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 Executive Summary
The Senior Executive Service (SES) Candidate Development Program (CDP) provides Federal agencies the opportunity to identify, develop and prepare future senior leaders.  OPM projects that 63.5% of the SES workforce will retire in the next 10 years.1   To prepare for and manage this possible leadership exodus, agencies need to focus on developing and implementing effective succession strategies and providing high quality leadership development opportunities for their workforce.  SES CDPs, when implemented and utilized properly, can play a vital role in providing agencies the necessary bench strength to manage their leadership turnover.

This report was developed as an independent third party study of CDPs in the Federal government.  It provides an overview and analysis of critical success factors, notable and innovative program practices, and key enhancement recommendations in connection to CDPs government-wide.  

In researching relevant literature and in conducting interviews with 23 Federal agencies, the following six items were found to be essential to the success and effectiveness of a CDP:

1. Top leadership’s active support, commitment and involvement in the CDP.

2. A direct link between the CDP and the agency’s succession plan. 

3. Top leadership’s consideration of the CDP graduate pool first in making SES selections.

4. The agency uses an objective, multi-assessment selection process for its CDP. 

5. The agency provides a CDP that consists of high quality training and development programs.

6. The agency closely connects its CDP graduates with its SES members.  

This report also shares many notable and innovative program practices that are currently being used in CDPs in hopes that agencies can benefit from these ideas and possibly customize some to their own particular programs.  These practices focus on:

· Succession management

· The application process

· The selection process

· Administrative tools

· Training and development programs

· Developmental assignments

· Program evaluations

· Diversity strategies

· Placement strategies
The SES concept holds that the government needs executives who can provide strategic leadership and whose commitment to public policy and administration transcends their commitment to a specific agency mission or an individual profession.  Agency personnel interviewed for this study were asked their views on how to foster the concept of executive mobility and a “corporate” SES.  Items mentioned included: 

· Changing the current SES performance appraisal system to place less emphasis on technical competence.

· Requiring agencies to publicize their outside hire statistics.

· Requiring that portions of CDP developmental assignments be performed outside of the candidate’s area of technical expertise and home agency.

· Instituting ways to more broadly communicate SES job rotational opportunities and CDP graduate profiles.

Agency personnel interviewed for this study were also asked their views on three CDP regulation changes under consideration and on their thoughts regarding the OPM sponsored Federal Candidate Development Program.  Following is a summary of responses:

1. Agencies generally oppose requiring a 5-year review cycle of all agency CDP business plans.

2. Agencies generally oppose requiring that CDP candidates complete their developmental assignment requirement in one 120 consecutive day assignment.

3. Agencies generally support requiring more Executive Resources Board involvement and accountability in overseeing CDPs.

4. Agencies are generally not interested in participating in future Fed CDPs.

Lastly, one of the principal objectives of this study was to interview Federal experts in the human capital, executive resources and training communities to identify key enhancement themes that can improve CDPs at both the policy and operational levels.  Several thought-provoking suggestions were brought forward and categorized into those that are more general, those that Federal agencies should consider and those that OPM should consider. 

This report provides an overview and analysis of CDP’s government-wide.  It was developed as a snapshot of current CDP activities and practices in hopes that agencies can use this to review and enhance their own programs.  This report highlights only those CDP programs and activities covered during the study.  It is not meant to suggest that this is an all encompassing list.  Undoubtedly, there are many other excellent CDP programs and activities occurring that are not mentioned.

Introduction

The Senior Executive Service (SES) Candidate Development Program (CDP) provides Federal agencies the opportunity to identify, develop and prepare future senior leaders.  CDPs can be key components of a comprehensive succession management strategy by encouraging agencies to analyze their workforce, forecast future SES needs and develop the necessary bench strength to meet these needs.  

CDPs require participants to engage in one to two year development programs designed to enhance their executive core qualifications (ECQs) and increase their understanding of a wide range of government programs and issues.  The ECQs describe the leadership skills required to succeed in the SES.  They also reinforce the concept of an "SES corporate culture" as they measure whether an individual has the broad executive skills needed to succeed in a variety of SES positions, not whether they are the most superior candidate for a particular position.  The ECQs were designed to assess executive experience and potential, not technical expertise.

