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Introduction

Background

NASA, like all federal agencies, is facing profound changes due to important demographic trends. Specifically, the federal workforce is aging: the baby boomers, with their valuable skills acquired through years of service, are nearing retirement; new employees joining the civil ranks today have different employment opportunities and different career expectations than the generation that preceded them. In response to an increasingly competitive job market, NASA will need the tools and flexibility to attract, hire, and retain the highest caliber talent. More and more, NASA requires a knowledge-based workforce that is sophisticated in new technologies, flexible, and open to continuous learning. NASA’s future workforce must be adept both at directly delivering services and at effectively managing the cost and quality of services delivered by third parties on NASA’s behalf. Furthermore, NASA’s employment structures and working arrangements will continue to evolve, and the workplace will need to accommodate a greater mix of full-time, part-time, and temporary workers. These changes will undoubtedly strain NASA’s existing Human Resources (HR) capabilities.

As the challenge of recruiting and retaining a world-class workforce has grown, the NASA HR community has become smaller. This community needs new tools to improve its effectiveness in an increasingly difficult job market. Service to hiring managers can be enhanced by an automated resume management system that addresses these current conditions:

· Filling vacancies often takes months

· There is no way to share among Centers resumes of candidates who possess mission critical skills, or search previous applicants for a match to new vacancies

· There is no mechanism to capture, maintain, or analyze data on skills in the current workforce.

In response to these drawbacks and issues, NASA’s Integrated Financial Management Program (IFMP), working with the NASA HR community, has formed the Resume Management (RM) Project. This project is responsible for acquiring and implementing a commercial-off-the-shelf (COTS) solution that best meets NASA’s Resume Management requirements. These requirements are focused on transforming the recruiting and staffing functions with the introduction of electronic resumes stored in applicant databases and computer assisted screening of applicants to find those best qualified for vacancies. New system capabilities will allow job opportunities to be posted on the Internet and afford employees and the public the opportunity to apply for positions on-line. Additionally, managers will be able to quickly assess referral lists and candidate resumes electronically.

The project has three major phases beyond the initial Project Formulation and Acquisition Phase:

· Agency Design Phase: the goal of the Agency Design Phase is to develop a standard Agency-wide integrated solution. The solution is to reflect re-engineered functional processes to take advantage of and operate within the capabilities of the selected Resume Management commercial off-the-shelf (COTS) software.

· Pilot Center Implementation Phase: the goal of the Pilot Implementation Phase is to adapt and implement the Agency COTS software solution into a Pilot Center operating environment.

· Agency Roll Out Phase: After successful implementation of the Resume Management System (RMS) at the Pilot Center, an analogous process will be used to roll out the system to each of the other Centers.

Purpose

The IFMP has established a structured change management program designed to help the NASA workforce adopt and adapt to the changes affecting the way people accomplish their work. This document identifies change factors associated with the RMS project and describes a strategy for aligning the people and culture with the new business strategy, organizational structure, and tools resulting from implementation of the RMS. In alignment with the IFMP corporate Change Management Plan, this document will:

· Reinforce a common change management vocabulary for use throughout NASA,

· Clarify the roles of persons involved in the IFM system from a change management perspective,

· Describe the activities included in RMS change management,

· Provide a sequence for undertaking these tasks based on the RMS project and the Integration Project schedules,

· Identify any assistance, tools, and resources that will be made available by the RMS Project Team to assist Centers in carrying out change management activities during roll out and implementation.

Approach

The major concern for most groups who transition to a similar RMS has been the uncertainty surrounding the new process and technology. What is changing? What is not changing? How will it affect me? The overarching strategy in marketing the change should focus on the elimination of uncertainty inherent in these questions. The message should clearly communicate: true change, that is, what is actually or really changing, versus what is perceived as change.  The true change associated with the RMS is the implementation of a new business process which uses technology to assist in the evaluation of candidates for jobs.  The reality is that impact of this change on each affected group, for the most part, will be minimal; and assistance and training will be provided to help them through it.

Figure 1‑1 depicts the change management framework we plan to use to deal with the issues of uncertainty in implementing the RMS. It provides a general overview of the approach to ensure the communication and training strategies and activities meet the needs of the affected groups, deal with the relevant concerns and issues, and are assessed and adjusted to insure they support the roll out of the RMS.

Figure 1‑1. Change Framework
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The plan is divided into six parts:

· Change Impact Analysis for each affected group

· Communications Strategy for each group

· Training Strategy for HR employees, managers and employees.

· Assessment of communication and training activities

· Center Roles and Responsibilities

· Sustainment and Maintenance of change.

RMS Change Baseline

We involved the Resume Management Process Team as a focus group to assist in delineating what their customers and stakeholders need to know about the RMS and how the information should be presented. Based on the IFMP Change Management Philosophy and using this input and lessons learned and best practices from implementation at other government sites, we have developed a plan that will provide each group with the appropriate level of information and training regarding the new process and technology.

To assess the impact of implementing the new RMS, we identified individual elements of change and assessed the level of concern or impact from the perspective of each stakeholder. A detailed explanation of the elements of change is provided in Appendix A. Table 1‑1 depicts the analysis. From this analysis, we will be able to target communications and training activities to allay the concerns and prepare the groups for the RMS implementation. Using audience feedback and evaluations to determine the effectiveness of the communications and training activities, we will further refine and revise these activities.

