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Description

Increased attention has been placed on Federal agencies to take a strategic approach to human capital management and to more effectively manage their human resources.  Recent initiatives such as the President’s Management Agenda address the criticality of strengthening the Federal workforce’s human resources as a driver for organizational effectiveness.  Moreover, greater emphasis is being placed on accountability, as Federal agencies are now being asked to measure and report their efforts toward achieving more effective human capital management via OPM’s Human Capital Assessment and Accountability Framework and OMB’s Workforce Planning and Restructuring guidance.  
In response to an increased focus on the strategic management of human capital, and as required under the Clinger Cohen Act, HHS plans to undertake an enterprise-wide IT workforce assessment to identify the human capital requirements necessary to support the HHS IT mission, vision, and goals.  Specifically, in support of the IT Goal to “Achieve Excellence in IT Management Practices,” the IT Workforce Assessment will help inform the development of an IT human capital plan to guide the recruitment, retention, and skill development of staff (IT Objective 5.3).

Initiative Goals

Five goals are identified for the Workforce Assessment initiative:

	Goal 1  (
	Identify HHS’ existing IT workforce capabilities in terms of workload and competencies.

	Goal 2  (
	Determine future IT workforce requirements.

	Goal 3  (
	Identify gaps between workforce capabilities and workforce requirements.

	Goal 4  (
	Develop targeted solutions that address identified gaps.

	Goal 5  (
	Guide strategic human capital management decisions.


Alignment with the HHS Strategic Plan

This Workforce Assessment initiative aligns directly with the HHS strategy:

	HHS Goal
	HHS Objectives
	Description of Alignment

	Goal 8

Achieve excellence in management practices.
	Objective 8.1

Create a unified HHS committed to functioning as One Department.
	It furthers the One HHS concept through the assessment of the enterprise-wide IT workforce to improve the Department’s IT skills.

	
	Objective 8.2

Improve the strategic management of human capital.
	This initiative assesses and seeks to improve the IT workforce across the Department.

	
	Objective 8.5

Enhance the use of IT in service delivery and record keeping.
	This initiative directly aligns with this objective as it furthers the use of IT in creating a more efficient, effective, and secure operating environment within HHS.  It promotes improved communication and collaboration among customers / stakeholders, while enhancing the ability to conduct business transactions.


Alignment with IT Strategies

The Workforce Assessment initiative aligns with the following HHS IT goal:

	IT Goal
	IT Objectives
	Description of Alignment

	Goal 5

Achieve excellence in IT management practices.
	Objective 5.3

Develop an IT human capital plan to guide the recruitment, retention, and skill development of staff.
	This initiative directly supports this objective as it aims to improve the recruitment, retention, and skill development of IT staff.


Approach 

Overview

The IT workforce planning assessment consists of four primary steps, each conducted in sequence: 