Agencies must obtain approval from the Office of Personnel Management (OPM) before launching a CDP and participants must complete all program requirements as specified in Title V of the Code of Federal Regulations (CFR), Part 412; Executive, Management and Supervisory Development (see Attachment A).  Upon program completion, graduates of an OPM-approved SES CDP submit their qualifications package to OPM.  OPM then convenes a Qualifications Review Board (QRB) that determines whether the graduate possesses the required executive qualifications for initial career appointment to the SES.  If the QRB/OPM certifies the graduate, this permits him/her to be selected for SES positions government-wide without further competition.  That said it is important to note that graduates of CDPs who are certified by OPM are not guaranteed an SES position.

Background
OPM is responsible for providing overall policy, guidance and oversight to the CDP and has a keen interest in the success and effective operation of the program.  This report provides OPM and the government community an overview and analysis of CDP critical success factors, notable and innovative program practices, and key enhancement recommendations.  It is important to note that this report highlights only those CDP programs and activities found during the study.  It is not meant to suggest that this is an all encompassing list.  Undoubtedly, there are many other excellent CDP programs and activities occurring that are not mentioned.

This report was written by an employee from the Bureau of Alcohol, Tobacco, Firearms and Explosives (ATF) who is currently a candidate in ATF’s SES CDP.  In March 2008, as part of his CDP, this employee completed a 2-month rotational assignment with OPM’s Center for Learning, Executive Resources, and Policy Analysis.  The main focus of the rotational assignment was to complete an independent third party study of the SES CDP and to share the study’s findings government-wide. 

Objectives

This report is the culmination of an extensive study of CDPs in the Federal government.  The primary objectives of this study were to:

1. Obtain a current snapshot of agency CDPs and how these programs are being used to support succession management strategies.

2. Identify key critical success factors found in effective CDPs.

3. Identify notable and innovative practices occurring in CDPs so that these can be shared with the larger government community.

4. Obtain direct agency feedback on ways the CDP can be enhanced.
Methodology
This report was produced as an independent third party study of CDPs government-wide.  To better ensure that the feedback received was open and candid, all interview participants were assured that their responses would be kept anonymous.  However, interviewers were informed that their agencies might be highlighted if notable or innovative practices were found.  The specific methods used to complete this assignment were as follows:

· Conducted literature research including reviews of:

:

· Relevant CFRs

· OPM’s 2008 SES Desk Guide 

· The April 2007 Thought Leaders Forum on Executive Development in the Federal Government. 

· The Hay Group’s 2007 report on the “Top 20 Companies for Leaders.”

· GAO/GGD-88-47, “Senior Executive Service, Reasons the Candidate Development Program Has Not Produced More SES Appointees,” April 1988.

· Interviews with 23 Federal agencies, including 16 Departments.

· Interviews with 6 Deputy Chief Human Capital Officers.

· Interviews with 10 current SES members (various agencies) who are CDP graduates.

· Interviews with 5 OPM leaders connected to the SES CDP.

· Interviews with a sampling of private sector firms. 

The data collected was reviewed and analyzed for key critical success factors, notable/innovative practices, and pertinent improvement suggestions.

Study Findings
Critical Success Factors
In researching relevant literature and in conducting interviews with 23 Federal agencies, several common elements were found to be critical to the success and effectiveness of a CDP.  Agencies planning to launch new CDPs should be sure that as many of these factors as possible are in place before starting the program.  Success for most agencies would be defined as a program that achieves:
· High graduate placement rates into SES positions.

· High customer satisfaction scores from agency leadership and candidates.

· Notable candidate improvements in the ECQ areas.

Agencies with outstanding CDPs have the following factors in place:

1. Top leadership’s active support, commitment and involvement in the CDP.

This is probably the single most important factor to the success of any CDP.  Top leadership must provide sufficient resources to operate and maintain a high quality program, ensure that the necessary support is given to candidates to fully participate in and complete the CDP program requirements, and be fully engaged in and responsible for candidate recruitment, assessment, development, evaluation and graduation.  