Table 1‑1. RMS Change Baseline

Elements of change
Human resources
Hiring 
managers
Senior managers
Employees
External Applicants
Unions
Equal employment opportunity

Preparing a resume
L
NA
NA
M
NA
M
M

Internet application*
NA
NA
NA
L
L
L
L

No panel/subject matter experts
NA
H-M
L
M
NA
M-H
M-H

No published knowledges, skills, and abilities
NA
NA
NA
M
NA
M
M

Computer-aided rating process
H
M
NA
H
NA
H
H

New skills requirements
H
NA
NA
NA
NA
NA
NA

Workload surge
M
NA
NA
NA
NA
NA
NA

New job/organization design
H
NA
NA
NA
NA
NA
NA

Less hand holding
NA
NA
NA
L
L
NA
NA

Electronic referral list
NA
L
NA
NA
NA
NA
NA

Single resume/quick application
M
NA
NA
M-H
NA
M
M

Centralized/one-location application processing
L
NA
NA
NA
NA
NA
NA

H indicates this change element will have a high level of concern for or impact on this stakeholder.
M indicates this change element will have a moderate level of concern for or impact on this stakeholder.
L indicates this change element will have a low level of concern for or impact on this stakeholder
NA indicates this change element will not affect this stakeholder

*Both external applicants and NASA employees, including disabled, remote users, or those without computers, will be able to apply via postal mail and will also be directed to locations where they can gain computer access.








Chapter 2   
Change Impact Analysis

Human Resources Staff

Key Impact—Confronting substantial transformation in Human Resources (HR) jobs and skills due to implementation of the Resume Management System (RMS)

The support and advocacy of the new process by the HR staff, including staffing, labor and employee relations, is critical to successful implementation. Because this is a new system, the HR staff will be expected to answer questions and allay concerns about the RMS from Center stakeholders. However, it is this group, particularly the staffing specialists, who will be impacted and concerned most about implementing the new RMS. They are facing major changes in their jobs. They will actually implement and operate the RMS which will require new skills, and will also face the unsettling prospect of learning a new business process and acquiring these skills, while facing a surge workload. The staffers will work with managers to develop job search plans, and operate the system to produce and refer a quality referral list. They are they are the keys to providing the efficiencies sought from the RMS.

Efforts to mitigate the impact should center on reassuring the staff that:

· the RMS is a reliable tool that will help relieve them of manual processing,

· the RMS will support their staffing decisions,

· they will be provided needed training to learn the new process,

· while there will be a workload surge during implementation, overall their workload will be reduced,

· centralization of the RMS at one location, including receipt and processing resumes, will relieve them of work and will not impact Center HR organization,

· the requirement for staffing expertise will continue with the automation and their skills will be enhanced, thus making them more marketable within and outside the government.

Hiring Managers

Key Impact—Concern about their role in the evaluation process due to the elimination of rating panels and ability to reach a quality candidate for selection
Hiring managers will be impacted directly by the process changes in rating and ranking, and referral. They will have specific concerns centering on the new computer-assisted rating process and the elimination of rating panels. The information they need to allay their concerns will relate to their role in the new process and the functionality of RMS—how does it work and does it produce a list of highly qualified candidates quickly and accurately? They need to be reassured that they will continue to identify skills for their positions and that candidates will be “matched” to those skills.

Obtaining needed support and buy-in requires providing the managers with information to explain the new process and the advantages of the new technology. Again, the message needs to address the fact that the basic process of applying for jobs, application, evaluation, referral and selection is unchanged. The message should be that the manager will continue to work with the HR specialist to identify the skills for the vacancy, employees will submit their resumes for evaluation and the staffer will oversee the process to produce a quality referral list. It should also emphasize the speed, consistency, accuracy and efficiency of the RMS. Also, the manager may need assurance that the new technology will function without much additional work on his or her part and that training and information will be provided on using the electronic referral list.

Senior Level Management and Center Directors

Key Impact—Dealing with the reaction from the workforce to the RMS

Senior managers will probably have few concerns with the new process. This is due to the fact that they are usually “removed” from the day-to day hiring process. As with any change, their support and buy-in is critical to insure that the Center supports the effort so implementation can proceed smoothly. Also, their level of concern may rise if there is an adverse reaction to the RMS from the workforce. Therefore, it is advisable to ensure they support the RMS from the outset.

The message to senior level management and Center Directors should focus on: providing an overview of information on the advantages of the new technology and business process, the goal and the relationship to the overall NASA Integrated Financial Management Program (IFMP) technology effort, e.g., part of reengineering NASA business infrastructure, the benefits to employees and managers, e.g., a quick, objective and consistent process, and the proposed timetable.
NASA Employees

Key Impact—Uncertainty of how the new computer assisted rating process and electronic application procedures will work

The impact analysis indicates that employees will be most concerned with the uncertainty of a new computer-assisted rating process and the need to write a single resume. Although most employees are likely to be proficient at preparing resumes, they are used to targeting either their application or KSA documentation to each job’s skills requirements. They may question how one resume can be used to evaluate their skills against all the vacancies for which they apply.

