoc reports can be custom designed.

Diversity Breakout

A report format showing workforce data with individual counts for men and for women of each of the race and ethnicity groups (see below) identified by OMB. 

EEOC

The Equal Employment Opportunity Commission establishes rules for discrimination complaints and for affirmative employment programs for women and minorities in Management Directive (MD)-714, and for people with disabilities in MD-713.

Race and Ethnicity


The Office of Management and Budget in Directive 15 established categories of race and ethnicity for government use: White, Black or African American, Hispanic, Asian American and Pacific Islander, and American Indian and Alaska Native.  A truncated label has been used to fit space available on the tables in this Guide, but the entire label is implied.  The categories have been updated for the 2000 Census, but OPM and EEOC have not yet provided guidance for their use regarding Federal employees.

RCLF

Relevant Civilian Labor Force, all the people in America employed in or actively seeking work in a specific occupation (as opposed to the Total Census, which counts everyone in America; or to the Total Civilian Labor Force, which shows all workers; or the PATCO Civilian Labor Force, which breaks workers into large categories established by OPM, including Professional, Administrative, Technical, Clerical, Other, and Blue Collar or Wage Grade).  Currently the 1990 Census data is being used, as the 2000 data by occupation has not yet been published.

Targeted Disability

Those disabilities identified by EEOC in Management Directive-713 as targeted for extra recruitment effort within the government.  

VSSC

VISN Support Service Center, an intranet site maintained by the Veterans Health Administration for all of VA, provides numerous automated reports of personnel data.

CONDUCTING WORKFORCE ANALYSIS


STEP 1:
IDENTIFY A DATA SOURCE

With the growing emphasis on workforce and succession planning, several new sources of workforce data have recently become available.  The Office of Human Resource Management provides extensive data on the VA intranet at:


 http://vaww.webdev.med.va.gov/vaworkforceplanning/index.htm 

Similarly, the Veterans Health Administration describes their workforce analysis procedures and provides relevant data at:


http://vaww.va.gov/succession/index.cfm 

The traditional source of workforce data in VA has been the Computer Output Identification Number Personnel and Accounting Integrated Data (COIN PAID) reports.  These are preformatted reports, usually generated on a set schedule and sent to the user in hard copy.  For those with access to the Roger Software Development (RSD) system and a Time Sharing Customer Account, a complete list of reports is available online at:


http://austin.aac.va.gov/hod3/hod3.html    

This Guide, however, focuses on the data that breaks out race, ethnicity and gender groups, now available on the intranet from the VISN Support Service Center (VSSC). 

The VSSC provides online reports of workforce data that can capture statistical snapshots of all of VA, a specific Administration or Departmental Office, a regional office such as a VISN, or a single station.  With just a few mouse clicks you can choose the specifications and breakouts of the report you need, such as organization coverage, dates, pay plans, occupations, grades, etc.  For simplicity of use, the site has been designed as a reports system, but the freedom to select specifications makes it nearly as flexible as a query system.

The VSSC reports have been designed to display all of the data relevant to a specific workforce topic on a single table so that the data element of interest can be seen in context of the other factors that affect it.  The selected specifications are automatically recorded on the report.  The reports are available as a table, a bar chart, or an Excel download.  They require little processing time–the finished report generally appears on your PC screen within 30 to 90 seconds after you submit the request.  The reports are “camera ready,” which means they can be directly copied into or appended to an analysis without having to transfer the individual numbers into another format.
The general conclusion is that you need good data to do this analysis.  But the data by itself is not enough.  Successful targeted recruitment requires three additional things: 

· insightful analysis and a practical plan from the diversity staff; 

· effective implementation from the personnel staff; and 

· a willingness by the selecting official to use the available targeted recruitment tools.  

The table below shows the general correspondence between some COIN PAID and VSSC reports.

	TOPIC
	COIN PAID
	VSSC

	Onboard count
	COIN PAID 173/E3
	Onboard by Race and Gender

	Hires and separations

 in the last year
	COIN PAID 174

Ad Hoc Job #01-133
	Nature of Action Report

	Retirement eligibility
	Ad Hoc Job #AD01-153N
	Workforce Planning Guide

	Grade-level count
	COIN PAID 173/E1
	Succession Planning Guide

	Targeted disabilities
	COIN PAID 163
	Targeted Disabilities

	Disabled vets
	COIN PAID 204
	Veterans Report


The figures in both the VSSC and the COIN PAID reports are drawn directly from the personnel records in Austin.  The COIN PAID office has reviewed the VSSC reports for accuracy, so there should be no conflict in the figures.  Data from either source is considered authoritative.

EEOC has asked agencies to limit their analysis in response to MD-714 to permanent employees who are either full time or part time, but not intermittent and not temporary.  The VSSC reports showing a diversity breakout consistently use the EEOC definition.  COIN PAID and VSSC reports that were not prepared for diversity purposes may include other categories in the count, and thus produce a slightly larger total.  There is an effort underway now to reach agreement on a single definition for all reports.  The reports will be corrected to reflect this single definition by the start of FY03.

The VSSC reports all show data as of the last day of the month, and the data are cumulative to that point.  In other words, in a report that requires specification of a single date, selecting September will provide data for the entire fiscal year.  Similarly, in a report that requires specification of a start and a stop date, September 2000 to September 2001 covers all of FY01.  

In reports that calculate a percent of a given population, the number of people is always rounded to a whole person.  Because of this rounding, the grand total may be slightly different than the sum of its parts.  Also note that the count of hires does not include conversions from temporaries and some other types of actions.  Thus the net change may not be fully accounted for by the number of hires and separations, even though the figures for each are technically correct.  By the start of FY03, the reports will be corrected to include all types of personnel actions by which employees can be gained or lost.

In the discussions of reducing underrepresentation, note that this Guide provides information for increasing the applicant pool but makes no implication that race, ethnicity, or gender should play any part in who is selected to fill a vacancy.  On the contrary, all selections should be made on the sole basis of merit.

To simplify the description of the steps in this Guide, the occupation of Psychologist (OPM series code 0180) has arbitrarily been chosen to serve as an example.  

