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Welcome to the AcqDemo Business Rules Development one-day class.  

The purpose of the Department of Defense Civilian Acquisition Workforce Personnel Demonstration Project (AcqDemo) is to demonstrate that the effectiveness of DoD acquisition can be enhanced by allowing greater managerial control over personnel processes and functions and, at the same time, expand the opportunities available to employees through a more responsive and flexible personnel system.

This training session is designed for management personnel to understand the requirements of their AcqDemo business rules so as to begin developing policies needed for implementation.
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Here we have the key terminology differences between the classification structure of GS and AcqDemo.  
In GS, similar series were grouped together in a career group, e.g. Accounting & Budget Group (0500), Business & Industry Group (1100), etc., and then pay set under the GS or other pay schedules for different possibilities.  Under AcqDemo, occupational series are grouped more by the role they play…business professional, technical management support and administrative support.  
Our pay schedules have a one to one relationship with each of these career paths, NH to management, NJ to technical support and NK to admin support.  AcqDemo pay schedules do not provide for a different supervisory pay schedule, though the program does have a supervisor/team lead cash differential feature.
AcqDemo career paths contain 3-4 broadband levels.
Finally, your job description in AcqDemo is called a Position Requirements Document.
This chart shows a crosswalk of classification terminology from GS to AcqDemo.  The architecture of AcqDemo is simplified and designed specific to the acquisition workforce.
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The classification conversion process is automated based on the above criteria.
[bookmark: _Toc510512462]Broadbands
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This chart provides a visual of the AcqDemo career paths, broadband levels and their associated basic pay ranges, along with the GS equivalents for reference.  

[bookmark: _Toc510512463]Conversion Pay Setting
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Within-Grade Increase (WGI) buy-in option is only available if hiring from a graded position in a pay system that offers WGIs or equivalent.
Operating Procedures Reference: 
2.10.1.1 Buy-ins 
WGIs inherent in the GS system are discontinued under this demonstration project. In order to compensate employees equitably at the time of their organization’s initial conversion into AcqDemo, adjustments to the employees’ basic pay for a step increase and/or non-competitive career ladder promotion will be made. This process is known as a “buy-in.” 
2.10.1.2 Calculation 
Specifically, “buy-in” adjustments to an employee’s basic pay for a step increase and/or a non-competitive career ladder promotion will be computed based on the organization’s implementation date, according to a prorated share computed upon the number of weeks an employee has completed towards the next higher step or grade. A week is considered to be in effect at 0001 hours on each Sunday. 


2.10.1.3 Eligibility
Employees will not be eligible for the WGI buy-in if their current rating of record is unacceptable at the time of conversion, are at step 10, or are receiving retained pay at the time of conversion will not be eligible for a WGI buy-in. An employee on retained pay whose basic pay exceeds the maximum basic pay of the broadband level (as determined by the employee’s grade) is not eligible for a buy-in adjustment. As such, an employee’s rate of basic pay remains the same under AcqDemo as it was previously. Employees on retained grade at the time of conversion into AcqDemo will receive a "buy-in" for their within-grade increase provided they would have received a WGI prior to expiration of their retained grade. Their basic pay will then be set at that rate in the career path and broadband level for their position of record. Employees on grade retention at the time of conversion transition into AcqDemo who would not receive a WGI prior to expiration of their grade retention will not receive a buy-in for their WGI. Their basic pay will be set at the rate in the broadband for their position of record. Employees whose pay exceeds the top rate of the broadband level will have their pay retained.
2.10.2 Career Ladder Promotions
Similar computation applies for career ladder promotion buy-in. If both the step increase and the career ladder buy-in apply, calculate the step increase buy-in first, and then calculate the career ladder buy-in. For employees whose special rate exceeds their locality rate, the pay conversion will be processed first to derive a new rate of basic pay under the demonstration. Next, the WGI/career ladder promotion buy-in adjustment is added to the new rate. (This processing sequence is significant because it yields a higher rate of basic pay under the demonstration than the reverse sequence would.) 
2.10.2.1 Career Ladder promotion buy-in may cause an employee’s rate of basic pay under the demonstration project to exceed the top of the broadband level corresponding to the employee’s pre-demonstration project permanent grade. If the employee’s rate of basic pay exceeds the maximum rate of basic pay for the broadband level containing the employee’s GS grade, the employee will remain at that broadband level and will receive a retained rate 
2.10.2.2 For employees on career ladder positions, no within-grade increase (WGI) equity adjustment will be made if the employee’s basic pay is adjusted for a promotion that would be effective before the next scheduled WGI. 