Efforts to deal with these concerns should center on the fact most applicants will still identify their skills, but will use resumes rather than forms. They will no longer write detailed descriptions of their work based on position descriptions that they usually use in preparing federal application forms. The message should emphasize

· the benefits of submitting only one resume and using a Quick Apply form to apply for several jobs, including those at other Centers

· the benefits of not having to prepare documentation on KSAs outside of the resume,

· the overall ease of application, and

· the fact that a variety of tools and assistance will be available.

Replacing the current evaluation process of panels and SMEs with a computer-assisted process may raise concerns simply because it is new and unfamiliar. Explaining the new process and reassuring employees that the basic procedure remains unchanged will help to dispel their misgivings. Also, the message should highlight the positive attributes of computer assisted candidate screening including

· speed,

· objectivity, and

· consistency.

External Applicants

Key Impact—Use of the new electronic application process
Using the change baseline, we concluded that external applicants would likely have few concerns with the new system, largely because applicants are used to following a variety of different procedures in the application process. It can be expected that the tools and changes to the process that will be available under the Resume Management System, such as resume builder, resume guide and Internet application, will only enhance the ease of application, especially for the disabled, and may even result in greater numbers of applicants.
Unions and Partnership Councils

Key Impact—Elimination of the need for rating panels and the related role of union observers, uncertainty about the computer assisted rating process, and the impact of the new electronic application process on their membership

The analysis of impact of change elements on unions indicates they will have process concerns with the new RMS. Their major concerns will likely focus on the elimination of the need for rating panels and the introduction of computer assistance in the rating process. Under the current system the unions rely on union member observation of the panel’s evaluations to preserve objectivity in evaluating candidates through consistent application of the crediting plan. The software will replace the ability of the union member to physically observe and monitor the evaluation process. Additionally, unions will likely have questions concerned with the Resumix skills base, that is, not understanding how the system works, especially how skills are extracted.

To mitigate their concerns about the new business process, it will be necessary to show them that the new process will essentially remain the same. The announcement, application, evaluation, referral and selection portions will remain. However, the RMS will streamline the process of filling vacant positions and capitalize on the latest information technology (IT). Under the new process, vacancies are announced and employees apply. The RMS assists the personnelist in identifying the best qualified. The personnelist will continue to review the resumes for quality of experience and other qualifying criteria. The highly qualified candidates will be identified and forwarded electronically to the hiring manager for consideration.

The message to the unions needs to emphasize that the automated skills rating and ranking process is

· objective—the system searches the skills database and identifies applicants who meet the manager identified skills,

· consistent—the system groups the applicants according to the number of skills that best match the position requirements, and

· traceable—the system documents the process for post-audit.

Other union issues will center on changes for their membership: the concept of a single resume and no published KSAs. The current system allows employees to tailor applications to each job’s skills requirements published in vacancy announcements. With the new system, employees will have to do a “whole person” resume that presents the skills they have acquired in one resume. Efforts to deal with union concerns about the impact on employees should center on the benefits of

· doing only one resume to apply for several jobs, and

· not having to prepare documentation on KSAs, the ease of application.

The material should also emphasize the variety of tools and assistance provided to assist employees.

EEO Representatives

Key Impact—Elimination of the need for rating panels and the related role of EEO observers, uncertainty about the computer assisted rating process, and the impact of the new application process on their constituency
The analysis of impact of change elements on EEO representatives is essentially the same as that for unions. They too will have process concerns with the new RMS, particularly with the elimination of rating panels and the automated rating process. Under the current system, the EEO observers on panels are there to ensure objectivity and equity. With implementation of RMS they will no longer be able to physically observe and monitor the evaluation process. Like the unions, they will likely have questions concerned with the Resumix skills base, that is, not understanding how the system works. This is information they need to explain, investigate and report on in processing complaints.

To alleviate their concerns with the new process and technology, communication and marketing should explain that the new system remains essentially unchanged. The message needs to stress that the computer-assisted rating and ranking process is equitable, objective, consistent, and traceable.

Like the unions, EEO issues will center around the impact on their constituency: minorities, women and disabled employees and applicants. Efforts to deal with EEO concerns about the impact on these groups should center on the benefits of automation, particularly for the disabled—the one-stop application process, preparing one resume to apply for several jobs, etc, as well as information about the tools and assistance that will be available to applicants. Additionally, since the EEO representative is charged with providing assistance to disabled employees, the appropriate Project representative at each Center should work with the appropriate EEO representatives to ensure that any necessary accommodations are made during all project phases.

Center Information Technology Staff

Key Impact—Possible additional help desk activity

We also looked at the possible impact on each Center’s IT staff. Since Marshall Space Flight Center is the technology project lead for RMS including the process Center, the impact of implementation on the Center IT staff should be minimal, limited to normal help desk functions. Therefore, no special efforts are needed for this group.

Chapter 3   
Communications Strategy

NASA HR

Objective:

To gain HR staff buy-in and make them proponents of the RMS new hiring business process and the new technology by:

· reassuring the staff that the technology will help relieve them of manual processing,

· assuring them that their expertise is still required, and

· providing information and training on the new technology and business process.

