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1.  Problem/Issue:  Succession Planning
2.  Analysis/Discussion:  We, like many other agencies, have an aging workforce.  There could be a drain of institutional skill and talent over the next several years with the number of retirement eligible employees.  Many of these are in senior leader positions and we need to ensure that there is a pipeline of talent that will be ready to backfill retirees.  The first challenge is to predict at what point we will lose people to retirement.  Then have a plan to backfill with minimal loss of skills.  

3.  Recommended Action w/Milestones:  Our succession planning has been ongoing for several years at Fort Lee.  We are about to embark on a multi-year strategy that will allow us to make maximum use of the buy-out authority by having the workforce identify their timeframes for anticipated retirement.  We can use the buy-out to obtain the employees’ intent over a 3-4 year period.  We successfully accomplished this 5 years ago and were able to develop and execute a 4 year plan as opposed to the traditional “year-to-year” reaction to reductions and restructuring.  Our plan for the next 3-4 years is 80% developed and will be briefed to all the Fort Lee Commanders later this month for their buy-in.  We will begin execution of the plan in July 04 and it will initially cover the period from FY05 to FY07.
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1.  Problem/Issue:  Training and Leader Development

2.  Analysis/Discussion:  With the possibility of a large “retirement bubble” in the near future, we need to be poised to replace key staff with high quality throughout the Army. A significant part of this is Leader Development.

3.  Recommended Action w/Milestones:  The HR Community needs to be able to meet the needs of leader development and work closely with managers to identify high potential candidates for training and encourage their participation and attendance.  This can be done to some extent locally, but ensuring that the progression of appropriate training courses remains available and funded requires DA continued support and emphasis.
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1.  Problem/Issue:  Workforce Restructure Planning and Position Management

2.  Analysis/Discussion:  An HR program is not based solely on reacting to customers needs.  Under AR 690-250, the CPO is the Commanding General’s designee for discharging the Commander’s Appointing Authority.  This charges the CPAC Director to do, not only “Today’s Work”, but to understand the Commander’s vision and develop proactive plans for the future.  A large part of this responsibility is to see the future and poise the organization to meet the future needs by orderly execution of downsizing / restructuring / grade control / position management / succession planning / etc.

3.  Recommended Action w/Milestones:  With the implementation of military to civilian conversions, NSPS, Standard Levels of Service, a standard Garrison structure, and the presence of an aging workforce and changing or evolving missions, we will develop and implement a 3-4 year strategy for Fort Lee using the permanent buy-out authority along with position management studies, to leverage opportunities to have an orderly replacement of aging skill and talent.   
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1.  Problem/Issue:  Fewer Pay Problems

2.  Analysis/Discussion:  During the time of transition for Project 75, Fort Lee experienced a tremendous number of pay problems. After CPOC servicing of Fort Lee changed to SC CPOC, we significantly decreased the number of new errors being generated and cleared up the backlog of pay problems. Although we now generate very few pay problems and there is no backlog, Fort Lee has a strong institutional memory of the bad days and wants to keep the issue on the front burner.

3.  Recommended Action w/Milestones:  Continue to concentrate on quality of actions to prevent pay problems. Continue to use the Pay Problem Reporting Tool to expedite correction of pay problems.
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1.  Problem/Issue:  Better Quality Referrals

2.  Analysis/Discussion:  

Fort Lee has received too many referrals for professional positions that contain candidates who do not have the appropriate degree. In some cases applicants have stated that they have studied a subject, e.g., engineering, at a college and are credited as though they had the degree. There were also some Diploma Mill issues. Most of the problem referrals come from the DEU.

Another problem has been associated with managers learning to use Resumix skill search to identify the skills that are actually critical to the jobs. When the skills selection is inappropriate, the referral list will be problematic.

3.  Recommended Action w/Milestones:  

Pay closer attention to education claims on resumes to weed out those who do not have appropriate degrees from accredited colleges, starting immediately.

Provide training for managers on Resumix, especially on the process of skills selection.
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1.  Problem/Issue:  Productivity – Stop Measuring the Wrong Thing – Concentrate on Quality

2.  Analysis/Discussion:  Fort Lee Commanders think that the HR community puts too much emphasis on fill time and not enough emphasis on taking the time necessary to provide the HR services that help them meet their mission.  Too often the time goals either prevent HR professionals from providing the service the Commander needs, or penalizes them if they do.

3.  Recommended Action w/Milestones:  CPOC/CPAC personnel continue to do what is necessary to help Commanders and managers meet their missions, but the issue of measuring the wrong thing cannot be resolved at this level.
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Sustain/Maintain:  

Our Commanders’ assessment recognizes that we have successfully carried out an innovative succession plan in the past, so they are confident that it has value to their missions and that we can successfully launch into this multi-year strategy once again.  The plan was originally identified as a Reinvention Initiative through HQ TRADOC.  

Our Commanders (of over 20 UICs) identified the top three things that we are doing well as part of the CHRA Commander assessment.  The three top items are:

1) Has a “voice” at the Commander’s Table and a partnership with RM Staff

2) Plans, forecasts and sets vision for the installation

3) Runs HR program “for the Commander”; a role that goes beyond “Advisory”

Continuing to do the things that earned this reputation will allow us to meet the Commanders’ top HR Challenges.