[bookmark: _Toc510512464]Position Requirements Documents (PRD)
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AcqDemo utilizes a Position Requirements Document (PRD) in place of a Position Description.  Under the demonstration project’s classification system, a position requirements document (PRD) combines the position information; staffing requirements; factors, descriptors, and discriminators; expected contribution  criteria for the assigned broadband level; and position evaluation statement into a single document.
This normally requires preparation of a new PRD for each position at the time of conversion to AcqDemo. Fillable templates have been developed for each career path and broadband and may be used in conjunction with a participating organization’s PRDs as determined by the participating organization. 
The objectives in developing the PRD are to: (a) Simplify the descriptions and the preparation process through automation; (b) provide more flexibility in work assignments; and (c) provide a more useful tool for other functions of personnel management, e.g., recruitment, assessment of contribution, employee development, and reduction in force.
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Federal Register notice, Section II.A.7 and Operating Guide, Chapter 3, paragraph 3.8.
· Commonly known as “target grade” or “full-performance level” under the General Schedule.
· Each position under the demonstration project has a designated maximum broadband level. 
· This maximum broadband level will be identified as the top broadband level within a career path for a particular position and the broadband level to which an incumbent, selected competitively or through merit promotion for a lower broadband level, may be advanced without further competition.
· These broadband levels will be based upon the full performance levels of positions before conversion into AcqDemo. After conversion a newly created or re-described AcqDemo position may be assigned a different maximum broadband level based on the AcqDemo organization’s position management structure, change in mission, reorganization, and similar factors.
· Maximum broadband levels may vary based upon occupation or career path. An employee’s base pay will be capped at the maximum rate for the current broadband level until the employee has been promoted into the next higher broadband level.
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Each participating DoD activity is required to establish a Personnel Policy Board (PPB) for the demonstration project, or modify the charter of an existing group.  This Board will consist of the senior civilian in each major office and directorate within the activity and be chaired by the Commander/Director. The PPB’s areas of responsibility are listed above.
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The Compensation Strategy is one of the most important strategies in an organization since it influences the costs of the organization and can significantly impact mission achievement.  Poor decisions can lead to serious budgetary issues for the organization.
The main objective of a compensation strategy is to give the right rewards for the right employee contributions.  Achievement of the desired contributions is, of course, important in order to enhance your organization's effectiveness.  Compensation is a key motivator when it rewards achievement of desired organizational results.  The compensation strategy must also support fulfillment of the organization’s budgetary constraints.
The compensation strategy not only sets the general rules for compensation within the organization, it is also a significant component in determining organizational goals.  An organization could, for example, wish to set pay at the lowest possible levels.  However, the organization has to respect the reality of the job market and, by doing so, may need to rethink its compensation strategy in order to most effectively and efficiently reach organizational goals.
The compensation strategy can also help to reinforce the organizational culture that you desire. There is an enabling organizational culture under which pay is linked to performance and contribution.  For example, the role of bonuses can be primarily in rewarding actual contributions or the retention of the employees.  Either way the organization decides, supervisors and pay pools must enforce the decisions.
[bookmark: _Toc510512470]Compensation Philosophy
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Federal Register notice, Section C.1., Introduction
AcqDemo’s compensation philosophy insures equitable pay for the duties of the position, recognizes individual competency achievements, and rewards contribution to mission. 
To assist in this endeavor, AcqDemo provides a number of interventions and policies for special situations such as pay setting for new hires, reinstatement eligibles, and non-AcqDemo Federal civilian employees voluntarily accepting an AcqDemo position; promotions; buy-ins on voluntary permanent lateral transfers, reassignments, and realignments into AcqDemo; changes to lower career path, broadband level, and/or basic pay; supervisory and team leader cash differentials; accelerated compensation for developmental positions; and a contribution-based  compensation system that aligns employees’ pay to their contributions to the organization’s mission and to the scope, difficulty, and value of their positions.
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AcqDemo HPR allows an organization to set pay for an AcqDemo employee at a rate above the rate that would be established using normal AcqDemo rules, based on a higher rate of basic pay the employee received previously in another Federal job. 
The AcqDemo HPR may be used for reemployment, transfer, reassignment, promotion, demotion, change in type of appointment, termination of a critical position pay authority under 5 CFR part 535, movement from a non-GS pay system, or termination of grade or pay retention under 5 CFR part 536. 
Use of AcqDemo HPR will be at the discretion of the Head of the Participating Organization and subject to policies established by the organization’s senior leaders and/or Personnel Policy Board.
Careful consideration must be exercised when choosing to apply the AcqDemo HPR rule to ensure the integrity of the organization’s position management structure and maintain equity among positions performing like work. Using a highest previous rate may also set unrealistic contribution expectations for the position since the expected overall contribution score (EOCS) is based on current basic pay. 
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In many organizations, going from a non-supervisory role to a supervisory role occurred in GS as a change from a GS-12 to a GS-13.  As both of those positions in the NH Career Path are NH-III positions, there was no opportunity to monetarily incentivize an employee with a base pay increase at the time of position change, only at the time of CCAS payout each January. This feature allows for an increase in pay at the time of position change.
A cash differential is not paid from pay pool funds and is NOT included as part of basic pay for entitlement calculations (e.g., retirement and Thrift Savings Plan); and is subject to the total aggregate limitation on pay. Because it is not part of basic pay, supervisors or team leaders who are at the maximum basic pay for their respective broadband level may still receive a supervisory cash differential. 
It is paid on a pay period basis with a specified not to exceed date of one year or less; reviewed every year at the same time as the CCAS annual assessment and may be terminated or reduced as dictated by fiscal limitations, changes in assignment or scope of work, and/or an employee’s removal from the supervisory or team leader position regardless of cause. Termination or reduction of a cash differential is not an adverse action and is not subject to appeal or grievance. 
A signed statement by an employee receiving a cash differential acknowledging all of the stipulations will be required.     
The cash differentials are not automatic by virtue of holding a supervisory or team leader position. They will be used selectively, not routinely, to compensate only those supervisors and/or team leaders who fully meet the criteria. 
[bookmark: _Toc510512477]Accelerated Compensation for Developmental Positions (ACDP)
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Often the term Career Ladder Position is used for these types of appointments.  Employees are guaranteed increases at the time certain milestones are met (often an anniversary date).
Standards by which ACDP increases will be provided and development criteria by which additional basic pay increases may be given will be established in combination with the CCAS and documented in internal business rules, policies, and procedures.
The amount of the ACDP increase may not cause the employee’s basic pay to exceed the top of the employee’s broadband level, the target pay for the employee’s maximum broadband level, or compensation strategy set by internal business rules, policies, or procedures for both the position’s value and employee contributions. 
A general O&M budget allocation or equivalent for civilian salaries, as appropriate, would be used to cover ACDP basic pay increases. If approved, Defense Acquisition Workforce Development Funds (DAWDF) may be an additional source of funds for ACDPs. 


[bookmark: _Toc510512478]Retained Pay Compensation Option
[image: ]
Pay retention provisions provide that an employee on pay retention whose most recent annual or interim (contribution-based action) assessment is Level 1- Unacceptable may have the 50 percent of the amount of the increase in maximum rate of basic pay payable for the broadband level of the employee’s position reduced denied or given in full. 
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To provide additional flexibility in motivating and rewarding individuals and groups, some portion of the performance award budget will be reserved for special acts and other categories as they occur. Awards may include, but are not limited to, special acts, patents, invention awards, suggestions, and on-the-spot. The funds available to be used for traditional title 5 U.S.C. awards are separately allocated within the constraints of the organization’s budget in the CCAS funding pools (minimum of 10% of CA award money must be set aside for cash awards given throughout the CCAS appraisal cycle).