Message:

Key issues to communicate to HR employees include the following:

· Automation may create an initial work surge but will lead to reduced workload (fewer candidates’ applications to review, etc.).

· The RMS is an automated tool to assist them screening candidates.

· Their staffing expertise is still important.

· They will receive in-depth training.

· Their newly developed skills will be transferable to other agencies.

· The RMS software is widely used throughout the Federal Government and by numerous private sector companies.

· Detailed written guides and other supporting materials will be available.

· Centralized processing will reduce local Center clerical work.

Vehicles/Channels/Timing:

To effectively communicate the new business process and the use of new software tools, HR employees should receive information in a variety of ways. Table 3‑1 lists the proposed vehicles, along with the time frame suggested to deliver the information.

Table 3‑1. Communications Vehicles

Vehicle
Timeframe

Briefings (All HR hands, small group sessions, etc.)
Pre-roll out

Demonstrations of the Resume Builder software
Pre-roll out

Demonstration of the Resumix software
Pre-roll out

Classroom training
Pre-roll out

One-on-one training
Pre-roll out

Fact sheets
Agency design

Detailed business process guides
Pre pilot

Mentoring
Pilot

Lessons learned/sharing–via user electronic communications
Pilot

Who Delivers Message:

To communicate the information effectively and in sufficient detail, the following groups/individuals should be included when briefing:

· Hot Jobs (Resumix) representative

· LMI

· NASA Center project team representative

· NASA HQ/HR representative.

Individuals with in-depth knowledge of the products and new business process such as the Agency Project Team members should assist LMI personnel in preparing written information.

Feedback:

To ensure the new business process is working and the software tools are effective for the HR community, feedback may be obtained in several ways:

· Soliciting HR staff reactions at briefings, meetings and demonstrations and video teleconferencing with other Center HR users via evaluations such as feedback forms.

· Conducting quality reviews of selection certificates.

· Evaluating classroom training.

· Requesting they submit questions, problems, suggestions and reactions to the Center representative and the “super user.” A “super user” is a person with a high level of process understanding and better than average ability to use the software.

NASA Hiring Managers

Objective:

To gain buy-in and support for the RMS and software tools by ensuring they understand the new NASA business process and the advantages they will gain from the new technology.
Message:

Key issues to communicate to hiring managers include the following:

· The RMS provides an objective, consistent, traceable, evaluation of resumes.

· The rating and ranking process is faster because it is computer-aided.

· The essential process remains unchanged.

· There is no need for rating panels or SMEs.

· They will receive electronic resumes and selection certificates.

· There will be readily available general information on the status of their vacancies.

· There will be a one-stop application process for employees (one central place to apply).

· There will be tools available to assist hiring officials and applicants

Vehicles/Channels/Timing:

To effectively communicate the new business process and the use of new software tools, hiring managers should receive the following information depicted in 
Table 3‑2.

Table 3‑2. Communications Vehicles

Vehicle
Timeframe

Demonstrations of the Resume Builder software
Pre-roll out

Briefings
Pre-roll out

“How To” information pamphlets (reading of resumes)
Pre pilot

Who Delivers Message:

To communicate the information effectively, briefings to hiring managers should be provided by appropriate Center HR representatives, such as the Center representative, the Head of Staffing, etc.

Knowledgeable individuals who are intimately involved in the new process should deliver demonstrations of the software products.

Individuals with in-depth knowledge of the products and new business process such as the Agency Project Team members should assist LMI personnel in preparing written information

Feedback:

Suggested ways to gather feedback from hiring managers include:

· soliciting reactions at events (briefings, meetings and demonstrations) using evaluations such as feedback forms and

· attaching a survey to all or some selection certificates to assess quality of referred candidates.

NASA Senior Staff and Center Directors

Objective:

To gain initial buy-in and support for the RMS and solicit their help in facilitating implementation Agency-wide by

· providing an overview of the new technology and business process,

· providing information on the efforts to assist the workforce in transitioning to the new system, and

· outlining the goal and the relationship to the overall NASA Integrated Financial Management Program (IFMP) technology effort, the benefits to employees and managers and the timetable.

Message:

Key issues to communicate to the NASA Senior Staff include

· the new technology will enhance NASA’s ability to compete for high quality candidates,

· the new automated business process is more efficient,

· the RMS provides an objective, consistent evaluation of resumes,

· the RMS facilitates the application and referral process, and

· the RMS provides benefits to employees and managers, e.g., the RMS is quick, objective, and consistent, there’s no need to prepare detailed crediting plans, etc.

Vehicles/Channels/Timing:

To gain their support and buy-in, senior staff and Center directors should receive information depicted in Table 3‑3.
Table 3‑3. Communications Vehicles

Vehicle
Timeframe

High level briefing to the NASA senior staff and Center directors
Agency design

Fact sheets
Agency design

Follow-up briefing on status
Pilot and roll out

Updates in senior staff meetings
Pilot and roll out

Who Delivers Message:

To communicate the information effectively and at a high level, the NASA headquarters HR Director, along with any other knowledgeable representative from HR should deliver this briefing.

Individuals with in-depth knowledge of HR such as the Agency Project Team members should assist LMI personnel in developing a one-page “Fact Sheet” that can be left behind after the briefing.