If your PC is properly configured and you have access to the VA intranet, the home screen for the VSSC (shown below) will appear after you enter the address: 


http://vssc.med.va.gov 
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If you cannot get in to the VSSC site, or if you get a request for a password, ask your IT staff to configure your PC.  They can get the instructions by sending an e-mail to: “VSSC KLF Help Desk.”  In a few cases, organizations outside VHA may need to establish access to the VSSC server.

Once in the site, click on “Human Resources” on the far left of the screen (see arrow above).  Many reports are available.  This Guide focuses on the reports that provide the diversity breakout format.

When you click on a report title, a selection screen will appear (shown on the following page).  Use the selection screen to identify the exact parameters of the selected report.   Depending on the report, there are various sets of parameters, called Steps.  Thousands of different combinations of parameters are possible on each selection screen.  But only the parameters offered are available–you cannot add additional parameters to the VSSC reports or change the format.   If a different display format is needed, you can download the data to an Excel spreadsheet.
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STEP 1:      Select Report Parameters
	Select Fiscal Year
	Select Month *
	Select Summary Level
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*Data is snapshot of employees onboard as of last day of month selected.  
  Check here to see stations broken out separately:    [image: image18.wmf]  



STEP 2:   Select Organization/Organizations or leave blank for all:  

 [image: image19.wmf]



8000-8959 VHA



1101 OFFICE OF SECRETARY



1103 BOARD OF CONTRACT APPEALS



1105 BOARD OF VETERANS APPEALS


 Check here to see Organizations broken out separately:    [image: image20.wmf]  



STEP 3:   Select Occupational Code/Codes or leave blank for all: 

Enter Occupational Code to Find: [image: image21.wmf]


  [image: image22.wmf]



0006 Correctional institution administration



0007 Correctional officer



0011 Bond sales promotion



0018 Safety and occupational health managemen


 Check here to see Occupational Codes broken out separately:    [image: image23.wmf]  



STEP 4:  Select Pay Plan or leave blank for all (multiples allowed):    [image: image24.wmf]



GENERAL SCHEDULE GS/A



MERIT PAY GM/B


Check here to see Pay Plan broken out separately:    [image: image25.wmf]  



STEP 5:  Select Grade or leave blank for all (multiples allowed):      [image: image26.wmf]



0


Check here to see Grade broken out separately:    [image: image27.wmf]  



STEP 6:  Select Appointment Type:    [image: image28.wmf]

PERMANENT



TEMPORARY



PERM AND TEMP




STEP 7:  Select Duty Base or leave blank for all (multiples allowed):   [image: image29.wmf]



FULL TIME



PART TIME


Check here to see Duty Base broken out separately:    [image: image30.wmf]  



STEP 8:  Select either View Now or View Later
Select View Now for small queries [single station/visn] or Use View Later for large queries.  (View Later requires an Austin User ID and runs the query in the background so your screen is not tied up.)
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View Now  
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View Later  Only available using Internet Explorer
	[image: image33.wmf]

Reset
	Click here to get UserID


(  (  (  (  Typical VSSC selection screen  (Some differ slightly.)
[image: image34.wmf]

default



 HTMLCONTROL Forms.HTML:Hidden.1 [image: image35.wmf]

menu.toolbox.sum



 HTMLCONTROL Forms.HTML:Hidden.1 [image: image36.wmf]

HR



 HTMLCONTROL Forms.HTML:Hidden.1 [image: image37.wmf]

Onboardrg



 HTMLCONTROL Forms.HTML:Hidden.1 [image: image38.wmf]

0



 HTMLCONTROL Forms.HTML:Hidden.1 [image: image39.wmf]



 HTMLCONTROL Forms.HTML:Hidden.1 [image: image40.wmf]



 HTMLCONTROL Forms.HTML:Hidden.1 [image: image41.wmf]



 HTMLCONTROL Forms.HTML:Hidden.1 [image: image42.wmf]



 HTMLCONTROL Forms.HTML:Hidden.1 [image: image43.wmf]



 HTMLCONTROL Forms.HTML:Hidden.1 [image: image44.wmf]



 HTMLCONTROL Forms.HTML:Hidden.1 [image: image45.wmf]



 HTMLCONTROL Forms.HTML:Hidden.1 [image: image46.wmf]

STEP 1:    Select Report Parameters
Click on the year and month of the data desired.  The data is cumulative to the last day of the month selected.  For example, selecting September and 2001 produces data for the full year of FY01.  Monthly data is available for each past month to date of the current fiscal year.  Only September data is available for previous fiscal years starting with 1995.  Click on National for VA-wide data, or select an organization level.  Additional screens will appear listing the individual entities for selection.  Check the box to see each station broken out individually. 

STEP 2:   Select Organization/Organizations or leave blank for all  

For VA-wide data, make no selection.  For more than one organization, select the first, then hold down the Control key for the additional selections.  Check the box to see each organization broken out individually.

STEP 3:   Select Occupational Code/Codes or leave blank for all 

For data on all occupations together, make no selection.  To select a specific occupation, enter its four digit code in the space provided (e.g., Police is 0083) and choose “Click to Find,” or scroll through the titles and click on your selection.  For more than one occupation, click on the first selection and then hold down the Control key while making subsequent selections.  Check the box to see each occupation broken out individually.  VA employs about 400 different occupations, so the breakout can produce a lengthy report.

STEP 4:  Select Pay Plan or leave blank for all (multiples allowed)   
For data on all Pay Plans together, make no selection.  To select one or more Pay Plans, make selections as described above.  Note that there are two SES Pay Plans, and that the Title 38 Pay Plans all begin with a four-digit number starting with 7.
STEP 5:  Select Grade or leave blank for all (multiples allowed) 

For data on all Grades together, make no selection.  To select one or more Grades, make selections as described above.   Note that Nurses use levels 1-5 rather than standard GS Grades, while the SES Pay Plan is limited to Grade 0.  Some students and interns are also Grade 0.

STEP 6:  Select Appointment Type 

Most diversity analysis focuses on Permanent employees, so this is the default choice.

