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INTRODUCTION

Welcome to the West Civilian Personnel Operations Center’s (WCPOC) Manager’s Kit for the recruitment and selection of qualified candidates through the Delegated Examining Unit (DEU).  This kit has been prepared to assist you in understanding the process and benefits of DEU.  It is organized into the following sections:  

1.  TO BEGIN

2.  THE BASICS

3.  THE PROCESS

4.  THE CERTIFICATE

5.  AVAILABLE ASSISTANCE
6.  DEU BENEFITS

7.  KEYS TO SUCCESS

All DEU vacancy announcements, the WCPOC’s Regional Crediting Plan Database, and DEU Standard Operating Procedures are available for your review on our web site at:  www.wcpoc.army.mil.    

1.  TO BEGIN

a.  As a selecting official, you are faced with many choices regarding how to fill your vacancies.  You may consider candidates from any and all available sources at any time during the recruitment process.  Your options include consideration of candidates within the current workforce (i.e. internal candidates eligible for promotion, reassignment, change to lower grade, temporary promotion, or detail) or those from external sources.  The chart below will assist you in understanding available sources of candidates and how to consider them {(i.e., through Resumix, DEU or the Office of Personnel Management (OPM)].  

I.  INTERNAL CANDIDATES
SOURCE OF CANDIDATES:    RESUMIX



Department of Army employees 
Currently on a permanent career appointment

Department of Army employees 
Currently on a permanent career-conditional appointment

II.  EXTERNAL CANDIDATES


SOURCE OF CANDIDATES:  RESUMIX

Transfer eligibles


Current permanent career or career-conditional employees employed with other

Federal agencies (i.e. Navy, Air Force, Social Security Administration, etc.).  Contact your CPAC for information regarding the requirements.

Reinstatement eligibles
Individuals previously employed by the Federal government with career or career-conditional tenure.  Contact your CPAC for information regarding the requirements or check our web site at:  www.wcpoc.army.mil, under “Employment Opportunities”, “How to Apply through Resumix”, and “Self Help Questionnaires”.



VRA (Veterans’ Readjustment Act) eligibles
Current and former active duty military members meeting the requirements for a VRA appointment.  Contact your CPAC for information regarding the requirements or check our web site at:  www.wcpoc.army.mil, under “Employment Opportunities”, “How to Apply through Resumix”, and “Self Help Questionnaires”. 



VEOA (Veterans’ Employment Opportunity Act) eligibles
Current and former active duty military members meeting the requirements for a VEOA appointment.  Contact your CPAC for information regarding the requirements.  



30% Disabled Veterans 
Former active duty military members with a service connected disability of 30% or more.  Contact your CPAC for information regarding the requirements.



Civilian Intelligence Personnel Management System (CIPMS) Interchange Agreement eligibles
All permanent CIPMS employees who have completed one year of service are eligible for transfer to a competitive service position.  Contact your CPAC for information regarding the requirements.  

Non-Appropriated Fund (NAF) Interchange Agreement eligibles
All permanent NAF employees eligible for transfer to a competitive service position. Contact your CPAC for information regarding the requirements.

Executive Order eligibles 


Applicants eligible under Executive Order 12721 (family members).  Contact your CPAC for information regarding the requirements or check our web site at:  www.wcpoc.army.mil, under “Employment Opportunities”, “How to Apply through Resumix”, and “Self Help Questionnaires”.

Individuals with Disabilities


Applicants who are certified as severely disabled by the State Rehabilitation Office.  Contact your CPAC for information regarding the requirements.

Temporary Employment eligibles
Any applicant interested in temporary employment.  No current or previous Federal service is required.  Contact your CPAC for information regarding the requirements.

Note:  The categories listed above are the most common external sources used.  There are additional employment categories of external candidates available on our web site at:  www.wcpoc.army.mil, under “Employment Opportunities”, “How to Apply through Resumix”, and “Resumix Job Kit”.  You may also contact your local CPAC who can provide you with information on additional recruitment sources.  

III.  OTHER EXTERNAL CANDIDATES
SOURCE OF CANDIDATES:   DEU or OPM

Any U.S. citizen
Applicants who are not listed above under column I or II,  (i.e., those who have no previous military service, permanent Federal employment, or do not meet requirements for any employment category).  

Important:  This category includes temporary or term employees currently working in your organization who are not eligible for any other employment category.



b.  The source(s) you choose will determine the recruitment tools needed to provide you with quality candidates.  Candidates from categories I and II are provided through an automated referral system known as Resumix.  You may choose to recruit through the DEU as your primary source, or in conjunction with Resumix.  Other factors that may influence the recruitment source(s) you select may depend upon the location or type of position.  For example, if you are recruiting for a hard to fill position or one located in a remote location where there may be a shortage of candidates, you may wish to consider candidates from both Resumix and DEU.  It is important to take into consideration your Equal Employment Opportunity (EEO) affirmative action goals when deciding on an appropriate source(s).

c.  If you choose to recruit for category III applicants (any US Citizen), you have the option of using the WCPOC DEU or the services offered by OPM.  OPM charges a fee for their services and the WCPOC DEU is able to provide you with the same service at no additional cost.  An advantage of using the WCPOC DEU is that these services are already included in your personnel servicing agreement.  Both methods will provide you with a certificate of candidates.  The procedures are identical, but the WCPOC DEU can offer you the same service at no additional cost with assistance available from both your local CPAC and the WCPOC DEU Team.    