Top leadership must view the program as rigorous to get into, rigorous to complete, and providing valuable developmental experience.  The ERB must be closely connected to all phases of the CDP, particularly the candidate screening and selection process.  Top leadership must view those selected for the CDP as the employees with the highest leadership skills and potential and the ones most likely to make effective executives.  Without top leadership’s buy-in, it is likely that the program will not get the support it needs and that program graduates will not be placed to an optimal extent.

2. The CDP should be directly linked to the agency’s succession plan. 

Agency senior leaders should spend a large portion of their time on employee development and succession planning strategies.  Private sector firms known for the ability to keep their leadership pipelines filled have leaders who spend significant time on:

· Screening and identifying high potential employees.

· Assessing employee skills and providing rigorous feedback.

· Growing leaders using comprehensive development strategies.  

CDPs can be excellent tools for identifying and developing employees to assume top leadership positions.  However, agencies that employ CDPs must ensure that the program is directly linked to their succession planning efforts.  This means that agencies should:

· Regularly analyze their workforce to project potential retirement and attrition rates and recognize pending/potential leadership gaps.  

· Share/discuss workforce data and analysis with top leadership.  

· Use the workforce data to make CDP composition, size and launch decisions. 

· Ensure that they achieve high SES placement rates for their CDP graduates. 

In addition, agencies with the most effective succession plans study workforce data and provide leadership development opportunities to lower organizational levels.  The CDP is the “capstone” development program.  However, it should be only one component of a more comprehensive, integrated leadership development program.  Additionally, other leadership development programs should be offered to ensure that the agency is growing leaders and “feeding the pipeline” at all levels. 
3. Agencies should look to the CDP graduate pool first in making SES selections.
Nothing will diminish the value of a CDP faster than to make SES selections outside of the CDP graduate pool when qualified graduates are interested and available.  Employees who enter CDPs must understand that graduation from a CDP is no guarantee for future SES placement.  However, if qualified graduates are overlooked, not considered and not selected for vacant SES positions, this will quickly ruin the credibility of the CDP.   In agencies with more successful CDPs, when SES positions open, the pool of available CDP graduates are considered first before any announcements are posted.  In most cases, the selecting official must provide written justification for not selecting an interested CDP graduate.
4. Agencies should use objective, multi-assessment selection processes. 

It is critical for program credibility and optimal placement rates that the most qualified applicants are the ones selected for the program.  Objectivity comes from using fair, valid and reliable assessment tools and in many cases from using “disinterested” third parties either as members of rating panels or in managing entire components of the selection process.  Many agencies use multiple assessment instruments such as structured interviews and/or assessment centers (independently run or with third party involvement) to provide selection officials more data upon which to make selection decisions.   
5. Agencies should provide CDPs that consist of high quality, relevant training and development programs.
Clearly, agencies must offer CDPs that meet the OPM regulations and guidelines.  More importantly, CDPs should be designed to ensure that candidates participate in rigorous assignments that enable them to gain and demonstrate executive level leadership.  Agencies must also design CDPs that offer candidates flexibility, choices and personally relevant training and development experiences.  One size fits all is not effective.  Candidates should be given opportunities to customize the program to their particular ECQ development needs and should be given options that allow them to select training and development activities that are of most interest/value.  CDP program offices should give candidates guidance and choices in the types of activities they participate in and the types of subject matter they are taught.

6. Agencies should closely connect CDP graduates with their SES cadre.  

CDP graduates who have not yet been placed in SES positions need to stay connected to the agency’s SES members.  Graduates should be made to feel part of the top leadership network, should be tapped into for key agency initiatives/task forces and should continue to be mentored and developed.  Keeping graduates closely aligned with SES members will enable the agency to utilize valuable expertise, enhance the development and morale of top personnel and likely increase the SES placement rates of these graduates.