STEP 7:  Select Duty Base or leave blank for all (multiples allowed)  

Most diversity analysis includes both full-time and part-time employees.
STEP 8:  Select either View Now or View Later

Always select “View Now.”  A screen will appear with a 2-minute countdown.  
When processing is complete, the report will appear on your PC screen.  The reports generally look better when printed in landscape format.  There will be a Table of Contents on the left of the screen, which will print as a separate page and can be discarded.  Use the Table of Contents to select the chart format, if available, or the Excel download.


STEP 2:
SELECT THE MAJOR OCCUPATIONS

The Onboard Employees by Race and Gender Report shows the onboard count and percent in the diversity breakout format.  In Step 3 on the selection screen, leave the Occupation selection blank to select all occupations and check the box for the occupation breakout.  For a list of selected occupations, select one occupation then hold down the Control key while making additional selections. The report will show a table for each occupation and for the total, each showing the name; the total onboard count; the breakout by race, ethnicity, and gender; and the percent of each.  The table below shows all permanent employees in VA as of the end of FY01 in occupation code 0180 Psychology, which will be used as an example throughout this Guide.  

	ONBOARD EMPLOYEES BY RACE AND GENDER AS OF SEP FY01              Occupation Code = 0180 PSYCHOLOGY

	Category
	Total
	White

Male
	White

Female
	Black

Male
	Black

Female
	Hispanic

Male
	Hispanic

Female
	Asian

Male
	Asian

Female
	Amer

Indian

Male
	Amer

Indian

Female

	#
	1,705
	1,031
	515
	36
	36
	32
	18
	14
	12
	6
	3

	%
	100%
	60.47%
	30.21%
	2.11%
	2.11%
	1.88%
	1.06%
	0.82%
	0.70%
	0.35%
	0.35%


There are additional categories of “Other Male” and “Other Female” on the far right of the table, but they have been deleted from the illustration because they are not used in diversity analysis.  This deletion may cause the sum of the figures shown to be slightly below the total shown.  If your output reports do not print the vertical lines, click on the FAQ icon at the top of the selection screen and look for instructions near the bottom of the list.

EEOC only requires analysis of occupations with more than 100 permanent employees.  If reviewing smaller occupations, caution should be used with percents, because a difference of only a few people can have a large impact on the percents.  In very small occupations, it may be statistically unlikely, or even impossible, to have representation from every group.

At the end of FY01, VA had 114 occupations with more than 100 permanent employees at the VA-wide level.  With computer support now available through VSSC, there is no reason not to make a cursory review of them all and a detailed review of all those that have underrepresentation or high anticipated retirement eligibility (described in subsequent steps below).

The list of major occupations is fairly stable over time, so this step can be skipped once the list is established.  But it is important to become knowledgeable about the use of this report, as the parameters can be used to identify many important types of information, such as the count of SES, a breakout by grades, the Title 38 occupations, the occupations with temporary employees, etc.  Learning the parameters while the content is simple will facilitate learning the use of more complex reports.

STEP 3: 
IDENTIFY THE OCCUPATION TRENDS

The 5-Year Onboard Trend Report shows whether the occupation has been stable or in flux.  The report consists of two tables—actual count (shown below) and the same data as a percent.   

	5-YEAR ONBOARD TREND REPORT – #’s                                                   Occupation Code = 0180 PSYCHOLOGY

	Category
	Total
	White

Male
	White

Female
	Black

Male
	Black

Female
	Hispanic

Male
	Hispanic

Female
	Asian

Male
	Asian

Female
	Amer

Indian

Male
	Amer

Indian

Female

	SEP

1997 #
	1,910
	1,232
	517
	41
	32
	31
	17
	15
	12
	8
	5

	SEP

1998 #
	1,839
	1,162
	518
	37
	33
	30
	18
	14
	13
	8
	5

	SEP

1999 #
	1.766
	1,109
	500
	37
	33
	30
	17
	15
	13
	7
	4

	SEP

2000 #
	1,698
	1,054
	487
	37
	33
	32
	17
	14
	13
	7
	3

	SEP

2001 #
	1,705
	1,031
	515
	36
	36
	32
	18
	14
	12
	6
	3


The Diversity Change Report shows the onboard count and percent of two selected years (1997 and 2001 in the example below) and shows the change in representation during that period.   

	DIVERSITY CHANGE REPORT – FROM SEP FY1997 TO SEP FY2001      Occupation Code = 0180 PSYCHOLOGY

	Category
	Total
	White

Male
	White

Female
	Black

Male
	Black

Female
	Hispanic

Male
	Hispanic

Female
	Asian

Male
	Asian

Female
	Amer

Indian

Male
	Amer

Indian

Female

	SEP

1997 #
	1,910
	1,232
	517
	41
	32
	31
	17
	15
	12
	8
	5

	SEP

1997 %
	100%
	64.50%
	27.07%
	2.15%
	1.68%
	1.62%
	0.89%
	0.79%
	0.63%
	0.42%
	0.26%

	SEP

2001 #
	1,705
	1,031
	515
	36
	36
	32
	18
	14
	12
	6
	3

	SEP

2001 %
	100%
	60.47%
	30.21%
	2.11%
	2.11%
	1.88%
	1.06%
	0.82%
	0.70%
	0.35%
	0.18%

	CHANGE

#
	-205
	-201
	-2
	-5
	4
	1
	1
	-1
	0
	-2
	-2

	CHANGE

%
	0.00%
	-4.03%
	3.14%
	-0.04%
	0.43%
	0.26%
	0.17%
	0.03%
	0.07%
	-0.07%
	-0.08%


These reports show that there was a reduction of 205 permanent employees over 5 years, primarily White men, while White and Black women increased representation.  Other groups remained essentially even.   In summary, there has not been much change over time. 

STEP 4:  
COMPARE THE ONBOARD TO THE RCLF

The Relevant Civilian Labor Force (RCLF) Report compares the representation of the selected occupation to the representation in that exact occupation in the most recent Census, using the standard diversity breakout.   