Feedback:

The briefer should assess communications by asking for input and reactions at the sessions.

NASA Employees

Objective:

To gain employee acceptance and ease transition to the RMS by

· providing information about the new process and reassuring employees that the basic process remains unchanged,

· highlighting the positive attributes of the automated process—speed, objectivity and consistency,

· emphasizing the benefits to employees—one application for several vacancies, and

· outlining the tools and assistance that will be provided.

Message:

Key issues to communicate to employees include the following:

· Applicants will continue to prepare and maintain their resumes.

· The RMS provides an objective, consistent evaluation of resumes.

· The rating and ranking process is faster because it is automated.

· The need to address KSAs outside the resume for each position is eliminated.

· Applicants will need to prepare one resume not multiple applications.
· Applicants can apply for different jobs quickly using a quick application form.

· Applicants will be given immediate electronic notification of receipt and acceptance of resume.

· The use of a resume to apply for positions is increasing throughout the Federal government.

· The application process is simple (one central place to apply).

· The fact that no extraneous material, e.g., a transcript, is needed with submission of resumes.

· Tools and assistance will be provided to assist employees in electronic application and resume development which will include

· an automated resume builder on the NASA Web page,

· written and electronic “how to” guidance,

· automated Job Guide instructions, and

· Q & As published through various means Agency-wide.

Vehicles/Channels/Timing:

To effectively communicate the new business process and the use of new software tools, employees should expect to receive information in a variety of ways. 
Table 3‑4 displays the proposed vehicles, along with the time frame suggested to deliver the information:

Table 3‑4. Communications Vehicles

Vehicle
Timeframe

General news articles and releases
Agency design

Briefings (All hands, small group sessions, etc.)
Pre-roll out

Demonstrations of the Resume Builder software
Pre-roll out

Information pamphlets and brochures
Pre-roll out

Periodic intranet updates via NASA home page
Pre-roll out, agency design and pilot 

All employee e-mails
Pre-roll out, agency design and pilot 

Who Delivers Message:

To communicate the information effectively and in sufficient detail, an appropriate NASA Center HR individual should conduct the briefings. This individual might be the Center HR Director, the Center Project Team Leader or the Center Head of Staffing or similar level personnel.

Individuals with in-depth knowledge of the products and new business process such as the Agency Project Team members should assist LMI personnel in preparing material.

Feedback:

To ensure employees understand and accept the new process and the software tools, the HR office should encourage feedback. Several ways to gather this include

· soliciting reactions from audience at events (briefings, meetings and demonstrations) using evaluations such as feedback forms and

· conducting employee surveys and interviews.

NASA Unions and Partnership Councils

Objective:

To gain initial Union and Partnership Council acceptance and support for the RMS and solicit their participation in the implementation process by

· providing information on the new technology,

· assuring them that the essential process will remain unchanged and will be objective, traceable, and consistent,

· outlining the advantages of the new process to their membership, and

· stressing the assistance and training that will be provided to employees.

Message:

Key issues to communicate to unions and partnership councils include the following:

· The RMS software provides an objective, consistent and traceable evaluation of resumes.

· The essential evaluation process is unchanged.

· There will be a quality “human” review of those resumes forwarded on selection certificate.

· The rating and ranking process is faster because it is computer-assisted.

Stress the overall benefits to NASA employees, which include the following:

· The elimination of the need to address KSAs outside of the resume for each position.

· The need to prepare only one resume versus multiple applications.

· The immediate electronic notification of receipt and acceptance of resumes.

· The increasing use of resumes to apply for positions throughout the Federal Government.

· There will be a one-stop application process for employees (one central place to apply).

· There will be no need to submit extraneous material such as a transcript, or other special forms that are usually required when submitting a resume.

· Tools will be available to assist in resume development including:

· an automated resume builder on the NASA Web page,

· written and electronic “how to” guidance,

· automated Job Guide instructions, and

· Q & As published through various means Agency-wide.

Vehicles/Channels/Timing:

To effectively communicate the new business process and the use of new software tools, unions and partnership councils should receive the information depicted in Table 3‑5.

Table 3‑5. Communications Vehicles

Vehicle
Timeframe

Briefings
Pre-roll out

Demonstrations of the Resume Builder software
Pre-roll out

Demonstration of the Resumix software
Pre-roll out

Meetings/consultations
Pre-roll out

Written materials/fact sheets
Pre-roll out

Who Delivers Message:

To communicate the information quickly and effectively, briefings, meetings and consultations should be delivered by:

· NASA HQ HR labor representative (for National Unions),

· NASA Center HR labor representative (for Local Unions),

· NASA Center management,

· Third party (LMI/Hot Jobs representative),

· NASA HQ HR individual, and

· Outside Agency Union representative (Department of Navy, etc.).

Individuals with in-depth knowledge of the products and new business such as the Agency Project Team members should assist LMI personnel in preparing written information.

Feedback:
Ways to gather feedback from unions and partnership councils include soliciting reactions during consultations and at events such as briefings, meetings and demonstrations.