2.  THE BASICS

The following information is provided to assist you in your recruiting efforts when using the DEU.

Who has the authority to hire candidates from outside the Federal workforce?

By law, OPM has the authority to appoint candidates from the public (those applicants applying from outside the Federal workforce) through a process known as competitive examining.  Candidates hired through the competitive examining process are subject to civil service laws.  These laws are in place to ensure fair and open competition from all segments of society with selections based on veterans’ preference and the knowledge, skills and abilities (KSAs) required for the position.  OPM can delegate this authority to other agencies in accordance with Title 5, United States Code 1104.

What is Delegated Examining?

OPM has delegated the competitive examining process to the Department of Defense in accordance with Title 5.  It has been further delegated to the WCPOC for specific series and grades located throughout the West Region.  This delegation allows us to appoint applicants from the general public to fill permanent and term positions.  Delegated Examining is an additional external recruitment tool for managers to consider using when filling their vacancies.

What is the Delegated Examining Unit (DEU)?

The WCPOC has dedicated personnel resources to operate the DEU.  This unit is comprised of personnel staffing specialists and staffing assistants who provide DEU services to the entire West Region.  The DEU operates in accordance with the requirements established by OPM.  This unit receives recruitment requests, prepares public job announcements, evaluates applicants, prepares certificates and maintains required case files documenting the selections made through the DEU. 

What are the OPM requirements?

OPM laws, regulations, and requirements which are consistent with merit system principles govern the DEU.  These requirements include the following: 
· All vacancy announcements must meet the minimum public notice requirements, i.e., vacancy announcement open/close dates.  

· All eligible candidates must be assigned numeric scores. 

· Veterans’ Preference must be applied to all eligible candidates.

· All qualified candidates must be certified in proper score order with additional points for applicable veterans’ preference eligibles.

· All selections must be made using the “Rule of Three”.

What flexibilities are available through DEU?

Although we must adhere to the OPM requirements listed above, there are flexibilities available that the DEU can offer to customize recruitment efforts to meet your needs. 

The minimum public notice requirements for DEU vacancy announcements are: (1) minimum of 10 business days and applications must be received in the WCPOC DEU by the cut-off or closing date, or (2) minimum of 5 business days and applications must be postmarked by the cut-off or closing date.  Although OPM has identified these as minimum public notice requirements, the WCPOC DEU can provide you with flexibilities when considering the open period of a DEU Vacancy Announcement:     

· DEU Vacancy Announcements may be “Open until Filled” with a specific cut-off date.  

· DEU Vacancy Announcements may have a specific closing date.

· DEU Vacancy Announcements may be open continuously to establish a standing register.

There are a number of benefits to the establishment of an open continuous standing register under the DEU process.  These include the following:

· A standing register allows for continuous intake of interested applicants for high turnover or hard to fill positions.

· A standing register eliminates the need to issue a vacancy announcement every time a vacancy occurs.

· A standing register expedites the process of issuing certificates.

· A standing register facilitates continuous outreach efforts.

· A standing register requires the submission of only one application and the applicant receives continuous consideration for the life of the register (which is determined by the selecting official).

3.  THE PROCESS

a.  To begin the DEU process, the manager initiates a Request for Personnel Action (RPA).  It is important to specifically identify “DEU” as a recruitment source in Part D of the RPA.  It is also necessary to identify any special requirements of the position that are not contained in the position description (see SOP #E-98-03), such as licensing, registration or certification requirements (e.g., Acquisition Certification); maximum entry age; security clearance requirements; travel requirements; pre-employment physical requirements; drug test requirement; if recruitment incentives or permanent change of station (PCS) will be authorized; targeted areas for announcement distribution; name requests, etc.   It is also important that the RPA include the selecting official’s name, email address, telephone number, FAX number, and mailing address. 

 
b.  In addition to the submission of an RPA, a job analysis and an evaluation tool are required in order to determine the best-qualified candidates.  The selecting official prepares these with the assistance and guidance of their local CPAC.  A job analysis identifies the KSAs required for the position and is necessary in order to provide the required documentation that the selection criteria was job related.  The evaluation tool is an integral part of the process.  The evaluation tool determines the relative order of candidates on the certificate based on numerical scores.  There are two basic evaluation tools available:  a crediting plan, or a self-certification task list.  A manager has the flexibility in selecting which method of evaluation he/she chooses to use to determine the best-qualified candidates for referral To assist you in the development of a job analysis and a crediting plan, the DEU has prepared a guide which is included as an attachment to this kit.  It provides step by step instructions on how to develop a job analysis and a crediting plan and provides samples of each.  The development of a crediting plan includes the identification of description levels or benchmarks for each KSA.  Each benchmark is then assigned points based on an applicant’s possession of the KSA at a superior, satisfactory or barely acceptable level.  Numerical scores are assigned accordingly.