	RELEVANT CIVILIAN LABOR FORCE (RCLF) REPORT AS OF SEP FY01

	Occupation Code = 0180 PSYCHOLOGY

	Category
	Total
	White

Male
	White

Female
	Black

Male
	Black

Female
	Hispanic

Male
	Hispanic

Female
	Asian

Male
	Asian

Female
	Amer

Indian

Male
	Amer

Indian

Female

	SEP

2001 #
	1,705
	1,031
	515
	36
	36
	32
	18
	14
	12
	6
	3

	SEP

2001 %
	100%
	60.47%
	30.21%
	2.11%
	2.11%
	1.88%
	1.06%
	0.82%
	0.70%
	0.35%
	0.18%

	RCLF %
	100%
	36.60%
	51.62%
	2.62%
	3.75%
	1.45%
	2.00%
	0.51%
	0.90%
	0.16%
	0.29%

	PARITY
	1,705
	624
	880
	45
	64
	25
	34
	9
	15
	3
	5

	NEED
	423
	0
	365
	9
	28
	0
	16
	0
	3
	0
	2


This report shows that the Psychology occupation is underrepresented in Black males and all groups of women.  Taking Black males as an example, VA has 2.11% (group count divided by total count) compared to 2.62% in the RCLF.  If VA had exactly 2.62% Black men in this occupation, the group onboard count would be 45.  This is the PARITY number (group RCLF% times occupation onboard).  Since VA has only 36 on board, it would require 9 additional Black male Psychologists to reach parity.  This is the NEED number (group parity minus group onboard).  The NEED number is for recruitment planning only; it is not a quota because selections are not made on the basis of race, national origin, or gender.

White women need the most new hires to reach parity, requiring a 71% increase.  Smaller groups may require a smaller number of hires to reach parity, but the needs may be equally important proportionate to the size of the group.  For example, Black women require a 78% increase, Hispanic women require an 89% increase, and American Indian women require a 67% increase.  It is important to make specific efforts to reduce the underrepresentation of each group.

Historically, VA has identified underrepresentation by comparing the proportions in an individual occupation with the proportion in the Civilian Labor Force (CLF) for a large group of occupations, such as all Professional or Administrative occupations (called the PATCO CLF).  The recent Adarand decision by the Supreme Court and the subsequent guidance from the Department of Justice have established that the correct comparison is between a specific occupation and the Relevant Civilian Labor Force (RCLF), which is narrowly limited to that specific occupation (e.g., VA Psychologists compared to CLF Psychologists), called the RCLF%.  VA hires throughout the Nation, so our national proportion of any group in a given occupation should closely mirror the proportion of that group in the RCLF.

The RCLF Report data can also be downloaded as a bar chart.  This is often a more forceful way to show the underrepresentation, as many people find a visual presentation easier to understand than a tabular one.
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VA tracks all groups equally.  But in this bar chart, White men and women are not shown because the groups are so much larger that showing them on the same chart often means that the detail in smaller groups is lost.  

Until the occupation data from the 2000 Census is released and suitable software developed for working with it, the 1990 Census data remains the most recent available, and is still the legal standard.  It is well known that the proportion of women and minorities in the labor force has increased significantly since the 1990 Census.  Thus the 1990 RCLF figures should be seen as a minimum standard for women and minorities.  

Under the Adarand ruling, jobs that are advertised nationally are compared to national RCLF standards.  That makes sense on a VA-wide basis, although some regional differences are expected.  Except at the national level, clerical and blue collar jobs should always be compared to local standards.  Local data will be made available at the time the 2000 Census data is installed in our system.  For the text of the Adarand ruling and related guidance, see the Web site:


http://www.fedcivilrights.org 


STEP 5: 
IDENTIFY THE RETIREMENT PROJECTIONS

The hardest part of workforce planning is predicting retirement.  Retirement eligibility can be calculated with precision, but a given individual may take an early retirement or stay on for many years past retirement eligibility.  On average, most people retire within 3 years of eligibility.  An occupation-specific prediction can be made by comparing the retirement eligibility with the rate of separation by age.

The Onboard Employees by Age Report provides a table of onboard counts and percents by decade (also available in bar chart form, shown below) and for individual years from age 51 to 70.   The chart provides a good overview of the age distribution.
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There are 719 Psychologists age 51-60, but only 132 age 61-70, and hardly any at age 71 or older.  The central question is whether the large number age 51-60 will remain employed, eventually increasing the age 61-70 group, or will retire, leaving the proportion in age 61-70 about constant and creating a large number of vacancies.  

The Regular Retirement Projections Report shows the number of employees who become eligible for regular retirement each year for the next 6 years, broken out down the left of the table by race, ethnicity, and gender.  The total number of Psychologists eligible for regular retirement is:



Year:
  2001

2002

2003

2004

2005

2006



Count:   356

457

553

650

716

818

STEP 6:
COMPARE THE TURNOVER TO THE PROJECTIONS

Few employees separate in the years immediately preceding retirement eligibility, preferring to wait until they qualify for an annuity.  Note that “Regular Retirement Eligibility” does not necessarily mean the individual will receive the largest allowable annuity.  The annuity may increase for a number of years after age 55.  While some leave as soon as they qualify for an annuity, many others stay until the annuity reaches the desired level.  The number of years it takes to reach this level varies depending on the individual circumstances of the employee.  Still other employees may choose to continue work for many years beyond reaching their maximum annuity.  This contributes to the difficulty of precisely predicting retirement.

The Nature of Action Report shows the actual number of retirements or accessions.  This report displays the information in a different format than reports built to include diversity issues, but race, ethnicity, and gender breakouts can be selected as additional parameters if needed.  Note that this report currently does not display the occupation name on the printout, so label the printouts by hand (see “Psychology, Separations” written in the table below).

Top of Form

	NATURE OF ACTIONS AS OF SEP FY01           Psychology,  Separations

	GROUP
	COUNT
	AVG AGE
	MIN AGE
	MAX AGE

	RESIGNATIONS 
	26
	40.19
	29
	61

	RET VOLUNTARY 
	38
	62.66
	55
	79

	RET SPECIAL 
	17
	55.18
	50
	63

	RET DISABILITY 
	1
	51.00
	51
	51

	SEP INCENTIVE 
	13
	60.69
	53
	67

	SEP ALL OTHER 
	2
	39.50
	25
	54

	SEP DEATH 
	2
	66.00
	61
	71

	    
	99
	 
	 
	 


This report shows that 99 Psychologists separated from VA in FY01.  Of these, 38 retired (average age of about 63), 26 resigned (average of about 40), and an additional 31 left by other retirement actions, and 4 by other actions or death.  Further analysis shows that most of the separations occurred in the early end of the age range shown on the table—a few at much older ages inflate the average.  This means that most of resignations occur below age 40, while the voluntary and special retirements occur from age 55 to 60, and the deaths and separation incentive retirements tend to occur from age 60 to 67.  

