




BENCHMARKING SUMMARY

TOPIC:  Human Resource Processes in a Teaming Environment

ORGANIZATION:  AMSTA-AR-PA

DATE:  DEC 1996

OBSERVATION:  Human Resource processes are not currently designed to facilitate teaming.  There is no career map, selection process for team leaders and members, nor clear, concise criteria for knowledges, skills and abilities critical for such positions.

CONTACTS:  Chris Duncan  4-6372

                        Jamie Ruffing 4-6335

ADDRESS:    U.S. Army Armament Research, Development and Engineering Center 

                        Picatinny Arsenal, NJ 07806

DISCUSSION/ RECOMMENDED ACTION: 

1.  TARDEC:   Document:  TARDEC University, Program Guide Supplement, dtd 1 March 96, College of Engineering and Science, Career Progression Guideslines

  DESCRIPTION:  This document contains essential KSAs, and the actual crediting plan criteria for those KSAs.  The three that have been developed and standardized for all E&S, non-research positions, are supplemented by two other position-specific KSAs for actual recruitment purposes.  The standard KSAs are published as a career planning guide that lets the E&S community know what is expected for superior, above typical, typical, and minimal consideration for the specific KSAs used to fill positions at the GS-13, GS-14 and GS-15 grade levels.  Having this knowledge should encourage the E&S careerists to prepare for progression to the next higher grade by seeking to gain experience, training, etc. that will help them compete for those positions.  Since TARDEC is completely organized around teams, the KSA crediting plan criteria is oriented around teaming as well.

The KSAs are: 

(1).  Project Management and Product Life Cycle

(2).  Leadership

(3).  Communication

RECOMMENDATION:  Adopt the process, modifying the KSAs and the crediting plan criteria to fit the needs of ARDEC, if desired, and publish an ARDEC document--or if a panel of E&S experts finds the TARDEC document acceptable, adopt it for use at ARDEC & recommend it for use throughout TACOM.

2.  Loral Defense Systems


a.  Skills Inventory System.  Documentation:  Copy of each individual screen of the Microsoft ACCESS program.

DESCRIPTION:  This is an employee-maintained skills inventory database in which an employee shows key areas of skills and interests.   The screens are simple and self-explanatory.  The skills are identified in a “key words” form (in which they have entered an “x” in the skill identifier box) that can then be queried by leaders looking for employees with those skills.  The system also contains a report that will identify the number of employees in a specific location who have entered data into the system.  When a leader has identified the employees with the needed skills, resumes can be brought to the screen.

  There is clearly a cost associated with establishing the database, and some level of maintenance required, however we have a significant need to be able to identify candidates for teams who have the necessary skills for a given position.  Our current system is to identify those we know or ask the home base organization, who then supplies who they think is appropriate or who is available, or both.  Employees who have the appropriate skills and interests may miss opportunities for team assignments.  

RECOMMENDATION:  Get a cost assessment completed.  Assess current capability, if any.  If the cost is not prohibitive, implement the system in a way that meets ARDEC’s needs.

b.  Engineering Staffing Forecast System.  Documentation:  Briefing charts, Microsoft ACCESS and EXCEL screens, reports.

DESCRIPTION:  Loral uses this tool to forecast 12 month rolling staffing requirements at the person level to facilitate staffing across their engineering activity (approximately 1000 employees).  Project/Manyear planning by employee is done by category, i.e., CAT 1--existing funded program, CAT 2--indirect requirements, CAT 3--effort proposed but not awarded,  CAT 9--Lab support (centralized so customers can be properly charged for their use). 

  Each employee is identified in the system.  Each project is coded, and by month, the amount of effort expected from a given employee for a specific project is projected.  When information is pulled from the system by employee, it is easy to see if the employees’ time is properly planned, over-planned and under-planned.   In the short term it is an accurate gage for judging employee available for short term assignments.  In the long term it can be used to determine approximately when an employee will be ready to transition to a new major project, and accurately project assignments that are likely to occur.    If there are projected assignments that do not have people assigned due to insufficient staff, poor skills matches, etc., it also makes it clear when hiring is desirable.

  When matched with the Skills Inventory System, it becomes an identifier of skills shortfall in the existing workforce and an organization planning tool.

RECOMMENDATION:   Establish a PAT to review the need, determine the viability of such a system for ARDEC, and decide if this system or another existing planning system can be linked to a skills identification system to meet the same organization planning need.

c.  Compass Performance Management System.  Documentation:  Copies of Loral forms.

DESCRIPTION:  The Compass process enhances informal communication about performance management, and helps individuals achieve their goals and develop new skills.  Divides performance results, and compensation adjustments based on performance, continued value to the company (potential), and special project work that has significant value added to the company.   The intention is to pay people for skills they possess, and planned skills enhancement.  Reviews are held on a quarterly basis to enhance communication.  Objectives and goals can be established by a team, but other portions are individual.  Note:  This system allows for movement up and down the pay zone, or band, based on the assessment.

RECOMMENDATION:  Consistent with a  Reinvention proposal in the area of performance management and pay banding.  We will turn this information over to the Reinvention process managers for their further consideration.

d.  Strategic Technical Training.  Documentation: Strategic Technical Training, 1996 Winter Schedule.

DESCRIPTION:  This is an Engineering Virtual University focused on skills they will need in the company.  Their Lead Technologist watches where the business is going and what they are doing in that area.  The time used to attend classes is split between company and personal time.  

RECOMMENDATION:  Seems similar to what exists at Picatinny.  We will turn this information over to Training and Development for their consideration.

e.  Awards and Recognition System (General).  Documentation:  None

DESCRIPTION:  They have a few different awards systems.  (1)  Customer Satisfaction Award Olympics--for implemented process improvements.  Employees identify the old process, new process and the the metrix to prove improvement.  The employee/group chooses the award they want out of the appropriate category and the company pays it in 2 weeks.  They have 3 level of awards, i.e., bronze, silver and gold.  

The award is a choice of a mall gift certificate, restaurant gift certificate or for silver and gold, cash. (2)  Achievement Award Program.  Can be nominated by a peer or manager.  Cash award ranging from $150-$1000.  Teams can approve lower level award with documented achievement for the higher amounts.

(3)  Social events.  Each team is allocated $50 per person for use for social events that include some work.  Their engineers seem to like picnics and pizza lunches.   They can plan whatever the team wants to do.

(4)  Service Awards.  The company issues gift certificates as employees reach service milestone, in 5 year increments.  They have no time off awards.

RECOMMENDATION:  Provide this information to the Motiv PAT for their consideration.

f.  Navigator Leadership Program. 

DESCRIPTION:  Anyone can nominate someone for the Navigator Program for excellence in leadership, i.e., the traits, virtues and values they want to see in their leaders(most valued--transformation and imagination).  Once nominated, the employee must fill out an application for the program.  The intent is to put them in a program to develop those skills and make them more visible to the workforce and management alike. They keep it fairly elite.  It is a development program that included attendance at a Harvard Seminar,  advance degree program, assignment of a mentor, developmental assignments, etc.  After a year they are given an award in a fairly elaborate, public ceremony and then will stay in the program 3 to 5 years.  Awards can include things like laptop computers and other tools that are valued by the employee, but also have value added to the company.

RECOMMENDATION.  Incorporate this type of recognition and development system into a Leadership Development  process.

LESSON LEARNED:  Paul???

REFERENCES:  N/A

DATA ENTERED BY:  Chris Duncan