NASA EEO Representatives

Objective:

To gain initial buy-in for the RMS, encourage them to be proponents of the changes and solicit their participation in the implementation process particularly to support disabled applicants by

· providing information on the RMS and assuring the EEO representatives that the process is unchanged,

· stressing that the automated skills rating and ranking process is equitable, objective, consistent, and traceable, and

· outlining the benefits of automation, particularly for the disabled.

Message:

Key issues to communicate to EEO representatives include the following:

· The basic process is unchanged.

· The RMS software provides an objective, consistent evaluation of resumes.

· There will be a quality “human” review of those resumes forwarded on selection certificate.

· The rating and ranking process is faster because it is computer-assisted.

Stress the overall benefits to applicants including:

· The elimination of the need to address KSAs outside of the resume for each position.

· The need to prepare only one resume versus multiple applications.

· The immediate electronic notification of receipt and acceptance of resume.

· The increasing use of a resume to apply for positions throughout the Federal government.

· There will be a one-stop application process (one central place to apply).

· There is no need to submit extraneous material such as a transcript or other forms usually required when submitting resume.

· Tools will be available to assist in resume development including

· an automated resume builder on the NASA Web page,

· written and electronic “how to” guidance,

· automated Job Guide instructions, and

· Q & As published through various means Center-wide.

Vehicles/Channels/Timing:

To effectively communicate the new business process and the use of new software tools, the EEO representatives should receive the information depicted in 


Table 3‑6. Communications Vehicles


.

Table 3‑6. Communications Vehicles

Vehicle
Timeframe

Briefings
Pre-roll out

Demonstrations of the Resume Builder software
Pre-roll out

Meetings/consultations
Pre-roll out

Written materials/fact sheets
Pre-roll out

Who Delivers Message:

In order to communicate the information quickly and effectively, appropriate NASA HR Center personnel should deliver briefings, and attend meetings and consultations.

Individuals with in-depth knowledge of the products and new business process such as the Agency Project Team members will should LMI personnel in preparing written information.

Feedback:

Several ways to gather feedback from EEO representatives including soliciting reactions at meetings and at various events such as demonstrations and briefings.

Chapter 4   
Training Strategy

Background

While communications and information will help alleviate the uncertainty of key groups about the RMS, training is essential to allow the groups most affected by change to transition smoothly and support the new system. The group most affected by the change to the RMS is the HR staff. They will require technical expertise in the new technology and business process. They will be the primary users and key components to successful implementation and operation. Because they will face the most significant changes in their work and in the critical skills needed to perform their jobs, training efforts should focus on their role and work. In addition, managers and employees need specific training on phases of the new process directly affecting them.

The configuration for implementing the RMS at NASA, that is, centralization of the system, including receiving resumes, at one location, is unique. This will likely serve to lessen the impact on other Centers and foster a smooth transition to the new business process and system. Based on the change analysis and best practices of other organizations’ implementation of this technology and business process, we have outlined an initial basic training framework for each phase of the project.

Training—Phases 2 and 3—Agency Design and Pilot

Human Resource Office Training

During these phases, the pilot Center, (Goddard Space Flight Center (GSFC) and the first roll out group of Centers will receive the following specific Resumix and business process training:

HotJobs University Classroom Training.

One week classroom Resumix super user training to include the following:

· Operator module

· Recruiter (staffer) module

· Systems administration module

· Knowledge base module.

HotJobs University On-site Training

Basic classroom Resumix Recruiter module training

· 1 1/2 day course at GSFC

· Covers basic recruiter functions.

LMI Training

Resumix Operator training for personnel at the resume processing Center at Marshall Space Center

· Using detailed step by step resume and self-nomination processing guide developed by LMI; supplements HotJobs University training

· Emphasizing verification process

· Conducting hands-on training, as needed.

Pilot HR specialist business process training

· Using training course and job aids developed by LMI

· Conducting hands-on training, one-on-one, if necessary

· Business process training will cover:

· How to use announcement builder (bolt-on)

· How to build a NASA requisition

· Populating job description field for best results

· How to develop a “Federal” resume search plan

· Identifying job related skills—job analysis

· Coordinating with manager

· How to identify best qualified group

· Use of required skills and other criteria

· How to track candidates

· How to generate a referral list (bolt-on)

· How to finalize the case (bolt-on).

Phase 4—Roll Out at Centers

Human Resource Office Training

HotJobs University Classroom Training

One week Resumix super user training at HotJobs Univ. for 2nd group of Centers covering all material from first super user training session.

HotJobs University On-site Training

Basic classroom Resumix recruiter training by HotJobs University onsite at each Center; will take place immediately before the Center roll out.

· 1 1/2 day course

· Covers basic recruiter functions.

LMI Training

“Just in time” business process training at roll out Centers to take place immediately after the basic HotJobs classroom training

· including material covered at the pilot site,

· recommending one-on-one if schedule permits,

· using standard training course outline and curriculum developed by LMI,

· providing detailed “job aid”—step by step process desk guide developed by LMI, and

· providing refresher hands-on training by LMI 3–4 months after Center roll out, when necessary.

Other Training

Manager’s Guide. The changes in the NASA process affects managers as well as employees. Managers need to understand their role in developing the resume search plans. All will need to know how to access and use the Internet based referral list. Some may not be used to looking at resumes when making selections and need guidance. The manager’s guide will give them

· information on new business process,

· how to read and evaluate resumes, and

· how to access referral lists on-line.