In this occupation the resignations are less than a third of the separations.  As a general rule, if there are more resignations than retirements, it may be worth investigating to determine any unusual problems there.  There are big differences in average separation age by pay plan and occupation.

There were 356 Psychologists eligible for regular retirement in FY01, as shown in the previous step, but only 56 actually retired.  This apparent contradiction could indicate that people are working longer and there is no reason to expect them to leave any time soon.  The likelihood of this can be explored by looking at the age distribution on the following table. 

The Onboard Employees by Age Report shows: 

	ONBOARD EMPLOYEES BY AGE REPORT AS OF SEP FY01    Occupation Code = 0180 PSYCHOLOGY

	Age

Group
	Total
	White

Male
	White

Female
	Black

Male
	Black

Female
	Hispanic

Male
	Hispanic

Female
	Asian

Male
	Asian

Female
	Amer

Indian

Male
	Amer

Indian

Female

	54 #
	98
	71
	20
	2
	0
	2
	1
	1
	0
	1
	0

	56 #
	83
	55
	21
	5
	0
	1
	0
	0
	1
	0
	0

	58 #
	66
	52
	9
	2
	0
	2
	0
	0
	0
	0
	1

	60 #
	46
	34
	6
	1
	1
	1
	1
	1
	1
	0
	0

	62 #
	24
	19
	4
	0
	0
	0
	0
	0
	0
	1
	0


There is very little turnover from ages 50 to 54, but a rapid decline between ages 55 and 62.  The spike in employees by age is just now reaching the point at which they start leaving.  This suggests that the recent low turnover will be followed by a sudden spike in vacancies.  Without planning, those vacancies will be filled without targeted recruitment.  The 5-Year Onboard Trend Report, shown on page 11, suggests that the current hiring patterns are not significantly reducing underrepresentation of many groups.  And once the spike in vacancies is past, there will be significantly fewer opportunities to hire, drastically reducing the ability to reach parity in this decade.

The turnover rates are also affected by the age of the new employees hired.  The Nature of Actions Report, which showed separations on the previous page, will also show the types of hires and the ages.  

	NATURE OF ACTIONS AS OF SEP FY01                Psychology, Hires

	GROUP
	COUNT
	AVG AGE
	MIN AGE
	MAX AGE

	CAREER 
	70
	39.99
	27
	62

	OTHER 
	1
	59.00
	59
	59

	      
	71
	
	
	


This report shows that 71 Psychologists were hired in FY01.  Note that the average age of the hires is nearly 40—the same as the average age of the employees who resigned—and only 15 years from the age at which the large numbers of retirements started.  The oldest Psychologist hired was 62.  These average ages show that the Psychologists joining VA are primarily at midcareer or even starting a second career.  This suggests that Psychologists right out of college may be an applicant pool that is not being fully tapped.  Increasing the recruitment of this group may cut down the total amount of recruitment needed (they have the potential to stay for more years) and increase the diversity of applicants (more women and minorities entered the workforce in the past decade than in the previous one).


STEP 7:
THE SHORTCUT

Once you have identified the major occupations and their trends and understand the retirement dynamics of a particular occupation, you can generate a quick overview of an occupation by running the Workforce Planning Guide.  This report gives most of the pivotal data from all of the reports described above, and puts the figures in the context of the related figures so their interaction can be seen.     

	 WORKFORCE PLANNING GUIDE AS OF SEP FY01              Occupation Code = 0180 PSYCHOLOGY

	Category
	Total
	White

Male
	White

Female
	Black

Male
	Black

Female
	Hispanic

Male
	Hispanic

Female
	Asian

Male
	Asian

Female
	Amer

Indian

Male
	Amer

Indian

Female

	SEP 2000 #
	1,698
	1,054
	487
	37
	33
	32
	17
	14
	13
	7
	3

	SEP 2001 #
	1,705
	1,031
	515
	36
	36
	32
	18
	14
	12
	6
	3

	CHANGE
	7
	-23
	28
	-1
	3
	0
	1
	0
	-1
	-1
	0

	2001 %
	100%
	60.47%
	30.21%
	2.11%
	2.11%
	1.88%
	1.06%
	.82%
	.70%
	.35%
	.18%

	RCLF %
	100%
	36.60%
	51.62%
	2.62%
	3.75%
	1.45%
	2.00%
	.51%
	.90%
	.16%
	.29%

	PARITY
	1,705
	624
	880
	45
	64
	25
	34
	9
	15
	3
	5

	NEED
	423
	0
	365
	9
	28
	0
	16
	0
	3
	0
	2

	HIRES
	71
	25
	35
	2
	2
	1
	3
	2
	1
	0
	0

	HIRE %
	100%
	35.21%
	49.30%
	2.82%
	2.82%
	1.41%
	4.23%
	2.82%
	1.41%
	0.00%
	0.00%

	SEPARATIONS
	86
	52
	25
	3
	1
	1
	1
	2
	1
	0
	0

	SEP %
	100%
	60.47%
	29.07%
	3.49%
	1.16%
	1.16%
	1.16%
	2.33%
	1.16%
	0%
	0%

	R/E SEP2001
	356
	263
	68
	7
	5
	5
	1
	3
	1
	2
	1

	R/E SEP2006
	459
	313
	104
	14
	5
	13
	1
	3
	2
	3
	0


The SEP 2000 #, SEP 2001 #, CHANGE #, and 2001 % figures are the same as in the Diversity Change Report (see page 11).  The RCLF %, PARITY, and NEED figures are the same as in the RCLF Report (see page 12).  The HIRES and SEPARATIONS figures are the same as in the NOA Report (see page 16).  And R/E SEP2001, those who are retirement eligible at the end of FY01, and R/E SEP2006, those additional persons who will become retirement eligible over the next 4 years, are the same as in the Regular Retirement Projections Report (see page 14).  