[bookmark: _Toc510512480]Pay Administration Considerations Business Rules Decisions
[image: ]\
NOTES:
													
													
													
													
													
													
													
													
													


[bookmark: _Toc510512481]Chapter 4:  Contribution-Based Compensation and Appraisal System (CCAS) Considerations
[image: ]



[bookmark: _Toc510512482]CCAS Design Overview
[image: ]
[bookmark: _Toc510512483]Key Terms
[image: ]



[bookmark: _Toc510512484]CCAS Cycle
[image: ]
[bookmark: _Toc510512485]Contribution Planning

[image: ]

Like any other performance management system, planning the rating cycle work assignments and expectations of them is the key first step.
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Each employee being the appraisal cycle with an Expected Overall Contribution Score (EOCS), which is based on their basic pay.  This places them with a category for which they should target their contributions.
Descriptors 

Every factor contains descriptors for each respective broadband level within the relevant career path. The descriptors state what is important to the mission of the organization and describe employees’ contributions at different broadband levels. They were developed at the highest GS grade encompassed in the broadband level to foster employee growth within the broadband level.

Descriptors define increasing levels of contribution for each broadband level. Work performed by individuals in a particular career path is evaluated against the same descriptors, and contribution is determined by a group consensus through the pay pool panel process.

Discriminators 

Discriminators refine the factors. They are the same for all levels of contribution. Discriminators include: leadership role, breadth of influence, mentoring/employee development, complexity/difficulty, level of interaction, planning/budgeting, etc.

It is recommended that the pay pool panels meet at the beginning of each appraisal cycle to discuss and reach a common understanding of the factors, discriminators, and descriptors. 
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Neither the AcqDemo regulations, nor the AcqDemo Operating Guide, requires an employee to prepare and submit an annual self-assessment. The Participating Organization, however, may choose to make employee self-assessments mandatory. 
[image: ]
At the end of the appraisal cycle, employees and supervisors will complete self and supervisory assessments.  The annual assessments are written to address contributions made throughout the year for each contribution factor.   This is an example of addressing the factor, Job Achievement and/or Innovation. 
When writing contribution self-assessments, emphasis is placed not on the “what” (activity) and “how” (level of performance) but the “why” (mission) and the “who” (customers)… impact and results.
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Supervisors will recommend, and pay pools will ultimately approve scores for each factor, which in turn will be averaged and rounded to the nearest whole number to determine each employees final Overall Contribution Score (OCS).
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Very high scores are available to recognize an employee for exemplary contributions and overall quality of performance the results of which are substantially beyond what was expected and warrant a score exceeding the top score for the highest broadband level in the employee’s career path. 

Very high scores for factors may only be assigned to employees holding a position in NH IV, NJ IV, or 
NK III career paths.
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[bookmark: _Toc510512490]Pay Pool Funding
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There are three funding elements of AcqDemo.  The AcqDemo Program Office will publish a Pay Pool management advisory prior to each year’s CCAS closeout. There may be limitations set for CRI and CA budgets depending on DoD and OPM guidance.

The amount of money available for Contribution Rating Increase (CRI) within a pay pool is determined by the money that would traditionally have been available for quality and within-grade step increases, and career promotions. Funds not distributed from the General Pay Increase (GPI) may also be transferred to the CRI pool of money. Additionally, the CRI pools may be used to augment the Contribution Awards (CA) pool. However, the awards money portion cannot be used for increments to base pay.

The CRI pool of money will be set at no less than 2% of the activity’s total base pay budget. These floors represent a budgetary minimum amount. Components may set higher amounts within their budgetary limits. No ceiling amount is directed by the Operating Guide.

The CA pool includes what were formerly known as performance or bonus awards. This pool will be used for awards given under the CCAS process. The fund will be set at no less than 1% of the activity’s total awards budget. The amount for the CA will not exceed 90% of the 1% for the total awards budget, so as to allow for other awards not related to the CCAS process, e.g., on-the-spot awards and group awards. 

The dollar amounts to be included in the pay pool will be computed based on the salaries of the employees in the pay pool as of 30 September each year.
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If this option is authorized, it should be noted the amount withheld from the pay pool funds will reduce the overall budget and, therefore, total payouts to all pay pool members. 
It is recommended the pay pool spreadsheet (CMS) be allowed to run its algorithms so the results of the ratings can be reviewed first. If certain situations warrant the use of additional (or modified) CRI/CA dollar amounts, then it may be useful to exercise this discretionary set-aside option provided equity in the recognition of contributions is maintained and the distribution of discretionary amounts maintains the integrity of the organization’s compensation strategy and position management structure.
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Plotting an employee’s final OCS and current pay on a graph that includes the standard pay line, with upper and lower rails, locates his or her data point into one of three zones, Overcompensated, Normal, or Undercompensated. 

Note that Any GPI withheld or denied will roll over into the CRI fund and be redistributed to other members of the pay pool.

[bookmark: _Toc510512493]Selecting Target Pay
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This strategy is rarely used, but effective if most employees are in the Undercompensated region and the compensation strategy is to bring all undercompensated employees into the Normal Pay Range faster in order to achieve pay equity across the pay pool population. Distributing CRI only to undercompensated employees allows larger pay increases to those in the undercompensated region while not increasing any other employee salaries.
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This is the most commonly used option for setting the CRI target.  Target pay set at the Standard Pay Line increases basic pay for all those employees whose pay and OCS places them in the Normal Pay Range below the Standard Pay Line and in the Undercompensated Region. 
If the Standard Pay Line is also set for CA, only employees plotting below the standard pay line will be eligible for CA as well. Employees whose basic pay and OCS places them in the Normal Pay Range above the Standard Pay Line but below the upper will not be eligible to receive CRI even though their pay is technically considered “appropriate” compensation.
This strategy will result in smaller CRI increases for those who plot below the Standard Pay Line than the increases to those below the lower rail when the target pay is set at the lower rail. This population will be larger than the population at or below the lower rail and, thus, payouts will be more modest in order to move more of the employee population closer to or within the Normal Pay Range (but below the Standard Pay Line). 
Employees in the Undercompensated Region will still receive larger CRI amounts than those closer to the Standard Pay Line but smaller than their CRIs when the lower rail is used as the target pay. 
This strategy also prevents basic pay increases to those employees within the Normal Pay Range but above the Standard Pay Line (i.e., appropriately compensated). If CRI carryover is allowed, these employees will receive what would be a basic pay increase as part of their lump sum contribution award (CA). 
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Target pay set at the upper rail allows pay increases to all employees in the Normal Pay Range and Undercompensated Region. This strategy results in salary increases to all employees in these two regions. It is effective for ensuring fairness to all BUT requires a solid compensation strategy and established position management structure to maintain equity; otherwise all employee salaries will float to the top of their broadbands creating pay compression and little room for advancement and growth.
This is often used for setting the CA target rail.