Employee Guide. Currently employees use different methods to apply for jobs in NASA. Some complete only forms; others are required to write extensive explanations of how they meet the knowledge, skill and ability (KSA) requirements for each specific vacancy announcement. All will need detailed guidance on using the NASA Internet resume builder to submit resumes and nominate themselves for announcements. The employee guide will give them information on

· the new business process,

· how to write a NASA resume,

· how to use the on-line resume builder (bolt-on), and

· how to quick apply to announcements.

Chapter 5   
Assessment

Continuing assessment of communication and training effectiveness is essential to refine the strategy for each affected group. This ongoing review will aid in promoting their support and buy-in, addressing constraints, and ensuring that the necessary competence, particularly the HR staff, manager and employee capability, is attained to effect change.

As communication and training materials and tools are developed, the Resume Management Process Team will be requested to review and identify any gaps and deficiencies in the approach, content, vehicle, and timing. Additionally, the Center process team member will be asked to report periodically on Center communication activities and issues. The team member’s input will be captured in a database to facilitate evaluating and categorizing concerns and constraints so that the tools and techniques can be modified and the strategies refined, integrated, and customized. If required, specific interventions, including policy changes, may be added to speak to concerns and constraints not fully addressed by the communication and training activities.

Additionally, issues and concerns that surface during the pilot that both impede and promote change will also serve to support adjustments and revisions. Surveys will also be conducted at each Center as it rolls out using focus groups and interviews to ensure that the change activities and training support change management objectives. Other feedback and evaluation mechanisms will be used throughout all phases of the RMS automation project. For example, soliciting reactions at meetings and at various events, conducting surveys and interviews, and reviewing training evaluations will used to assess effectiveness. Post roll out assessments will include user feedback questions on the use of resume builder and questionnaires attached to referral lists soliciting input on quality of referrals, adequacy of resumes from selecting officials, etc.

Chapter 6   
Center Transition Plan

The following plan depicts the activities that will be completed by each NASA Center in order to implement the automated resume management system. Transition activities are scheduled in line with the major phases in the overall project schedule.

Agency Design Period (November 2000–June 2001)

During this period, Center representatives will perform the following activities:

· Provide periodic input on process, marketing, communication, and training issues.

· Provide assistance in identify training needs and appropriate audience, and periodically reviewing training materials.

· Spend several days on-site at the Goddard Space Flight Center (GSFC) assisting in software configuration, testing and other design issues.

· Provide data as requested to identify which NASA skills are not currently represented in the Resumix knowledge base, and assist in developing Resumix local grammar for missing skills.

· Assist in developing requirements for reports, standard letters and Federal certificates.

Pilot (May–July 2001)

During this period, Center representatives will spend several days on-site at GSFC participating in pilot activities, and gaining lessons learned to facilitate implementation at own Center.

Pre-Roll Out (February 2001–Center Roll Out Date)
During this period, the Center is responsible for the following activities:

· February–December 2001—Engage in communications and marketing activities at Center, including union, equal opportunity office, and senior management briefings.

· Two months prior to a Center’s roll out date

· Identify necessary changes in organizational structure within the HR office to support new business process.

· Identify Resumix users.

· Discuss project and needed support with IT, training, and change management personnel.

· Identify bargaining agreement provisions that affect project implementation, and consider local union obligations.

· Increase communication and marketing focus on employee briefings.

· Continue analysis of local grammar needs.

· One month before Center’s roll out date

· Continue communication and marketing activities, including resume preparation training.

· Encourage Center employee to prepare resumes and submit using the NASA Resume Builder.

· Identify and schedule facility with PC access for HR staff training.

· Review agency reports and letter templates to identify Center-unique needs.

· Two weeks before Center’s roll out date

· Install software on user PCs.

· Receive Resumix University 1 1/2 day staffing user training (user training may occur during first week of roll out).

· Complete readiness checklist.

Center Roll Out (August–December 2001) as scheduled
During this period, the Center is engaged in the following activities:

· Continue communications and marketing activities.

· Hands-on business process training.

· Train other HR personnel.

· Implement organizational changes.

· Certify test readiness.

· Run test cases.

· Certify operational readiness.

Chapter 7   
Sustainment and Maintenance

Once roll out has occurred, many of the new business processes and procedures will become very familiar and, in fact, become institutionalized to those most affected by the change, the HR staff. The HR staff will also have the benefit of hands-on training and detailed training guides to help them through the changes to the new process. The detailed training guides will also serve to familiarize new NASA HR staff on the standard processes and use of the software. Condensed, “one-pagers” and checklists emphasizing the changes to the former business process will be developed to ensure the new process has become operational and will be sustained. Additionally, the “super users” will help to reinforce and refine the RMS benefits and will likely enhance operations by improving on and sharing efficient practices and techniques. Continued use of e-mail to share knowledge and experiences across the Centers will also reinforce and sustain efficiencies and provide user assistance on the new business processes as well as in using the new software. A smart site will also be established to exchange information and facilitate problem solving. A users group and virtual meetings are also planned to provide a forum for concerns, issues and to share best practices and lessons learned.