An additional flexibility available to managers is the “Self-Certification Task List Process”.  It is an alternative to the traditional process of developing a crediting plan, which sometimes can prove to be very labor-intensive.  It is an expedited process in which a Subject Matter Expert (SME) identifies the required job tasks for the position using the position description.  This process can be used for multi-graded positions and also for interdisciplinary positions.  The job tasks identified by the SME are finalized by the DEU and attached to the announcement as a Supplemental Sheet for applicants to complete.  Applicants are required to identify their skill level for each task (i.e., Level A:  I have a high level of skill performing the task and/or have provided direction or instruction to others in accomplishing the task.)  Skill levels identified by an applicant must be supported by experience described in their application, and the DEU will review their skill level to make sure it matches the information contained in their application.  The numerical score assigned to the applicant is determined accordingly. 

The Self-Certification Process:  


· expedites issuance of certificates.

· provides objectivity and consistency in rating.

· eliminates the need for a SME to assist the DEU in the ranking of highly technical or complex positions.

· identifies all critical tasks for applicants to address.  With the traditional crediting plan, if an applicant fails to address a specific critical task required in the crediting plan, that applicant may be rated not qualified even though they may possess the skill.

For additional information on using this process as an alternative to the development of a crediting plan, you may contact the WCPOC DEU Team.  Both of these evaluation tools can provide you with a list of well-qualified candidates.  
Whichever tool is developed by a manager, it can be specific to his/her vacancy as long as it is job related and supported by the duties of the position description
c.  Forwarding the RPA:

Once the RPA is completed, it is forwarded through your organization’s established channels, to your local servicing CPAC.  Your CPAC representative will review the RPA, ensure that all required information is included, and contact you to discuss your recruitment options, as necessary.  

The CPAC representative will then forward the RPA to

the WCPOC Classification Division.  The Classification Division representative will ensure that the position description and associated data elements are accurate and ready to process.  The Classification Division representative will then flow the RPA to the WCPOC Staffing Services Division.

The WCPOC Staffing Services Division will begin the recruitment process upon receipt of the RPA.  Your servicing staffing team will initiate the procedures to clear the DOD Priority Placement Program (PPP), and prepare a DEU request.  The DEU request will contain the special requirements you identified on the RPA, i.e., name request(s), authority to offer recruitment incentives, addresses of identified targeted recruitment groups and any other information pertinent to the position to be filled.

d.  The DEU prepares and issues a vacancy announcement using the information from the position description, the RPA, the job analysis, the evaluation tool, and the minimum qualification requirements set forth in the OPM Qualification Standards.  The announcement is posted on the Federal Job Opportunity List (FJOL) at:  usajobs.gov and on the WCPOC web site at:  www.wcpoc.army.mil, under “Employment Opportunities”, and “How to Apply through the Delegated Examining Unit”.  The DEU can send copies (mail, fax, email) of the announcement to any addresses provided by management and/or the CPAC to meet any targeted recruitment efforts, i.e., local colleges or universities, professional organizations, societies, etc., and place the announcement in newspapers, magazines, professional journals, etc., subject to your budget constraints.  

e.  When the announcement closes or the cut-off date has passed, the DEU rates and ranks the applicants to determine the best-qualified candidates for referral.  For General Schedule (GS) positions, rating is the process of evaluating an applicant against the OPM Qualification Standards to determine their basic eligibility (i.e., specialized experience, education requirements if applicable).  Time in grade requirements do not apply under DEU procedures.  Ranking is the process of determining the best-qualified candidates by applying the evaluation tool and assigning a numerical score.  For Federal Wage System (FWS) positions, the process of evaluation is called ranking.  An evaluation tool is used to determine basic eligibility through the use of a screen-out element or KSA and then the evaluation tool is applied to assign a numerical score.  A screen-out element, which specifically describes the minimum experience, education, and/or training the applicant must possess in order the meet all basic qualification requirements is developed by the manager.

f.  Once all candidates are evaluated, a certificate is prepared in score order.  In addition to the points received based upon the evaluation tool, eligible veterans will receive additional points (5 or 10 points) based on their applicable veterans’ preference.  For non-professional/scientific positions, 10-point preference eligibles who have a service-connected disability of 10 percent or more will be placed at the top of the certificate regardless of their score.  This is known as “floating” to the top of the certificate.  These 10-point preference eligibles do not “float” to the top of the certificate when filling professional/scientific positions; they are placed in score order along with all other qualified applicants.  The certificate is then provided to your servicing staffing team for issuance to the CPAC.  

g.  The certificate is then forwarded to the CPAC via fax or regular mail.  They will ensure that you receive the certificate and applications of candidates referred.  