[bookmark: _Toc510512494]CRI Carryover
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Depending on the category into which an employee’s marker falls, he/she may be eligible for one to three forms of additional compensation. The pay pool panel has the option of awarding the employee up to and including the full General Pay Increase (as authorized by law or the President), a CRI (an increase in basic pay and/or a CRI carryover lump sum payment for the CRI basic pay amount that exceeds a control point in or the maximum basic pay of an employee’s broadband level) and/or a contribution award (a  lump-sum payment that does not affect basic pay).
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[bookmark: _Toc510512496]Quality of Performance
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10 U.S.C. §1597(f) requires the determination of which DoD employees shall be separated from employment in a reduction in force to be made primarily on the basis of performance.
The performance level to be assigned to each contribution factor should reflect an employee’s characteristic level of performance during the appraisal cycle as compared to the CCAS factor descriptors and discriminators, expected contribution criteria, an employee’s contribution plan, and the impact of the quality of the contributions on the organization.
A Participating Organization may supplement the generic criteria with additional standards that identify milestones, production, due dates, or other measurable aspects of success contributing to the accomplishment of the goals and objectives necessary to meet an organization’s mission and are achievable during the appraisal cycle. 
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As the rating official considers such items as the employee’s self-assessment, clients’ feedback, and personal observations in preparation for assigning preliminary CCAS categorical scores, he/she will also assess the quality of the employee’s performance in achieving his/her contribution results under each of the three contribution factors. A preliminary performance appraisal level of either Level 5 – Outstanding, Level 3 – Fully Successful, or Level 1 - Unacceptable from Table 3 will be assigned by the rating official to each of the three contribution factors. 
The three performance appraisal levels are averaged to calculate the annual rating of record. The resulting quotient will be rounded to the nearest tenth of a decimal point.
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During the pay pool panel process, panel members will review the preliminary performance appraisal level justifications for the contribution factors and rating of record for all pay pool members for consistency and equity of application within the pay pool population before final approval. 
The average raw score of the three appraisal levels and the approved annual rating of record will be recorded in the Defense Civilian Personnel Data System. 
The annual rating of record will be recorded as a Level 5 - Outstanding, Level 3 - Fully Successful, or Level 1 - Unacceptable. 
[bookmark: _Toc510512499]CCAS Grievance Process
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HR Professionals must document and report grievances.  Typical timelines are:

(1) Within 15 calendar days of receiving CCAS Part I (the Overall Contribution Score and Salary/Award payout) the employee will submit the grievance first to the rating official.

(2) Within 10 calendar days of date of grievance, the supervisor will submit a recommendation to the pay pool panel. 

(3) The pay pool panel accepts the rating official's recommendation or reaches an independent decision within 30 days of date of grievance and provides the employee a written decision.

(4) If an employee is dissatisfied with the pay pool panel's decision, within 15 calendar days of receipt of the pay pool’s written decision, he or she may submit a request for reconsideration with the pay pool manager’s next higher official.  

(5) Within 60 calendar days of date of request for reconsideration, that next higher official renders a final written and binding decision on the grievance.



[bookmark: _Toc510512500]Quality of Performance and Grievance Process Business Rules Decisions
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[bookmark: _Toc510512501]Communicating Aggregate CCAS Results
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Aggregate pay pool results data is required to be shared with the employees, but the specifics of exactly what is shared is up to each participating organization to determine.
Feedback and communication is a key component of the CCAS process. Providing the workforce with aggregate results will help foster an overall understanding of what is meaningful for the organization’s successful performance and increases the level of understanding and transparency in the appraisal process. Pay pool data maintainers can provide the required data for the aggregate results and in organizations with multiple pay pools, the Superuser can provide multiple pay pool aggregate results.
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Ongoing supervisor (or designated rating official) and employee discussion during the appraisal cycle of specific work assignments, objectives, contribution expectations, strengths, weaknesses, contribution results, and assessment of the quality of performance within the CCAS framework is essential. This must include discussion of any inadequate contribution and performance in one or more of the factors. If contribution and/or performance is considered inadequate, early steps need to be taken to address the reasons for the inadequate performance and provide appropriate assistance to the employee. 
Approximately midway through each appraisal cycle, employees are highly encouraged to complete the mid-point self-assessments and supervisors will complete a mid-point narrative assessment. The supervisor will not assign any scores to the mid-point review. The supervisor will meet with the employee to discuss progress of the contribution plan, areas needing improvement, assistance available, and expectations for the remainder of the cycle. The supervisor must document the mid-point review discussion by entering the date and method of communication in CAS2Net. 
An Additional Feedback module allows the supervisor to provide helpful guidance throughout the contribution-rating period. An Additional Feedback paragraph in the organization’s business rules should include examples of why supervisors would want to use this module such as documenting declining performance and suggestions on how to improve. Constant communication will eliminate blindsiding the employee with a poor assessment at annual appraisal time.
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A partial closeout is prepared upon a change of supervisor and is not to be used in lieu of the annual assessment. A closeout enables the employee and supervisor to document contributions for partial year position assignments, but will not include any scores. There are no minimum periods for a rating official to complete a closeout. 
When the supervisor/rating official leaves before the end of the appraisal period, the departing supervisor/rating official will complete a closeout assessment in CAS2Net and discuss the closeout assessment with the employee. The supervisor must document the closeout discussion to include entering the date and method of communication in CAS2Net. The departing rating official may prepare a Mid-Point Review in lieu of a closeout if departing during the time period designated for Mid-Point Reviews by the organization. 
The AcqDemo regulations do not set any minimum time period for supervisors to complete a closeout assessment when the prescribed circumstances require one.