Comparing the hires and separations, there is a little net gain in White women, but the hires of minorities are generally wiped out by the separations.  Without this comparison, a causal review of just the hires would incorrectly suggest diversity was improving.  

A large number of White men are retirement eligible or soon will be which, at the current hiring ratio, will tend to reduce their overrepresentation over time.  The proportion of Black, Hispanic, and American Indian men at or approaching retirement eligibility is a large portion of their total onboard.  Although the absolute numbers are not large, significant recruitment efforts will be needed to prevent further underrepresentation.      

The relationship between the NEED, the HIRES, and the SEPARATIONS can be forcefully presented with a bar chart.  
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This chart shows that the hires of minority Psychologists are not at all proportionate to the level needed to reach RCLF parity and are generally wiped out by the losses.  This is a strong indication that targeted recruitment is not occurring and is very much needed.


STEP 8: 
REVIEW DISABILITY REPRESENTATION

There are three principal ways to count employees with disabilities:  

· OPM has asked that VA increase the number of people with any disability (Targeted plus Nontargeted, in the table below) by 17,700 over the next 5 years.  EEOC has defined a list of disabilities in MD-713 (EEOC disability code numbers are shown at the top of the blue cells in the table below).

· EEOC has designated several of the most severe disabilities as targeted for extra recruitment efforts and requiring yearly reports of progress in this staffing (Total Targeted below).  

· Disabled veterans (see next page) are counted based on the designations of the Department of Defense, and may or may not be counted under the EEOC definitions. 

The Disability Change Report shows the nine categories of disabilities identified by EEOC as targeted for extra recruitment efforts, a total of employees with a targeted disability, the employees with nontargeted disabilities, the employees with no handicap reported, and the total employees for 2 selected years, and the differences.  

	DISABILITY CHANGE REPORT – FROM SEP FY2000 TO SEP FY2001     Occupation Code = 0180 Psychology

	Category
	 Total
	01,04-06

   No

Handicap

Reported
	  Non-

Targeted
	  Total

Targeted
	23,25

Blind
	 28,32-38

  Missing

Extremities
	 64-68

 Partial

Paralysis
	 71-78

Complete

Paralysis
	    82

Convulsive

Disorders
	  91

Mental Illness

	SEP

2000 #
	1,698
	1,544
	113
	41
	11
	2
	11
	4
	6
	7

	SEP

2000 %
	99.9%
	90.93%
	6.65%
	2.41%
	0.65%
	0.12%
	0.65%
	0.24%
	0.35%
	0.41%

	SEP

2001 #
	1,705
	1,553
	110
	42
	12
	2
	11
	4
	6
	7

	SEP

2001%
	100%
	91.09%
	6.45%
	2.46%
	0.70%
	0.12%
	0.65%
	0.23%
	0.35%
	0.41%

	Change

#
	7
	9
	-3
	1
	1
	0
	0
	0
	0
	0

	Change

%
	0.01%
	0.16%
	-0.20%
	0.05%
	0.05%
	0%
	0%
	-0.01%
	0%
	0%


This table shows that 6.45% of the Psychologists reported a nontargeted disability and an additional 2.46% reported a targeted disability as of the end of FY01.  The rate of targeted disabilities is well above the government average of 1.2% and above the VA average of 1.68%.  The most frequent targeted disabilities in this occupation are Blind and Partial Paralysis.  The illustration above has been truncated to better fit the page—the columns for “16-17 Deaf, 90 Mentally Retarded, and 92 Distortion of Limb/Spine” had no representation and are not shown.

The disability figures for Psychologists suggest that VA has not only been doing a commendable job of hiring disabled Psychologists over the years, but they have increased the number by seven during FY01.  The VA goal for targeted disabilities is 2% of our permanent workforce.  The count is based on voluntary self-identification.  The total can often be raised simply by encouraging disabled employees to self identify.

The Veteran Report provides a count and percent of disabled veterans, nondisabled veterans, and nonveterans, as well as recent hires and separations of disabled veterans, all in the standard diversity breakout.  

	VETERAN REPORT AS OF SEP FY01                                 Occupation Code = 0180 PSYCHOLOGY

	Category
	Total
	White

Male
	White

Female
	Black

Male
	Black

Female
	Hispanic

Male
	Hispanic

Female
	Asian

Male
	Asian

Female
	Amer

Indian

Male
	Amer

Indian

Female

	Non-

Disabled

Veteran #
	230
	196
	8
	13
	2
	5
	0
	4
	0
	2
	0

	Non-

Disabled

Veteran %
	100%
	85.22%
	3.48%
	5.65%
	0.87%
	2.17%
	0%
	1.74%
	0%
	0.87%
	0%

	Disabled

Veteran #
	83
	68
	5
	2
	0
	5
	0
	1
	0
	2
	0

	Disabled

Veteran %
	100%
	81.93%
	6.02%
	2.41%
	0%
	6.02%
	0%
	1.20%
	0%
	2.41%
	0%

	Disabled

Veteran

% of

Onboard
	4.87%
	3.99%
	0.29%
	0.12%
	0%
	0.29%
	0%
	0.06%
	0%
	0.12%
	0%

	Total

Veteran #
	313
	264
	13
	15
	2
	10
	0
	5
	0
	4
	0

	Total

Veteran %
	100%
	84.35%
	4.15%
	4.79%
	0.64%
	3.19%
	0%
	1.60%
	0%
	1.28%
	0%

	Total

Veteran %

Of Onboard
	18.35%
	15.48%
	0.76%
	0.88%
	0.12%
	0.59%
	0%
	0.29%
	0%
	0.23%
	0%

	Non-

Veteran #
	1,392
	767
	502
	21
	34
	22
	18
	9
	12
	2
	0

	Non-

Veteran %
	100%
	55.10%
	36.06%
	1.51%
	2.44%
	1.58%
	1.29%
	0.65%
	0.86%
	0.14%
	0.22%

	D-Vet

Hires
	1
	1
	0
	0
	0
	0
	0
	0
	0
	0
	0

	D-Vet

Separations
	4
	4
	0
	0
	0
	0
	0
	0
	0
	0
	0


This report shows that VA employs 83 disabled veterans (4.87% of the occupation) and 230 other veterans in the 1,705 Psychologists.  Only one disabled veteran was hired last year and four separated.  The proportion of disabled veterans is well below the 7.55% representation in all of VA.  As shown in the previous step, there is excellent representation of Psychologists with disabilities, so there is clearly no bias against disabilities.  The relative low proportion of disabled veterans may indicate that this is a recruitment source that is not being fully tapped.