4.  THE CERTIFICATE

        a.  The DEU certificate is composed of several sections, each providing you with valuable information.


COVER LETTER:  Identifies the position for which the certificate is issued, the certificate number used for tracking purposes within the WCPOC, and the RPA number of the recruit action.  It also includes a suspense date by which you should complete your selection process.  If you are unable to make your selection by this suspense date, contact your servicing CPAC and provide them with the circumstances that have caused the delay so an extension may be requested through the DEU.  Please read this letter carefully as it provides guidance on the selection sources, interview requirements, and selection documentation.


MANAGEMENT FEEDBACK FORM:  Provides a tool for the WCPOC to receive feedback from management on the quality and availability of candidates, the timeliness of the certificate, and the responsiveness of WCPOC.  It should be completed by the selecting official and returned to the CPAC along with the completed certificate.  This information will assist the WCPOC in evaluating our recruitment processes and making any necessary changes for improvement.


CERTIFICATE:  Identifies the candidates for consideration.  The certificate will list all qualified candidates in score order.  The selection must be made in accordance with veterans’ preference rules and within the rule of three.  These procedures are covered below.  


APPLICANT APPLICATIONS/RESUMES:  Provides all of the information submitted by the applicant to include their responses to the KSAs, or the task lists identifying their skill levels.  You will receive resumes or applications for each applicant referred.  

b.  Upon receipt of the certificate, it is now time for you to perform the most difficult task of the recruiting process – make a selection.  You may decide to conduct interviews.  Because the referred candidates are from an external source, the guidelines on interviewing requirements outlined in your bargaining agreement do not apply. You may elect to interview one, any, or all candidates referred on a DEU certificate.  If you choose to interview, some interviewing tips are provided on the following page.  

   INTERVIEWING DO’s

· Schedule the same amount of time for each interview.  Allow yourself time between interviews to record ratings and complete notes.

· Allow candidates time to read the position description before the interview.  This saves time for you and avoids any appearance of administering a speed-reading test.

· Welcome the candidate and explain the interview process.

· Discuss any unusual working conditions; i.e., shift work, overtime, frequent travel, etc., with the candidate before the actual interview.  State these up front as conditions of employment.

· Ask all candidates the same set of questions.  Document the results of the interview.  The interview process, along with other evaluation factors, helps determine the best candidate for the position.


· Compare all candidates on the same basis.  Review the total picture after you have completed all interviews.

· Avoid the “halo effect”.  Don’t weigh your decision on a single accomplishment, association with a particular group, the college attended, etc.  Avoid stereotyping candidates.

· Keep your interview questions and selection notes.

 INTERVIEWING DON’Ts

· Don’t interview or promise to interview anyone who is not listed on the certificate.

· Don’t make promises to candidates, or to assumed potential candidates.

· Don’t use acronyms or local/unique terms.

· Don’t ask questions that do not distinguish between candidates, such as “Why do you want this job?”

· Don’t use multiple part questions.

· Don’t indicate you have already made a selection before all interviews are completed.

· Don’t ask personal questions, i.e., “Is your spouse in the military?” “Do you make coffee?” “How old are you?”  These are not job-related questions.

· Don’t ask test questions or give hypothetical situations, i.e., what would you do

    if . . . ?

· Don’t ask questions with only yes or no answers.


· Don’t use terms such as “girl”, “gal”, “boy”, “dear”, etc.

· Don’t assume an accent to be a liability.

· Don’t assume men can, and women can’t (lift, travel, etc.)

· Don’t inquire into views on politics, civil rights, religion, etc.



     c.  After reviewing all of the available information on each candidate, you are now ready to make and document your selection.  It is necessary to properly document the selection and your contacts with applicants to ensure that your selection meets all legal and regulatory requirements.  

There are three important regulatory requirements that must be followed when making a selection from a DEU certificate.


1.  The Rule of Three


2.  Documenting declinations/failures to respond


3.  Passover of Veterans Preference eligibles

The Rule of Three:

A selection from a DEU certificate must be made from among the top three available candidates.  This is based on Title 5, United States Code 3318, which is in place to ensure that hiring is based upon merit factors.  In the case of tied scores, candidates with veterans’ preference are listed first and other tied scores are determined by a random number applied by the DEU.  Name requests identified by the selecting official prior to issuing the certificate will also break any ties in scores that occur.