[bookmark: _Toc510512504]Communication and Feedback Business Rules Decisions
[image: ]
NOTES:
													
													
													
													
													
													
													
													
													
96 | Page

97 | Page

image2.png
AcqDemo
Business Rules Development
FY 2018

DoD

Civilian Acquisition Workforce Personnel Demonstration Project

mDemo




image3.png
i i

AcgDemo Conversion Highlights m—

AcqDemo Purpose

To enhance the quality, professionalism, and
management of the DoD acquisition workforce
through improvements in the efficiency and
effectiveness of the human resources management
system.

It strives to support DoD’s efforts to create a
professional, agile, and motivated workforce that
consistently makes smart business decisions, acts in an
ethical manner, and delivers timely and affordable
capabilities to the warfighter.
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Terminology Crosswalk

General Schedule ACQDEMO

Occupational Series Occupational Series

Occupational Groups Career Path & Pay Schedules

Business Management and Technical
Management Professional

Technical Management Support
Administrative Support

Pay Plan Code Pay Plan Designator
Gs NH, NJ, NK

Broadband
Grades 1-15/Steps 1-10 i

Position Requirements Document

Position Description (PD) | (o
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AcgDemo Conversion Highlights

GS to AcqDemo Classification Conversion

NH - Business and NI-
Technical Technical

et | oo | Suwoor

! 651-4 651-4 651-4

1 655-11 655-8 655-7

[ 6512-13 Gs9-11 658-10
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Broadbands
1 I mn v
$18,785-533,629 $28,945-$68,983 $63,600-$98,317 $89,370 -$136,659
(GS 1-4) (GS5-11) (GS12-13) (GS 14— 15)
| I n v
$18,785-$33,629 $28,945-3$51,623 $43,857-$68,983 $63,600 - $98,317
(GS 1-4) (Gs5-8) (Gs9-11) (65 12-13)
2018 ACCDEMO
I n 1 BROADBAND BASIC PAY
$18,785-933,629  $28,945- $46,609  $39,707 - $62,787 TABLE

(G5 1-4) (G55-7) (G 8-10)
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Conversion Pay Setting

+ GS Employees Converting to AcqDemo

* WGI buy-in is a prorated calculation based on number of completed
weeks toward next Step increase. Atool is available on the
AcqDemo website to determine your individual buy-in amount, if
applicable.

WGI Buy-In Calculation:

AcgDemo Basic Pay = (Time in Step/Time Between Steps) x Step Increase + Current Base Pay

+ Career Ladder Promotion Buy-In

« Prorated calculation based on the number of completed weeks
towards the next higher grade

« If both step increase and career ladder buy-ins apply, calculate step
increase buy-in first, then calculate career ladder buy-in

+ Special Rate and Retained Rate policies also detailed in AcgDemo
Operating Guide if applicable
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Position Requirements Document (PRD)

* AcgDemo utilizes a Position Requirements Document
(PRD) in place of traditional position description

« Fillable PRD templates for each career path broadband
level are on the AcqDemo website at

il/PRD.html

EXISTING PD’s will need to be converted to PRD form
Who will be responsible for this, and when will they be du
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Maximum Broadband Level

*Each AcgDemo position identifies both current and
full performance broadband levels in the career
path

«Candidates are selected competitively or through
merit promotion for the lower broadband level

+ May be advanced to maximum broadband level without
further competition

+ Maximum broadband level based on full performance
level of position
*Pay is capped at the maximum rate for the
employee’s current broadband level
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Management Structure
Personnel Policy Board

* Each Participating Organization will create a Personnel
Policy Board, or modify the charter of an existing group,

that will:

Oversee the civilian pay budget

Address issues associated with separate pay systems

Determine the composition of the pay pools

Review pay pool operations

Provide guidance to pay pool managers

Administer pay pool funding levels

Review new hire and promotion pay

Monitor award pool distributions

Assess the need to modify local demonstration project procedures
and policies

Establish and monitor quality of performance process and results
Publish local business rules

Oversee the transition into AcgDemo

P ——————————————
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I\ Participating Organization

Management Structure
Management Decisions

* Who will be on the PPB?
* Will there be advisers or
other sub groups?
* What is the pay pool
structure?
« Will it be functionally or
organizationally aligned?
* Who will serve as Pay Pool
and Sub Pay Pool Panel Members?
* What are the roles and
responsibilities of all parties?
« PPB, pay pool panel members,
supervisors, employees?

T T~

emo
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Il Pay Administration Considerations HDemo
Discussion Topics

* Compensation Management
« Philosophy
* Strategy
« Policy
* Highest Previous Rate
* Supervisor and Leader Cash Differentials

* Accelerated Compensation for Developmental Positions
(ACDP)

* Retained Pay Compensation Options
* Performance Awards
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Pay Administration Considera
Compensation Management

+ Compensation management is comprised of three
primary elements

« Compensation philosophy — this is a statement of the major
goals of an organization’s compensation management
program

« Compensation strategy — A strategy defines the means by
which the organization sustains the compensation philosophy

« Compensation policy — Where the rubber hits the road!

« Establishes the rules of engagement for the organization’s
compensation management program

+ Ensures the compensation management program is executed
consistently throughout the organization
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Compensation Philosophy

+ AcgDemo’s compensation philosophy embraces three
basic principles:
* Insure equitable pay for the duties of the position
+ Recognize individual competency achievements
* Reward contribution to mission
+ Demo’s design incorporates several pay flexibilities to
support this compensation philosophy
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Compensation Strategy

+ Develop a compensation strategy that aligns with
AcgDemo compensation philosophy AND supports
organizational strategic goals and objectives

+ Select available tools appropriate to sustain and
enhance current and future workforce management
needs

+ Balance individual contribution recognition with
position value
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Compensation Strategy

+ Remember not all positions should nor can be paid to
the top of a broadband

+ Develop internal guidance defining compensation
management policies and procedures

+ Design a communication strategy to inform supervisors
and employees

* Provide copies of internal guidance to AcqDemo
Program Office
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Salary Maximums - Control Points - Stop-and-Consider Points

* Control points are defined as compensation limits within a
broadband level based on an organization’s position
management structure and assessment of the difficulty,
scope, and value of positions

+ Developed to ensure equity and consistency within the organization

« Compensation limits may be stated as a monetary value, internal
pay range within the broadband level, or an overall contribution
score and published in local business rules.