1. Define future requirements,

2. Assess capabilities of existing workforce via workforce supply, workload, competency assessments,

3. Conduct gap analyses, and

4. Develop solutions.

Define Future Requirements
Defining future requirements is a critical first step in workforce planning assessment.  By generating a description of anticipated changes in workforce requirements based on environmental analysis, this step provides the empirical foundation for subsequent analyses.  In this step, critical IT work functions and activities are identified and validated to create an accurate model of the IT work currently performed.  Against this framework of existing work and using a planning horizon of 3 to 5 years, a picture of future workforce requirements is created by identifying key change drivers and internal/external factors affecting workforce capabilities, and by outlining anticipated future changes to work.  The identification of future workforce requirements then serves as the foundation for subsequent assessment of workforce capabilities: namely, workforce supply, workload, and competency capabilities.  
Capabilities Assessment
The workforce supply assessment generates a better understanding of the IT workforce resources available, both current and future, to accomplish the critical IT work functions.  The workforce supply assessment addresses key questions such as: Does the current composition of the workforce meet stated workforce goals, such as diversity or supervisory ratios?  Are there critical workforce trends, such as projected retirement eligibility, which will significantly impact the size or composition of the future workforce?  In the workforce supply assessment, the size, composition, and mix of the IT workforce is assessed against key workforce variables such as grade levels or occupation series and against workforce goals such as desired outsourcing ratios or diversity ratios.  In addition, key workforce trends, such as net attrition/appointment rates, are identified and projected forward to describe the future workforce’s size and composition.  
A workload assessment complements the workforce supply assessment by identifying and quantifying the workload demands placed upon the IT workforce, which in turn facilitates an understanding of the alignment of IT workforce resources against those workload demands.  The workload assessment addresses key questions such as: What is the volume, distribution, and frequency of IT workload?  Is there notable seasonality to the workload that human capital plans must accommodate?  In the workload assessment, workload volume and distribution among critical IT work functions and activities is quantified.  In addition, workload backlog is also assessed; i.e.  work that should be performed but is not due to resource or other constraints.  The current alignment between workforce resources and workload demand is then evaluated, and any misalignments identified.  
A competency assessment identifies and defines those competencies considered critical to successful performance, and evaluates the capability of the current workforce to meet future competency requirement targets.  The competency assessment addresses key questions such as: What are the technical, crosscutting, or other competencies considered critical to successful IT job performance?  What are the future target competency capabilities towards which human capital actions, such as training, should be targeted?  To conduct a competency assessment, those competencies considered “core” or “critical” to successful performance of critical IT functions are identified, defined, and validated.  The current IT workforce’s capabilities within those competencies are then assessed and quantified.  Finally, target capability requirements within the identified competencies are established, and validated to ensure that target levels are appropriate and/or feasible.

Gap Analysis
Following the completion of the workforce supply, workload, and competency assessments, a gap analysis is conducted to identify any shortfalls or surpluses between capabilities and requirements, both current and future.  Key questions addressed during a gap analysis include:  What are the gaps between workforce supply and workload demands, and how large are those gaps?  What are the gaps in critical competencies between current capabilities and future target capabilities?  After gaps are identified and quantified, gaps are then prioritized to provide more focus to subsequent development of solutions.  
Develop Solutions
Finally, potential solutions that address identified, prioritized gaps are identified and evaluated.  A range of solutions that address gaps are considered, such as self-directed and organization-directed approaches to address competency capability gaps, or structural, process, or management approaches to address workforce/workload gaps.  Potential solutions are then evaluated against a set of criteria, which may include expected impact upon IT Strategic Goals and/or feasibility factors such as cost or length of implementation.  Solutions are then incorporated into strategic human capital management plans, and action plans outlining next steps are developed.

Milestones

OIRM, with the leadership of the HHS CIO, will lead the Workforce Assessment initiative to achieve the following milestones:
	Milestone
	Completion Date

	Future Requirements Defined
	July 2003

	Assessment of Capabilities 
	October 2003

	Gap Analysis
	November 2003

	Development of Solutions 
	January 2004

	Executive Summary
	January 2004


Critical Success Factors

Several factors influence the success of a workforce planning assessment effort, and affect the level of data quality, data consistency, and buy-in from staff.  Therefore, data collection approaches, types of analyses, and project coordination efforts account for the following:

· Use of a common framework to categorize workforce, workload, and competency data, which enables analysis of assessment results at aggregate levels and more clearly demonstrates connections to HHS IT strategy.  

· Involvement of staff at multiple levels; e.g., representative samples of employees, supervisors, and managers throughout the effort to help ensure buy-in to the assessment process and to improve the accuracy of data collection.

· Use of data collection approaches and analyses that incorporate both qualitative and quantitative data, which enables cross-validation of findings and leads to a more robust, accurate identification of workforce capabilities and requirements.

Performance Goals and Measures

OIRM defined the following performance goals and measures.

	Initiative
Goals Supported
	Existing Baseline
	Planned Performance Improvement Goal
	Planned Performance Metric

	· Identify gaps between workforce capabilities and workforce requirements.  
· Develop targeted solutions that address identified gaps.
	Current workforce capabilities and future workforce requirements not well understood.
	Completion of IT Workforce Assessment to identify capabilities, requirements, and targeted solutions.
	Percentage of IT Workforce Assessments completed and number of solutions identified. 

	Guide strategic human capital management decisions. 
	Solutions identified that address workforce gaps.
	Solutions selected and implemented, based on organizational priorities and/or available resources.
	Number of solutions implemented; quantitative and qualitative results of implemented actions. 
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