The VA goal for representation of disabled veterans is 8% of our permanent workforce.  Note that many disabled veterans are minorities or women, so increasing the disabled veteran representation may also increase underrepresented race, ethnicity, and gender groups.


STEP 9:
ANALYZE THE GRADE PIPELINE

The discussion up to this point has focused on workforce analysis by looking at a total occupation without regard to grade levels.  This section moves on to succession planning by looking at the pipeline of candidates for senior grades.   

Total representation can be compared to objective standards, such as the RCLF for race, ethnicity, and gender, and government averages and VA goals for disabilities.  But there is no RCLF for grades–the data does not exist.  There may be merit reasons for race and gender differences by grade within a given occupation, such as how long the various groups have been employed in that occupation.  The long-term goal is an even distribution of diversity by grade.

There are four major questions in succession planning:

· Are there enough candidates in the pipeline to fill the leadership grades as people retire?

· Are they young enough to still be here when the senior vacancies occur?

· Are they getting the breadth of experience to be qualified for the promotion?

· Are women and minorities being promoted at a rate suggesting that the representation in senior grades will eventually mirror the whole occupation?

The Succession Planning Guide shows the onboard count and percent, the hires and separations, and the retirement eligibility of each grade of the selected occupation (see following page). The report automatically selects the end of the last fiscal year, so no date need be specified.  In the future, additional data will be added to show the full range of gains and losses in addition to hires and separations.  

This report shows that Grade 13 is the “journey” level with the majority of the Psychologists.  There were 71 hires and 99 separations in total (including Grades 9 and 11, which are not shown).  The hires are all at Grade 13 or below.  A total of 356 Psychologists are retirement eligible as of the end of FY01 (data not shown here), and an additional 459 will become eligible by the end of FY05.  The number of people at Grade 12 is not sufficient to fill all the anticipated vacancies if all the Psychologists at Grade 13 actually retire when they become eligible by the end of FY05.  All of the Psychologists at Grade 15 are White, and most at Grade 14 and 15 are White men.

If all of the Grade-15 Psychologists were to suddenly retire, the chances of diversity increasing in the replacements are slim, because 83 of the 89 Grade 14s are White, and 2 of the 6 minorities will soon be retirement eligible.  By contrast, there is relatively good diversity at the Grade 13 level (once given the underrepresentation of women shown on page 12), where a large portion of the White men will soon be retirement eligible.  This suggests that the best way to increase the chances of diversity at the Grade-15 level is to make sure that the people at Grade 13 have the needed qualifications to be promoted to Grade 14.  Since everyone at this level meets the education requirements, the factors that most affect promotion may include management and leadership skills which are fairly straightforward to develop.  This is not a recommendation for preferential development of women and minorities—quite the contrary, it is an observation that if this development is evenly distributed, it is likely that women and minorities will naturally be among those selected on a merit basis.  

	SUCCESSION PLANNING GUIDE - SEP FY01                  Occupation Code = 0180 PSYCHOLOGY  

	Category
	Total
	White

Male
	White

Female
	Black

Male
	Black

Female
	Hispanic

Male
	Hispanic

Female
	Asian

Male
	Asian

Female
	Amer

Indian

Male
	Amer

Indian

Female

	GRADE=12

	#
	200
	121
	56
	5
	6
	5
	2
	3
	2
	0
	0

	Hires
	17
	6
	10
	0
	0
	0
	0
	1
	0
	0
	0

	Losses
	13
	9
	2
	1
	0
	0
	0
	1
	0
	0
	0

	R/E 05
	72
	54
	8
	3
	1
	3
	0
	2
	1
	0
	0

	GRADE=13

	#
	1,334
	795
	417
	30
	27
	25
	13
	9
	8
	5
	3

	Hires
	29
	13
	11
	2
	2
	1
	0
	0
	0
	0
	0

	Losses
	69
	42
	20
	2
	1
	1
	1
	1
	1
	0
	0

	R/E 05
	344
	224
	90
	10
	4
	9
	1
	1
	1
	3
	0

	GRADE=14

	#
	89
	67
	16
	1
	1
	2
	0
	0
	1
	1
	0

	Hires
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0

	Losses
	5
	5
	0
	0
	0
	0
	0
	0
	0
	0
	0

	R/E 05
	30
	24
	4
	1
	0
	1
	0
	0
	0
	0
	0

	GRADE=15

	#
	40
	35
	5
	0
	0
	0
	0
	0
	0
	0
	0

	Hires
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0
	0

	Losses
	8
	8
	0
	0
	0
	0
	0
	0
	0
	0
	0

	R/E 05
	13
	11
	2
	0
	0
	0
	0
	0
	0
	0
	0


The illustration above has been slightly truncated to simplify the example: Grades 9 and 11 are not shown because there are so few people at those grades; the conversion of the onboard count (#) to percent is not shown because it is not relevant to this discussion; the current retirement eligibility (R/E SEP2001) is not shown; and the grades have been shown as a single table rather than separate tables each with its own headings for race, ethnicity, and gender groups.

The general conclusion is that the total underrepresentation can only be solved by outside recruitment, but the pipeline appears to include enough diversity to eventually solve the leadership underrepresentation internally.

STEP 10:
CALCULATE THE RECRUITMENT NEEDS

The recruitment needs are the sum of the number of new hires required to reach RCLF parity (see Step 4), plus the anticipated retirement and other turnover (see Step 6), plus the hires of people with targeted disabilities needed to keep representation at 2% or better (see Step 7) and the disabled veterans at 8% or better, adjusted for any anticipated net growth or decline in the total occupation onboard (a topic outside the scope of this Guide).