* Meant to more match market based pay needs than to duplicate GS
compensation limits
* “Stop-and-Consider "points are similar but offer flexibilities
to compensate beyond pay limits based on criteria
identified in the Business Rules
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Compensation Strategy

Business Rules Decisions —
Compensation Strategy

* Responsibility for strategy
development

* Development timeline

* What management tool(s)
will you put in place to
ensure AcqDemo’s
compensation philosophy is
sustained?

* Responsibility for the
formalization of a position
management structure
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Compensation Policy

+ Compensation policies need to be developed and
institutionalized for the flexibilities associated with these
other pay setting opportunities.

« Pay setting for new hires, reinstatement eligible and non-
Demo Federal civilian employees

« Supervisory and team leader cash differentials

« Accelerated compensation for developmental positions
(ACDP)

+ Promotion percentages allowed by various authority levels

+ Pay Pool payout policies for employees hired or promoted at
various times throughout the appraisal cycle
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Highest Previous Rate (HPR)

+ Additional pay setting tool to be considered for a
number of placement actions

* Permits setting pay at a higher rate than a rate
established under normal AcqDemo rules

* Uses highest rate of basic pay employee received in
another Federal job

* Use of AcqDemo HPR subject to discretion and policies
of the Head of the Participating Organization

* Rules for use are consistent with those used under the
General Schedule
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Supervisor and Team Leader Cash Differentials

Intended to incentivize and compensate supervisors and
team leaders

A cash differential is NOT included as part of basic pay

Can be effectively applied when:

* Inequities exist between supervisory and
non-supervisory subordinate pay

* Positions are extremely difficult to fill

+ Organizational level and scope, difficulty, and value of position
warrants additional compensation

* Supervisory differential may not exceed 10% of basic pay
* Team leader differential may not exceed 5% of basic pay
* Reviewed annually to validate continuing need

* May be terminated or reduced
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Accelerated Compensation for Developmental Positions (ACDP)

* ACDP employees:

* Are in DAWIA-coded positions OR positions that support
DAWIA-coded positions at least 51% of the time

* Classified to NH I, 11, and Il broadband levels

* Participate in formal training programs, internships, or
other developmental capacities

* Demonstrate successful or better growth and
development job-related competencies

+ Exceeded contribution expectations associated with the
employee’s EOCS
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Il Pay Administration Considerations HDemo
ACDP (Cont.)
* Provides opportunity to increase pay twice per
CCAS appraisal cycle

* Cannot be less than 6 months between increases

* Basic pay increase may not exceed 10%

* Increase in pay will trigger an increase in employee’s

EOCS

* ACDPs will not be funded by pay pool allocations
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Retained Pay Compensation Option

* The 50% GPI annual pay adjustment may be
reduced or denied if most recent:

+ Contribution assessment is in the Overcompensated
Range (above the rails) and/or

* Quality of performance rating is “Unacceptable”
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Performance Awards

« Title 5 U.S.C. non-rating-based awards available to
AcqDemo participating organizations
* Separate from CCAS contribution awards
* Not part of pay pool funding
* Special Act awards of $25,000 or less can be granted to
covered employees

* Must comply with DoD, Component, or Agency criteria
and instructions

* Subject to AcqDemo Service Acquisition Executive
approval

* Subject to the aggregate limitation on pay

M emo il
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Pay Administration Considera
Compensation Strategy

Business Rules Decisions — [+ pay setting for new hires,
Compensation Policy reinstatement eligibles and non-

AcqDemo federal employees

+ Supervisory and Team Leader Cash
Differentials

* ACDP

* What promotion pay percent
increases granted to which level(s)
of authority

+ How and when to use AcaDemo
HPR

+ Withhold 50% GPI from retained
pay employees with unacceptable
ratings of record

+ Use of non-rating-based
performance awards
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FI\I  cContribution-Based Compensation
and Appraisal System (CCAS) Considerations

Discussion Topics

* Design Overview

*  Key Terms

* The CCAS Cycle

* Contribution Planning

* Employee Self-Assessments
* Supervisory Assessments

* Scoring

* Pay Pool Funding

* Quality of Performance

* Grievance Process

* Communication and Feedback
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Design Overview

+ Another approach to performance management...two

key differences:
« Designed to focus employees on creating impact
« Acquisition is a knowledge-based business; we depend on
people to use their knowledge to advance mission performance
+ Discussing expectations and individual contributions vs.
performance objectives will be a different “contribution
planning” conversation
+ Shapes professional acquisition workforce by using three
standard factors to score employee contributions
« Designed to align compensation with level of contribution
« Basic pay level translates to expected contribution level
« Assessed contribution level compared with expected
contribution level to determine compensation eligibility
* Process software ensures equitable distribution of pay pool
funds
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Key Terms

Contribution-based system

Personnel Policy Board (PPB)

Expected Overall Contribution Score (EOCS)
Expected Contribution Range (ECR)

Overall Contribution Score (OCS)
Contribution Rating Increase (CRI)
Contribution Award (CA)

General Pay Increase (GPI)

Quality of Performance
Locality Pay
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i CCAS Considerations
The CCAS Cycle

September

Start CCAS Cycle

Contribution Planning

Supervisor's
Assessment

Employee
Self-Assessment

November -
April-May December

Pay Pool Panels

Mid-Point Review

January

End-of-Cycle Discussion
& Payout
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Contribution Planning

* Understand role in achieving organization
mission/goals

* Understand relationship between current basic pay
and expected contribution range

* Determine work assignments in support of mission
and based on 3 factors
+ Job Achievement and/or Innovation
+ Communication and/or Teamwork
* Mission Support
* Define expectations of results, benefits, and/or
impacts
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Broadband Level Categorical Rating & Score Ranges

NHPoint | NJPoint | NK Point
Levels | Categorical
Range Range Range

Very High  tish
Me 110 a2 @
tow 105 ” -

v Hih -5
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o o1-65
Hih -6 5161
1] Med 526 -5
tow aos w40
Hih a7-51 216
Med Hgh sisn as
1 ™ 3640 0-a
MedLow 010 03
Low n-2 -1
eh u2 22
| ved 052 05-2 w52
Low -5 005 -5

M demo b mil




image34.png
iCi
Descriptors And Discriminators
Factor: Mission Support

NH — Business Management & Technical Management Professional
DISCRIMINATORS

LEVEL DESCRIPTORS
LEVEL I

+ Anticipates problems, develops sound solutions and acton plans to ensure
programymission accomplishment.