To help disseminate this familiarity and acceptance throughout the Centers, tools that have been previously developed such as the Resume Guide, may be revamped or refreshed to a shorter or different format and distributed. The instructions on the Resume builder site can also be updated and restated to ensure that users remain aware of how to effectively use this tool. The Centers can also add refresher demonstrations and training sessions on resume preparation. Additionally, other communication and training pieces highlighting successes or ways the new RMS has improved the process can be implemented using e-mail or the Web site.

Appendix A   
Elements of Change

Preparing a resume—This change element refers to the requirement to create a resume to apply for a vacancy instead of completing application forms.

Internet application—This change element is how application is made for consideration under a vacancy announcement, that is, the process of submitting a resume via the Internet instead of a paper application. Applications via mail will still be accepted.

No published knowledges, skills and abilities—The knowledges, skills and abilities used to rate candidates for vacancies will no longer be published in vacancy announcements. Hiring managers, however, will continue to determine position requirements with the assistance of a staffing specialist.

No panels/subject matter experts—Because rating and ranking will be accomplished by the RMS and the staffing specialist, the requirement to convene rating panels will be eliminated by the RMS.

Computer-aided rating process—The RMS will match the manager-provided requirements with the applicants’ skills in the database and will eliminate the need to manually rate candidates.

New skills requirements—This new software will require users, e.g., the HR staffing specialists, to acquire new skills to operate the RMS and to understand the new business processes.

Workload surge—This refers to the increased workload that will likely occur at first as Centers begin to use the new business process and automated system.

New job/organization design—Efficient and economic use of the new technology may require some reconfiguring of jobs or organizational structures.

Less hand holding—The new business process will require employees and applicants to follow instructions to submit resumes to one central location. If their resumes are unreadable or in the wrong format, they will be rejected. Employees and applicants will receive an electronic rejection notice of the rejection and will have to reapply for consideration.

Electronic referral list—Referral lists and resumes will be placed on the Web for review and selection by the hiring manager instead of sending paper referral lists and application materials.

Single resume/quick application—The new business process will require each applicant to create a single resume for consideration for multiple vacancies. Quick application refers to the ability of an applicant to use that resume to apply for various vacancies by simply using a quick apply form.

Centralized/one location application processing—This is the new business process whereby all applications will be sent to one Center for RMS processing.

Appendix B   
Communications Checklist

Table B-1. Communications Checklist

Vehicle 
Timeframe
Audience

General news articles and releases
Agency design
NASA employees

High-level briefing
Agency design
Senior staff and Center Directors

Fact sheets
Agency design
Senior staff and Center Directors

Fact sheets
Agency design
HR staff

Periodic Intranet updates via NASA home page
Agency design, pre-roll out, and pilot 
NASA employees

All employees e-mails
Agency design, pre-roll out, and pilot
NASA employees

“How To” information pamphlets (reading of resumes)
Pre pilot
Hiring manager

Detailed business process guides
Pre pilot
Hiring manager

Mentoring
Pilot
HR staff

Lessons learned/sharing—via user electronic communications
Pilot
HR staff

Follow-up briefing on status
Pilot and roll out
Senior staff and Center Directors

Updates in senior staff meetings
Pilot and roll out
Senior staff and Center Directors

Briefings (All hands, small group sessions, etc.)
Pre-roll out
NASA employees

Demonstrations of the Resume Builder software
Pre-roll out
NASA employees

Information pamphlets and brochures
Pre-roll out
NASA employees

Demonstrations of the Resume Builder software
Pre-roll out
Hiring manager

Briefings
Pre-roll out
Hiring manager

Briefings (All HR hands, small group sessions, etc.)
Pre-roll out
HR staff

Demonstrations of the Resume Builder software
Pre-roll out
HR staff

Demonstration of the Resumix software
Pre-roll out
HR staff

Classroom training
Pre-roll out
HR staff

One on one training
Pre-roll out
HR staff

Briefings
Pre-roll out
Unions and Partnership Councils

Demonstrations of the Resume Builder software
Pre-roll out
Unions and Partnership Councils

Demonstration of the Resumix software
Pre-roll out
Unions and Partnership Councils

Meetings/consultations
Pre-roll out
Unions and Partnership Councils

Written materials/fact sheets
Pre-roll out
Unions and Partnership Councils

Briefings
Pre-roll out
EEO representatives

Demonstrations of the Resume Builder software
Pre-roll out
EEO representatives

Meetings/consultations
Pre-roll out
EEO representatives

Written materials/fact sheets
Pre-roll out
EEO representatives

Appendix C   
Training Checklist

Table C-1. Training Checklist

Training 
Timeframe
Audience

HotJobs University Classroom Training
Agency design and pilot
Super users

HotJobs University On-site Training 
Agency design and pilot
Resumix users—first group

LMI Operator Training
Agency design and pilot
Resumix Operations Center Staff at MSFC

LMI Pilot Business Process Training
Agency design and pilot
HR staff at GSFC

HotJobs University On-site Training
Center roll out
Center Resumix users—second group

LMI Pilot Business Process Training
Center roll out
Center HR staff

Managers’ Guide to the RMS
Center roll out
Center employees

Employees’ Guide to the RMS
Center roll out
HR staff
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