These vacancies will be filled over several years.  But it is easier to plan the recruitment by looking at the total, as shown in the graph below.
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The total recruitment needs should then be compared to the recent hiring trends to see what changes in the recruitment may be needed.  Entry-level hires can be used to eliminate underrepresentation and disability needs, but only training of onboard staff or hiring of high-graded people from outside VA can develop a pipeline of candidates for higher grades.

For most occupations there is little recruitment; the vacancy is announced and the recruitment pool is simply whoever applies.  The stability of the underrepresentation suggests that some populations are being overlooked by this approach.  One alternative is targeted recruitment.  This means that in addition to the regular posting of vacancies, special efforts are made to inform underrepresented groups of the availability of vacancies.  

The trends and needs are best viewed at the highest organization level, in this case, nationally.  At a regional level (VISN or SDN) the local differences in population would reasonably cause some fluctuation from national norms, although diversity is still expected.  At the local level, there are often so few individuals in an occupation that the statistical analysis becomes meaningless.  There is no implication here that each facility should exactly mirror the national RCLF, but there is an implication that the national total should.

It is the selecting official’s responsibility to ensure that there is adequate targeted recruitment for each vacancy.  As a practical matter, however, it is not cost effective (or even possible) for every supervisor to undertake a major recruitment effort for each vacancy.  Close cooperation is required between the supervisor, Human Resource Management, and the Diversity/EEO Manager to develop a plan that will actually be implemented.  This cooperation needs to start at the Under or Assistant Secretary level so that there is a broad plan for the organization, with tasks allocated down the chain of command.  For example, a VA facility near a college that graduates numerous members of an underrepresented group may want to establish a relationship to provide interns and applicants for many other offices with needs in this area.  Advertising in national newsletters may need to be directed from the national office.  The recruitment effort will not be successful with an approach of “I’m just looking out for my facility.”

It takes time to set up effective targeted recruitment.  You will probably have better success in talking to various sources of candidates if you can provide figures about your total need over time. Efforts that do not start until a job is posted are likely to fail.

It would also be worth advertising in the journal of any associations that have large numbers of members of underrepresented groups.  Professional groups can often recommend specific candidates in underrepresented groups.

There are numerous special hiring authorities available in addition to the standard approach.  DM&EEO will publish a guide in late 2002. In the meantime, these authorities are listed at a variety of Web sites, including 

http://www.opm.gov/employ/html/sroa2.htm
http://www.doi.gov/diversity/strategic_plan/toolbox.htm  (note underscore: strategic_plan)

http://www.rdc.noaa.gov/~hrmo/appt-auth-misc.htm
As noted above, targeted recruitment focuses on expanding the recruitment pool.  The selections are made on the sole basis of merit.  VA does not practice race-conscious hiring.

ACTING ON THE ANALYSIS

A plan is only as good as its implementation.  A common problem of recruitment plans is a lack of coordination between the plan and the personnel staff and selecting officials.  Thus the critical element is not so much the technical competency of the plan but the coordination of its implementation.  Too many plans just sit on the shelf.  

Many personnel offices have been decimated in recent years and do not have the staff to offer targeted recruitment.  While it is the selecting official’s responsibility to ensure that sufficient recruitment is conducted, it is not realistic to expect each such official to be skilled in recruitment and able to conduct a national effort.  But it is often possible to develop the necessary level of effort by combining small contributions from many offices.  Thus it is important that the coordination occur not only at the facility level, but at the regional and national levels as well. 

As a practical matter, a sufficient level of coordination is often not forthcoming until the chain of command demands results.  At this point, field managers become motivated to ensure that the necessary coordination takes place.

One of the most critical steps in securing support from the chain of command is the routine production of accurate, easy-to-read analysis of the representation and turnover issues.  This analysis has to be carefully tailored to the needs and interests of the agency–the mandated reports to OPM and EEOC may not accomplish this.  The conclusion is that the data system and the customized analysis can lead to management support, rather than the more traditional other way around.  

The VSSC reports now provide a standard source of data and measurement of accomplishment for VA.  The foundation analysis is available in the colorful FY01 Workforce Change Report, produced by the Office of Diversity Management and Equal Employment Opportunity.  This report will be distributed widely and is available on their Web site at:


 www.va.gov/dmeeo/publications.htm
The approach to workforce analysis and the tools described in this Guide can provide great insight into the workforce trends and a solid foundation for targeted recruitment.  At no point, however, should race, ethnicity, or gender be a factor in selections or promotions.  If there are two candidates on the Best Qualified list, including one from an underrepresented group, the manager should make the selection on the sole basis of merit.  Similarly, at no point should an employee claim that they “should” have been selected for a promotion because their group is underrepresented at the higher grade level.
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ONBOARD EMPLOYEES BY AGE REPORT AS OF SEP FY01


Occupation Code = 0180 PSYCHOLOGY


































































































(





































































































































































































































































































� Annual Report on the Employment of Minorities, Women, and People with Disabilities in the Federal Government, produced by the Equal Employment Opportunity Commission.





PAGE  
A Guide to Conducting Workforce Analysis 


_1108455598.unknown

_1108455606.unknown

_1108455610.unknown

_1108455612.unknown

_1108455613.unknown

_1108455611.unknown

_1108455608.unknown

_1108455609.unknown

_1108455607.unknown

_1108455602.unknown

_1108455604.unknown

_1108455605.unknown

_1108455603.unknown

_1108455600.unknown

_1108455601.unknown

_1108455599.unknown

_1108455582.unknown

_1108455590.unknown

_1108455594.unknown

_1108455596.unknown

_1108455597.unknown

_1108455595.unknown

_1108455592.unknown

_1108455593.unknown

_1108455591.unknown

_1108455586.unknown

_1108455588.unknown

_1108455589.unknown

_1108455587.unknown

_1108455584.unknown

_1108455585.unknown

_1108455583.unknown

_1108455574.unknown

_1108455578.unknown

_1108455580.unknown

_1108455581.unknown

_1108455579.unknown

_1108455576.unknown

_1108455577.unknown

_1108455575.unknown

_1108455570.unknown

_1108455572.unknown

_1108455573.unknown

_1108455571.unknown

_1084703004

_1094468275.psd

_1108455569.unknown

_1085570583

_1084185213

_1084702850

