HQ TRADOC NSPS Town Hall Meeting - 7/23/04
Questions and Answers

1. Q: Is professional development being considered as a part of this system?

A: No.  Professional development is being considered by the Army Training and Leader Development Panel (ATLDP), of which TRADOC is a major player.
2. Q:  Will there be mandatory training (development) at certain grades as a part of this process?

A: This will not be required under NSPS.  

3. Q: Will NSPS cover appropriated fund (AF) and non-appropriated fund (NAF) employees?

A:  AF employees are covered.  The authority permits inclusion of NAF and wage-grade employees, but decisions about when these employees will be covered by NSPS have not been made.
4. Q: Since 95% of employees are currently rated at the top block, how will the new system change that?

A: The new appraisal system will need to require supervisors to discriminate between levels of performance.  I would recommend you look at the appraisal systems inside the lab demos and the acquisition system.

5. Q: What is being considered to deliver training to managers and supervisors as we move into the new system?
A: The PEO is looking at training employees, practitioners and managers/supervisors.  The training mechanics have not been developed yet but we know we cannot afford to use contractors. First will be “change management” training.  Train the trainer may be an option as well as utilizing electronic options.  The numbers to train and how to train have not yet been decided.  

6. Q:  Which options/tools under NSPS will speed up the recruitment process?

A:  Pay banding will allow us to be more competitive with the private sector.  We also anticipate an increase in Direct Hire Authority.

7. Q: In my organization, the work force salary is above the Army average due to longevity and employees being at the top steps of their grades.  When we transition to NSPS, what will be the impact on their pay?
A:  We don’t anticipate circumstances where you can reduce a person’s pay under an appraisal system.  Legally, pay is considered property and can’t be taken from an employee without due process.  We don’t know what the new system is going to look like.  The answer may depend on the boundaries that are established.  If you are at the top of a pay band you may not get an increase or you may belong in the next band.
8. Q:  In demo projects has the cost of the civilian work force increased or remained constant?

A: In China Lake the pay did increase faster, as well as in some other demo projects.  The Office of Management and Budget (OMB) will be involved in the development of NSPS.  OMB decides if new pay rates can be published.  They will also serve as the arbitrator if OPM and DoD disagree on the pay system. OMB is fiscally responsible for DoD – they watch that DoD costs don’t escalate.  Also, costs will continue to be constrained by a budget.
9. Q:  Will there still be a baseline COLA raise every year?

A:  Don’t know but authority to use annual general increase as part of pay for performance.  It’s discretionary whether we use COLA as a part of pay for performance.

10. Q:  Does this mean no more awards – just pay for performance?

A:  Don’t know yet but the authority exists to allow the pay for performance pool to include COLA, WGIs, performance bonuses and other monetary awards.  There will be no change in honorary awards.  Pay raises will be a result of pay for performance.  We will have the option to keep cash awards, i.e.; on-the-spot cash awards.  The details have not been worked out.

11. Q:  Is there a possibility that the pay bands will not be published?

A:  No.  Pay band information will be published – employees will see be able to see the pay band and dollar scale.  All of our pay is a matter of public record and that will continue.

12. Q:  Is NSPS good for employees?

A:  Yes.  China Lake was given as a demo example where employees preferred it to the old program.  One reason employees preferred pay bands was high performers were recognized.  If people didn’t do well, they left and found other opportunities to do well.  The appeals process was built in.  There was a local panel which heard performance rating appeals.  The vast majority of employees felt the system was fair and equitable.  Whenever I visit AMSC I always receive a question about pay-for-performance.  There is usually an acquisition demo employee who speaks up and tells how they prefer the acquisition pay-for-performance system.
13. Q:  Were the focus groups proportional to the number of employees in each component?  

A: The focus groups were distributed to each component proportionally and individual participants were randomly selected.

14. Q:  How long will the pilots run before implementation of the system?

A: Pilots are currently scheduled to begin in the June/July 05 timeframe. The pilot will run for 6 months and then a mock rating and payout will be performed (not real).  This will allow us to see if the system is working or if it is hurting anyone.  Then the pilot will continue for another 6 months and then the employees will be rated for real.  There may be additional pilots added during the pilot period.
15. Q: Will the rating methodology under the new system be the same that we have now or will it change?

A: We don’t know what the system will look like.  The general process of a rater/senior rater will probably be the same but we have the authority to change it.  Performance review boards are used in some demos to level the results of hard raters and easier raters.

16. Q: Is there a mandatory RIF required with the passing of this law?
A: No.  We could even expand the force.

17. Q: What is the experience of supervisors with increased workload required by this type of system?  Most TRADOC supervisors are also action officers and they have multiple demands on their time.
A:  Supervisors should be spending time now talking to employees and communicating expectations. Initially, supervisors can expect that transition to the new system will require more of their time but there will be an emphasis on employees to do their part also, so it may not be as much as you think.

18. Q: Is there an aspect of this program that requires moving people around?

A: The flexibility in reassigning people discussed in the briefing is not the same as requiring mandatory mobility.  Pay banding gives the supervisor more flexibility to move people into different jobs because there are more types of jobs that you can be reassigned to within a band.  Although there is not mandatory mobility as a part of this system, there are other initiatives that could increase the mobility of managers and supervisors so that they could be moved where the work is.  The Senior Army Work force (SAW) concept includes mandatory and increased mobility, but it is not approved and is still just a concept.
19. Q: When someone accepts a development assignment under pay banding, will their pay change?

A: We don’t know the details of the new system yet, but the authority exists to offer a pay incentive for accepting such an assignment.

20. Q: Have there been any studies on the impact of pay-banding on the organizational climate?  Is there an increase in competition amongst employees or collaboration?

A: Not for pay banding, but pay-for-performance is tied to the goals of the organization.  If the organization fails, even if an individual was successful, they actually failed.  Pay-for-performance must be tied to organizational goals.  Some demos include employees rated as teams instead of individuals.

21. Q: Has there been any consideration to doing the Biennial Army Civilian Attitude Survey more often or specifically surveying any NSPS pilots separately?

A:  The Army survey is currently performed every other year.  The NSPS PEO plans to conduct a similar survey to develop a baseline and track employees in the pilot.

22. Q: Comment from an acquisition employee – Employees in the acquisition demo are very happy!

23. Q: Is there the potential for employees to rate each other as part of the overall appraisal process in this new system?

A: The authority exists to include some type of 360 degree review but the system hasn’t been developed yet so I don’t know of it will be included.

24. Q: How does pay-for-performance differ from merit pay?

A: Merit pay failed because of lack of funding. The system was cancelled because it was not worth the effort for the small amount of money available for pay increases.  Depending on how NSPS is designed, there is the potential to put 6% to 7% in the pay pool.  This means individual increases could be even larger.  This is significant.

25. Q: How decentralized will management of pay be under this system?
A:  This has not been decided yet.  My approach would be to decentralize to the maximum extent – to the supervisor level.  Another problem with Merit Pay is that it was not delegated down.

26. Q: Will there be decentralized flexibility in the management of the system?  For example, could 360 degree evaluations be used in some activities and not in others?

A: The Navy is looking for that kind of flexibility.  I think that that we need one system for everyone so that there is less disruption when moving among organizations or components.  Then each time you move you don’t have to learn a new system.

27. Q: In some organizations, supervisors and managers get large performance bonuses and worker bees get small bonuses.  Will something be built in to the new system to guarantee this won’t be the case?
A: It sounds like you are asking for guaranteed pay raises. What you are describing sounds like a leadership issues, not a systemic issue.  It is not my preference to build in pay raises to the new system.