All DEU certificates include numerical scores and two-digit designation codes annotated beside each candidate’s name.  These codes identify veterans’ preference and are defined on the certificate (i.e., NV = non-veteran, TP = tentative 5-point veteran, etc.).  These codes provide you with information on which candidates are preference eligibles and which are not.  Based on OPM requirements, there are two basic rules to follow when making a selection from a DEU certificate:  


(1) Your selection must be made using the “rule of three”; and 
(2) You cannot select a non-veteran candidate as long as there is an available veteran listed above him/her on the certificate.

The “rule of three” means that you must consider the top three candidates before you can consider any additional candidates on the certificate.  You cannot consider any other candidate (i.e., candidate #4, 5, 6, etc.) unless:

· one of the top three candidates has declined your position, OR

· one of the top three candidates has failed to respond to a written inquiry of interest and availability, OR

· one of the top three candidates has been selected.

When considering candidates, remember that you cannot select a non-veteran if there is a veteran listed above him/her.  

Example:


Candidate #1 – veteran


Candidate #2 – non-veteran


Candidate #3 – veteran

You may select either candidate #1 or candidate #3.  Candidate #2 is “blocked” by candidate #1 who is a veteran.

Example:


Candidate #1 – non-veteran


Candidate #2 – veteran


Candidate #3 –veteran

For this second example, you may select any of the three candidates as there is no veteran listed above the non-veteran.  If you have any questions, your CPAC representative is available to advise you on the proper order of selection.


Documenting declinations/failures to respond:

Declinations:

A written statement from an applicant who has declined consideration for your vacancy is the preferred method of documentation by OPM.  However, this is not always possible or reasonable.  If you contact an applicant by telephone and they decline consideration for your vacancy, a written summary of the applicant’s verbal declination is sufficient.  Be sure to include the date, time, position, and reason for declination.  You may provide this documentation to the CPAC via email.

Failures to respond:

When you are not able to reach an applicant by telephone, after continuous attempts to leave a message(s), a simple letter can be sent requiring them to contact you by a specified date (allowing reasonable time for applicant to receive) to indicate their continued interest in consideration.  This will meet OPM requirements.  In this letter, you may also schedule them for an interview (include place, time, etc.) and indicate that failure to report for the interview will be considered a declination.  A copy of the properly addressed letter sent by regular mail is sufficient documentation to show that reasonable efforts were made to contact the applicant.  

Passover of Veterans’ Preference Eligibles:

Regulations do not allow a non-preference eligible to be selected when a preference eligible with a higher score is available for appointment.  However, there may be rare occasions when it is necessary to request a Passover of a Veterans’ Preference eligible.  Procedural guidance is available in 

SOP  #E-99-02, which can be found on our web site at: www.wcpoc.army.mil under “Standard Operating Procedures”.

d.  Each certificate contains “Action Codes” for your use in documenting the results of your contacts with applicants.  Simply annotate the appropriate code beside the name of the candidate; for example, code “A” should be placed beside the name of the selectee.  If any applicants have declined consideration, enter code “D” beside that name.  For those who have failed to respond to your written correspondence, enter code “FR” beside that name.  Follow the instructions above to document any declinations or failures to respond.

e.   Follow your installation’s guidelines for obtaining approvals for selections made.  If applicable, the certificate should have already been approved by a reviewing official(s) before it is returned to the CPAC for processing.

        f.  Should you choose not to make a selection from a certificate, you should contact your servicing CPAC to discuss your options.  Reasons for not making a selection should be included on the certificate, and the certificate returned to the CPAC.  The CPAC will work with the WCPOC on returned certificates and alternate options to fill your position.  

        g.  A completed and approved certificate should be returned to your servicing CPAC.  The CPAC will then contact the selectee, obtain any required documentation to verify veterans’ preference, make a tentative job offer pending receipt of required documentation, schedule any required pre-employment physicals or drug tests, initiate clearance requirements, etc.  Only after all required actions are completed will the CPAC confirm and commit your selection.  

        h.  Scheduled Entrance on Duty (EOD) dates will be negotiated between yourself, as the gaining official, the losing organization (if applicable), and the servicing CPAC.


i.  The DEU will notify all non-selected applicants regarding the status of their application.  

5.  AVAILABLE ASSISTANCE

In addition to this kit, there are a number of avenues that may be pursued to obtain additional assistance.

a.  As with any of your human resource questions, your CPAC is available to assist you in determining the best method to fill your position, in preparing job analyses and crediting plans, and in ensuring your selection meets OPM regulations.  Your servicing WCPOC staffing team and the WCPOC DEU Team are also available to provide assistance.  

b.  The WCPOC has created a Regional Crediting Plan Database that lists all crediting plans with the associated KSAs that have been established throughout the West Region.  Access to this database is limited only to managers and CPAC personnel based on their Functional Process Improvement (FPI) log on.  This database will allow you to view the KSAs associated with each crediting plan, or the complete crediting plan and benchmarks.  If only the KSAs are displayed, you may request a copy of the crediting plan through your CPAC.  You may use this database to build a crediting plan by combining KSAs from one or more already established plans.  The WCPOC Regional Crediting Plan Database is available to managers and CPAC personnel at:  www.wcpoc.army.mil, under “Manager Information” and “Regional Crediting Plans”.  


c.  Standard Operating Procedures (SOPs) are available on our web site at:  www.wcpoc.army.mil.  These SOPs give detailed information on topics such as the procedures for passover of veteran preference eligibles, requesting a DEU certificate, and instructions on how to prepare a job analysis and crediting plan.   