+ Establishes customer alfances, anicipates and fufls customer needs, and translates
customer needs to programs/projects

+ dentfies and optimizes resources to accomplish mulipl projects'/programs’ goal.

*+ ffectvely accomplishes multile projects!/programs’ goals within established guidefines.

Independence
Customer Needs
Planning/Budgeting

Execution)Eficency.

EvELY

+ Defines, ntegrates, and implements strategi direction forvta programs with long-term
impact on large numbers of people. Intiates actions toresolve major organizational
fssues. Promulgates innovative solutions and methodologies

+ Assess and promulgate, fiscal, and other factors affectng customer and program/project
needs. Works with customer at management levels to resalve problems affecting
programs/projects (2.5, problems that invove determining priorities and resoling
conflicts among customers requirements).

+ Formulates organizationsl strategie, tactics, and budget/action plan to acquire and
allocate resources.

+ Optimizes, controls, and manages al resources across projects/programs. Develops and
integrates innovative approaches to attain goals and minimize expenditures.

Independence

Customer Needs

Planning/Budgeting

Execution)Eficency.

e ———
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Determining Categorical Scores

* Use the factor descriptors / discriminators to
determine a categorical score

+ Remember that factor descriptors are written at the top
of the broadband, so the logic is that you would:

« Choose High if the employee consistently meets all of the
factor descriptors during the appraisal cycle

+ Choose Medium if the employee consistently meets most of
the factor descriptors during the appraisal cycle with minimal
guidance

+ Choose Low if the employee consistently meets portions of the
factor descriptors during the appraisal cycle, or needs greater
than expected assistance in meeting them

Note: This is NOT the only possible criteria for rating...use this as a starting
point, but apply logic to your thought process and judgment in
recommending categorical scores.
B htpy/wwwacqdemo hckmil "
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Employee Self-Assessments

+ Opportunity for employees to document their
contributions throughout the appraisal cycle

* Optional by regulation

+ Participating organizations may choose to make
employee self-assessments mandatory
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Employee Self- and Supervisor Assessments

FACTOR 1: Job Achievement and/or Innovation

“John implemented a new study for the organization”

SO WHAT

Modify thinking to include impact and results...

Employee Self-Assessmer
“Designed and implemented a study by end 2d G, FY16 to demonstrate the impact of the mission ready.
technician training on operational performance. Use of the data saved over $500K n a single course.
Savings were used to support stand-up of an additonal course, which would not have been funded in
raining budge projections.”

Supervisory Assessment:
“Conducted a study which resulted in savings of almost 3 third of the original traiing program cost.
Along with the significant cost savings, ealy implementation of this study provided the justfication
leadership needed, during times of severe budget cuts, o support the need to use these funds for an
adiional raining occurrence; thus ensuring this citcal raining requirement is met for warfighter
readiness”
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Scoring—Determining Numerical Scores

NH Career Path

mDemo

« Use discriminators and  Job Achievement and/or Innovation Factor

knowledge of employee 3 High (3H) [79-83
contributions to rank
order the results John, Dan 83

* Use rank order and Susan 82
knowledge of employee Bruce, Rick 81
contributions to .
determine numerical James 80
scores Rose, Joe 79
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CCAS Considerations FHDemo
Scoring

Recommended Overall Contribution Score

Job Achievement and/or Innovation — 79
Communication and/or Teamwork — 76
Mission Support — 78

233

23313=77.66 ~75 OversllContbutonseore

3 factor scores are averaged to determine employee’s
Overall Contribution Score (OCS)
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Pl CCAS Considerations
Scoring — Very High Score

* Very High scoring now has 3 options — High, Medium
and Low with corresponding numerical scores

Moetand el | gt
Managemert  support () | S0Pt (N0

Prfesional ()

Very High Hih 115 o5 0
) Scores e i) o o
Low 105 o o

* Factor level descriptors are available to define Very
High Scores at the mid-level
 Same for all 3 factors
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Contribution Planning, Employee Self- and Supervisor Assessments,

and Scoring
. . + Contribution Planning
Business Rules Decisions — - Mandatory objectives?
*+ Prescribed/recommended

format?
« Approval levels?
+ Employee Self-Assessments
* Mandatory?
* Supervisory Contribution
Assessments
« Prescribed format?
* Eg,C—R~1:Contribution,
Result(s), Impact
* Scoring Recommendations
« Categorical only?
* Categorical and numerical?
« Very High Scores
« Willthey be used?
* Documentation required?

M emo b mil
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N\
Pay Pool Funding

+ Contribution Rating Increase (CRI)

+ Intended to be consistent with funds historically spent in GS on
within-grade increases, quality-step increases and promotions.
between grades that are now banded

« Minimum of 2% of activity’s total basic pay budget of onboard as of
30 September
* Contribution Awards (CA)
« Intended to be consistent with funds historically spent in GS on
performance awards
« Minimum of 1% of activity’s total adjusted basic pay budget
« Will not exceed 90% of organization’s total awards budget
+ General Pay Increase (GPI)

« Accounts for the cost of labor and percentage increase for the GS
pay table
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Pay Pool Funding

« Discretionary Set-Aside

* Pay pool managers are allowed the option of reserving
up to 20% of the CRI and/or CA budget for discretionary
distribution

+ Discretionary payout decisions must be linked to and
based on employee contribution and performance

+ Can be added to Compensation Management
Spreadsheet (CMS) computed CRI/CA or in lieu of CMS
computed CRI/CA dollar amounts

+ CMS distribution amounts must be overridden for in-lieu-
of automatically generated CRI/CA dollars
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Pay Pool Funding — CCAS Reward Payout Criteria

« Three forms of compensation available
depending on the category into which
employee falls (see chart below)

hety

* General Pay Increase (GPI) may be
reduced or denied

* Locality Pay is never at risk

Overcompensated | Canbe given n ful,

Region educed or denied No No Yes
Normal Pay Range Yes Yes-uplo6% |  Yes Yes
Undercompensated N