6.  DEU BENEFITS

There are many benefits of using DEU as an additional source for external candidates.  Delegated Examining:

a.  creates an opportunity to conduct outreach efforts to assist managers in meeting their affirmative employment goals by targeting individuals from the public sector.

b.  is the only avenue to consider current temporary employees who have no appointment eligibility for a first time permanent employment in the Federal service.

c.  eliminates the costs associated with OPM services.

d.  eliminates management’s responsibility to notify applicants of their non-selection.  The DEU notifies all applicants of their qualifications and non-selection.

e.  provides a source of candidates that bring new ideas and energy into your organization.

The WCPOC DEU is working in partnership with each CPAC to provide quality lists of candidates and to be responsive to management’s needs.  The DEU is an excellent tool that allows selecting officials to consider applicants outside the current workforce from the public sector.  By considering a wider pool of applicants through outreach efforts, targeted recruitment, and through the development of a quality evaluation tool, the DEU process will provide you with a list of well-qualified candidates to meet your mission.

7.  KEYS TO SUCCESS 

The keys to the success of the DEU process are through:


a.  educating our management and CPAC partners in the DEU process.


b.  establishing open communication lines to reduce the frustration experienced by managers.


c.  providing information for better decisions regarding the use of DEU as an additional external recruitment source.


d.  sharing information on the DEU process requirements to provide managers with sufficient well-qualified candidates.

As a customer focused team, the WCPOC DEU is committed to exploring available DEU flexibilities and making them known to our partners.  The DEU Team views flexibilities as critical tools that allow managers to consider alternatives that will result in a quality certificate.  

GUIDE TO

CREDITING PLAN AND JOB ANALYSIS

DEVELOPMENT

GUIDE FOR DEVELOPING

CREDITING PLANS

General Information:
Job Elements came into being for General Schedule employees as a result of a regulatory requirement that was developed and published in August 1978 called the Uniform Guidelines on Employee Selection Procedures (more commonly referred to as Uniform Guidelines).  The Departments of Labor and Justice, the Office of Personnel Management and the Equal Employment Opportunity Commission developed these guidelines.  The basic concept behind this requirement is that selection criteria must be job-related.  Job elements meet the definition of job related selection criteria. 

Job Elements are the KSAs – Knowledge, Skills and Abilities.  Other agencies might refer to them as KSAPs – Knowledge, Skills, Abilities and Personal Characteristics, and KSAOs – Knowledge, Skills, Abilities, and Other Characteristics.  KSAs are used for ranking GS positions and rating and ranking WG positions.

The process used to develop job elements includes the position description for the vacant position, a Subject-Matter Expert (SME), and a CPAC Representative.  The SME can be the supervisor of the vacant position, the incumbent who is leaving the position or someone else within the organization at or above the grade level of the position to be filled, who is performing or has in the past performed the duties of the vacant position.

Process:

1.  The CPAC Representative contacts management for a Subject Matter Expert (SME).  From the Job Description, the CPAC Representative and the SME identify the major job functions of the position.  For each job function, knowledge, skills, and abilities (KSAs) are identified and level descriptions (benchmarks) are developed to measure the superior, satisfactory, and barely acceptable candidate. 

2.  Possible ratings of candidates are:  Superior = 3 Points, Satisfactory = 2 Points, and Barely Acceptable = 1 Point.  There is no requirement to submit level descriptions for all three levels.  Identification of the satisfactory level is required as a minimum.  

3.  Once all job functions, KSAs and benchmarks are identified, the final package is referred to as a crediting plan.  The crediting plan is a test document; the content of the plan is confidential and cannot be made available to job applicants.  

4.  Applicants’ responses to the job elements are measured against the crediting plan benchmarks.  For GS employees, this measuring process is called ranking.  For WG employees, it is a rating and ranking process.

NOTE:  The terms “rating” and “ranking” refer to a two step process for GS positions and a one step process for WG positions.  For GS positions, “rating” is used to determine if applicants meet the minimum Qualification Standards for GS Positions established by the Office of Personnel Management.  “Ranking” determines which eligible candidates are best qualified.  For WG positions, the crediting plan is the qualification standard against which the candidates are “rated” and “ranked” into the best-qualified category. 

DEFINITIONS

KNOWLEDGE:  A body of information applied directly to the performance of a task.  Example:  Knowledge of Pharmaceutical Techniques and Procedures.

SKILL:  A present, observable competence to perform a learned psychomotor act.  Example:  Skill to Operate Pharmacy Equipment

ABILITY:  A present competence to perform an observable task, or a task which results in an observable product.  Example:  Ability to Train Others.

SUBJECT MATTER EXPERT (SME):  A person who has performed all the duties of a job being analyzed at the full performance level.  The person might currently hold the job, or be a supervisor over that job.  Example:  If the career progression of a job being analyzed is GS-5 (trainee), GS-7 (advanced trainee), GS-9, and GS-11 (full performance level), an incumbent at the GS-11 level or the supervisor over the job would be appropriate experts to analyze the job at any of the four grade levels.

A KSA should identify one, simple, readily identifiable characteristic.  KSA statement should begin with Knowledge of ………………, Skill in (or at)………………, Ability to…………………………..

Qualifiers such as “thorough” knowledge, “basic” knowledge, “considerable” skill, “familiarity with”, “demonstrated” ability, etc., are unnecessary; decrease rater consistency; are subjective and should not be used.  Do not use terms which indicate a level of performance such as “efficient”, “sound”, “good”, etc.  

Benchmarks (level descriptions):
Superior = Able to independently perform the duties of the position with minimal orientation.

Satisfactory = Able to perform some complex tasks with supervision.  

Barely Acceptable – Able to independently perform the less complex tasks.  Would meet the basic qualifications.

SAMPLE

JOB ANALYSIS WORKSHEET PROCESS

1.  From the Job Description identify the four or five major functions to be performed on the job  (See Column 1).

2.  For each major function, identify the KSAs required to perform those functions (See Column 2).  

3.  List those KSAs from Column 2 into Column 3, page 2 (See Column 3).

4.  Determine if each KSA from Column 3 is Essential.  This means is this KSA essential to complete the duties of the position.  Indicate if “Yes” or “No” in Column 4.

5.  In Column 5, determine if KSA is Ratable.  This means is the KSA measurable.  Indicate if “Yes” or “No” in Column 5.

6.  In Column 6, determine if you can distinguish between the benchmarks a “Superior”, “Satisfactory”, or “Barely Acceptable” level.  Indicate if “Yes” or “No” in Column 6.

Those KSAs with “Yes” in Columns 4, 5 and 6 become the KSAs for the crediting plan.  If you have entered a “No” in columns 4, 5 or 6, the knowledge, skill or ability should not be used as a final KSA in the crediting plan. You can combine KSAs and use them in the definition of the level description (benchmark).  Try to limit the number to 3 if possible.

SAMPLE

CREDITING PLAN

See Attached Crediting Plan for Dental Hygienist, GS-682-06

The benchmarks are defined for each KSA identified in the sample job analysis.  Three levels (Superior, Satisfactory, Barely Acceptable) are identified for this specific plan.  You may provide one benchmark which would fully describe the Satisfactory level.  When establishing the benchmarks for GS positions, remember the Qualification Standards set the basic requirements.  Therefore, when establishing benchmarks, you cannot require less than the standard.

When defining benchmarks remember to consider experience, education (specific course work completed as relates to the KSA), and related training that would give weight to the benchmark.

ELEMENT 1 - SKILL TO TAKE DIAGNOSTIC DENTAL X-RAYS
SUPERIOR

4 Points
Able to independently take diagnostic dental x-rays for the diagnosis of periodontal disease and the presence of calculus.  Able to train other dental hygienists and assistants to take dental x-rays.

SATISFACTORY

3 Points
Able to independently take diagnostic dental x-rays for the diagnosis of periodontal disease and the presence of calculus.

BARELY ACCEPTABLE

2 Points
       Successful completion of a training program for radiographer from a dental

                               assistant training program.  Applicant has not taken dental x-rays since the

                               completion of the training program.

ELEMENT QUESTION:  Describe your experience to take diagnostic dental x-rays.

ELEMENT 2 - KNOWLEDGE OF DENTAL WORKLOAD REPORTING SYSTEM
SUPERIOR

4 Points        Able to independently maintain workload statistics IAW dental workload reporting

                     system.

SATISFACTORY

3 Points        Able to independently code IAW the American Dental Association.

BARELY ACCEPTABLE

2 Points        Meets minimum qualifications.

ELEMENT QUESTION:  Describe responsibility you may have to maintain a workload reporting system.

ELEMENT 3 - SKILL IN ORAL COMMUNICATION
SUPERIOR

4 Points
Able to communicate with professional dental staff to plan and coordinate the treatment of patients.  Able to communicate with patients to provide treatment, instructions, motivation, etc., to practice daily oral hygiene care.  Able to provide informal training to other dental hygienist and assistants on subject matter.