Region Yes Yes —up to 20% Yes Yes

ool -
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Ml CCAS Considerations FHDemo
Pay Pool Funding — Selecting Target Pay

os | e LoverRat | ugprhas
65| 68234 62775 73%692|  Selecting Target Pay for
5| 69601, 64033 75169)
&7 705%6] 65317 76676 CRIand CA
68| 72419| 66626 78213)
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Pay Pool Funding - Target Pay Set at the Lower Rail

Only three employees receive CRI pay
adjustments

* None of the employees in the
Normal Pay Range are eligible for
CRI
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Pay Pool Funding — Target Pay Set at Standard Pay Line

Now five receive CRI pay adjustments
* Includes two below the Standard
Pay Line but above the Lower Rail
(technically, in the Normal Pay
Range)
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Pay Pool Funding — Target Pay Set at the Upper Rail

Now seven receive CRI pay

adjustments

* All appropriately compensated and
undercompensated employees
receive CRI
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Pay Pool Funding—CRI Carryover

* When a resulting CRI (increase in basic pay) exceeds a
compensation maximum, the pay pool panel may
authorize a CRI carryover

* Amount exceeding compensation maximum is added to
the contribution award (CA)

+ Compensation maximum established by position
management structure or broadband maximum
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« Target pay for CRI and CA

+ Use of CRI carryover option

+ Guidelines/parameters for pay pool
manager's Discretionary Set-Aside
option for CRI and/or CA

+ Allowing the GPIin part, in full or not
atall to employees n the
Overcompensated Region (plotting
above the upper rail)

+ How or will you consider setting
floors and/or ceilings for CRI and/or
CAamounts?

B dema hel mil
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Ml CCAS Considerations
Quality of Performance

« CCAS now includes overall assessment of the quality of
performance an employee demonstrates in achieving
his/her expected contribution results during an
appraisal cycle

* Complies with title 10 U.S.C. reduction in force (RIF)
rules

+ Quality of Performance rating assigned to each factor in
addition to contribution factor scores

* Average of three performance factor ratings becomes
the annual rating of record for employee development,
selection, and RIF

M emo il
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Quality of Performance

Level Definitions

[
Ap)

ce
Level

Level S—Oustanding.

Level 3—Fully Successfil

Level 1—Unacceptable.

Performance appr

1 level quality

An cmployee’s quality of performance exbilited in achieving hister contributicn
resuls substatialy and consistently surpasses the fctor-specific expected
contribution criteria and the employee’s contribution plan goals and objective.
An employee’s performance consistenly achieves, aud sonuetoes exceeds.the
Tctor-specific expected contribution crifeia and lisher contibution plan goals
and objectives.

An employee’s performanc filsto mee the expectaions fo quality of work and
the requied sesuls forthe goals and objectives set forth n hisher contibution
plan for the appraisal cycle
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Level Values

CCAS Considerations
Quality of Performance

* Performance Appraisal Quality Levels (PAQLs) are
averaged to calculate the annual rating of record

Level S—Oustanding.

Level 3—Fully Successfil

Level 1—Unaccepiable

levels s-4.3 orgreatr. it no
(Unaceeptable). sesuling in a rting of

The average score af et
contiburion fhctor being tated.
record hatisa 3"

al evels is les than 4.3, with 0
(Unaceeptable). resuling n a raing of

Any contiburion fctorrated a5 1°.
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CCAS Grievance Process

+ Employees May Grieve:
 OCS Rating
« Quality of Performance Rating
« Supervisor Assessment
* Process:
« Through a Collective Bargaining Agreement or
« Administrative Grievance Procedure (5 CFR 771) as
supplemented by local procedures
« Employee submits grievance to Supervisor
+ Supervisor provides recommendation to Pay Pool Panel

« Pay Pool Panel may accept recommendation or reach
independent decision

« Pay pool decision is final unless employee requires
reconsideration by next higher official to Pay Pool Manager

+ Next higher official renders final decision
M emo il
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Quality of Performance and CCAS Grievance Process

Business Rules Decisions —

* Will the Participating Organization
supplement the basic PAQL
definitions?

« Consider, also, supplementing
the Expected Contribution
Criteria in the factor level
descriptors

* Will you structure contribution
planning to include performance
objectives in the contribution
plan?

* What documentation will you
require for Fully Successful,
Outstanding and Unacceptable?

+ How will the pay pool manage
CCAS grievances and who will be
responsible for the process?

M emo il
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Communicating Aggregate CCAS Results

+ Pay pool managers
« Encouraged to provide summary feedback to employees
« Employees can assess their results compared to pay pool population
« Enables organizational performance and CCAS process understanding

* Minimum communication requirements
* Graphical representation
* Scatter-plot, bar chart, etc.

« Number and percentage of employees by rail zone for each career
path

« Data tables by career path and broadband displaying
« Average OCS
« Average OCS Delta
« Average CRI (dollars and percent of base pay
« Average CA (dollars and percent of aggregate pay)
* Required data can be generated by the Pay Pool Analysis Tool (PAT)
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Continual Feedback and Mid-Point Review

+ Ongoing feedback

Keeps employees on track with their contributions
Enhances supervisor-employee working relationships
Contributes to maintaining relevant contribution expectations
Promotes the ability to correct inadequate
contribution/performance levels in a timely manner
“Additional Feedback” module available in CAS2Net to record
ongoing feedback sessions

* Mid-Point Review

Supervisor must complete a narrative assessment midway through
the appraisal cycle (April-May)

Employee mid-point review self-assessments optional

OCS points not assigned
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Closeout Assessments

* When a Rating Official changes positions or an
employee changes positions, a Closeout
Assessment is required to be completed and
passed on to the gaining supervisor.
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i CCAS Considerations

Communication and Feedback

HmDemo

Business Rules Decisions —

+ Communicating Aggregate Results

* Whatinformation will be shared
with the general population? At
what level(s)?

+ When and how will the aggregate
results be delivered? What media
will be utilized?

+ Who will be responsible for
assembling the data and analyses?

H

+ Ongoing feedback & mid-point
review

* Will you require more than the
mid-point review to make certain
ongoing feedback is occurring?

+ Who will be responsible for
providing and disseminating
guidance?

* When are they to be completed?

+ Who will monitor the process?

« Closeout Assessments

* Will you seta required timeframe
for closeout assessment
completion?

« Will you establish a defined
process for completion?

+ How will you ensure
accountability?

B dema hel mil
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