SATISFACTORY

3 Points
Able to communicate with professional dental staff to plan and coordinate the treatment of patients.  Able to communicate with patients to provide treatment instructions, motivation, etc., to provide daily oral hygiene care.

BARELY ACCEPTABLE

2 Points
       Meets minimum qualifications.

ELEMENT QUESTION:  Describe any informal training you may have presented to small groups or individuals and specify subject matter presented.  Describe your ability to communicate with dentists, patients, etc., to plan and coordinate the dental treatment of patients.

JOB ANALYSIS WORKSHEET

POSITION TITLE:  ______________________________________________________________________________________

NOTE:  KSA means:  Knowledge, Skill or Ability

                                 COLUMN 1                                                                                   COLUMN 2

A. [image: image2.wmf]WEST Region

WHAT ARE THE FOUR OR FIVE MAJOR FUNCTIONS TO BE PERFORMED ON THIS JOB?

1.  Serves as a dental hygienist responsible providing routine and advanced prophylactic and therapeutic dental care to normal and periodontal patients.  Examines patient’s teeth.  X-rays surrounding tissues to determine prophylaxis required and extent of abnormal conditions requiring loss in order to determine hygiene needs and to show patient what is occurring.  Occasionally required to take x-rays.  Plans dental hygiene treatment and series of appointments IAW existing conditions and OHI.


B. FOR EACH FUNCTION WHAT KSA’S ARE REQUIRED TO PERFORM THIS?

.  K of Dental Prophylactic Techniques

.  S to Take Diagnostic Dental X-Rays

.  A to Prepare Treatment Plans

.  S in Oral Communication

.  A to Work Independently



2.   Performs oral prophylaxis and provides therapeutic care for normal patients and those with cases of acute gingivitis and periodontal disease.  Provides thorough supra and subgingival scaling to remove all traces of calculus deposits, accretions and stains from teeth thorough use of hand or mechanized instruments.  Performs deep scaling and root planing of deep pockets and to smooth root surfaces by removing soft cementum.  Treats abnormal conditions.  Polishes teeth.  Charts hygiene examination, treatment, progress and OHI information IAW work performed.  Maintains workload statistics.  Maintains instruments.  Observes patients closely for any adverse reactions and initiates appropriate emergency care as necessary to include CPR.


   K of Oral/Periodontal diseases

   S to Use Dental Instruments

   K of Dental Workload Reporting system

   A to Take Blood Pressures

   A to Work Independently



3.  Provides group and/or individual instructions.  Explains common causes of tooth decay; covers matters such as importance of good oral hygiene & effects if not practiced, etc.  May instruct new dental hygienists as required.


   A to Provide Informal Training to Others

   S in Oral Communication



SIGNATURE______________________________________________________________ DATE _______________________________

4.


4.



5.                                                                                                                                                           
5.

COLUMN 3
COLUMN 4
 COLUMN 5
                            COLUMN 6

KNOWLEDGE, SKILLS, & ABILITIES
ESSENTIAL
RATABLE
DISTINGUISHING SUPERIOR FROM

 BARELY ACCEPTABLE

1.  K of Dental Prophylactic Techniques


Yes
Yes
No – Covered by Minimum Qualifications

2.  S to Take Diagnostic Dental X-Rays


Yes
Yes
Yes  *

3.  A to Prepare Treatment Plans


Yes
Yes
Combine w/4

4.  S in Oral Communications


Yes
Yes
Yes   *

5.  A to Work Independently


Yes
Yes
Combine w/1 & 2

6.  K of Oral/Periodontal Diseases


Yes
Yes
No – Covered by Minimum Qualifications

7.  S to Use Dental Instruments


         Yes

                 
Yes
No

8.  K of Dental Workload Reporting System


Yes
Yes
   Yes  *

9.  A to Take Blood Pressures


Yes
Yes
No

10.  A to Provide Informal Training to Others


Yes
Yes
Combine w/2 & 4


FINAL KSA’S –

*  2, 4, 8








SIGNATURE  __________________________________________________________ DATE ______________________

JOB ANALYSIS WORKSHEET

POSITION TITLE: ____________________________________________________________________________________________________________
NOTE:  KSA means:  Knowledge, Skill or Ability

                                     COLUMN 1                                                                             COLUMN 2

C. WHAT ARE THE FOUR OR FIVE MAJOR FUNCTIONS TO BE PERFORMED ON THIS JOB?

1.


D. FOR EACH FUNCTION WHAT KSA’S ARE REQUIRED

TO PERFORM THIS?

1.



2.


2.



3.


3.



4.


4.



5.


5.



SIGNATURE _____________________________________________DATE _______________________________

COLUMN 3
COLUMN 4
 COLUMN 5
                         COLUMN 6

KNOWLEDGE, SKILLS, & ABILITIES
ESSENTIAL
RATABLE
DISTINGUISHING SUPERIOR FROM BARELY ACCEPTABLE
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