Notable and Innovative Program Practices

One of the most interesting and rewarding by-products of this study was the opportunity to meet and learn from so many hard-working and talented employees.  It was truly impressive to discover how dedicated these leaders are to their work and to have them share their knowledge and expertise in managing CDPs.  This section highlights some of the more notable and innovative program features discovered from across the various agencies.  Hopefully others can benefit from these ideas and perhaps customize some to their particular programs.
Succession Management

The Internal Revenue Service (IRS) has a sophisticated succession planning database called the Succession Planning Resource Center (SPRC).  This automated database is designed as a tool to assist the senior leadership team in determining bench strength within the executive ranks and allows CDP participants the opportunity to indicate positions of future interest.  The system can produce several reports including depth charts, candidate profile reports, position preference reports and individual assessment reports.

Application Process

The IRS CDP application process was the most streamlined of those reviewed in the study.  They simply require the submission of an online resume (3 pages maximum length).  The resume must clearly reflect the ECQs and how the applicant’s experience has prepared them to become a member of the SES.  The resume requires the applicant to use the Challenge-Context-Action-Result model which consists of providing context about ones experiences, descriptions of ones actions, and the results (outcome) of these actions in a clear and concise manner. 

Selection Process

As expected, the feedback from program offices, Deputy CHCOs and program graduates was that a rigorous selection process is critical for program credibility, program success and effective placement of CDP graduates. Those agencies whose selection processes are most rigorous have several common features:

· The ERB is fully engaged in the selection process and makes selection recommendations to the agency head.
· ERB members and/or SES members’ rate and rank candidate application packages.
· Candidates undergo a third party run ECQ-based assessment center (AC).

· Members of the ERB conduct structured interviews with the best qualified applicants.
Some agencies felt that having the selection process administered completely by external parties was most objective and reduced grievances.  Others felt that having independent third party involvement in addition to internal assessors was best.

Administrative Tools

· Department of Commerce (DOC) uses a documented Learning Agreement “contract” that is signed by the candidate, their supervisor, the mentor and the CDP program manager. The Learning Agreement must be signed and filed with the CDP program office prior to the official start date of the CDP.  The Learning Agreement clearly defines the CDP’s objectives, expectations, and requirements.   This document helps ensure that all parties understand and meet their program obligations and responsibilities. 
· The Labor Department uses a software system by “The Mentoring Connection” to administer its SES CDP mentoring program.  This software offers the opportunity to:
· Apply for the program on-line.

· Track mentoring activities and events.

· Match mentors and candidates.

· Electronically evaluate the mentoring program. 

Training and Development Programs

· Unique Courses.  Health and Human Services (HHS) provides a CDP training course that divides candidates into four teams with each team being assigned a President – George Washington, Thomas Jefferson, Abraham Lincoln and Franklin Roosevelt.  Each team is required to report to the full class how its President led change, led people, produced results, demonstrated business acumen, and built coalitions in leading America through challenging times. 

DOC’s CDP program office coordinates a two day training program where candidates visit four local billion dollar private sector firms.  The company President and/or Senior Vice Presidents provide briefings to the candidates on the challenges of leading organizations and leading change efforts.

· Action Learning.  At DOC, Department of Energy (DOE), and Housing and Urban Development (HUD), candidates participate on action learning teams to tackle/solve Department-wide business issues identified by the ERB.  Teams are assigned an executive coach who is responsible for observing the team in action and helping the team reflect on learning opportunities.  Team members receive individual feedback from coaches and each other on their leadership competencies, leadership styles and team based skills.  These agencies and several program graduates felt that the action learning piece is one of the most beneficial components of the CDP curriculum.   Action learning seems to be a standard component, and in several cases the “keystone” component, in many private sector executive development programs.
· SES Instructors.  Department of Interior’s (DOI) CDP uses members of its SES workforce to design and lead/instruct core training sessions on relevant agency topics (e.g., key business issues, budget, and ethics).  The candidates get information on real agency business issues and have an opportunity to be exposed to a wide array of executives from different DOI agencies.  In addition, it gets SES members engaged in the CDP and can provide them a developmental opportunity as well.  This program feature has proved to be very beneficial and very well received. 

· Community of Practice.  The Nuclear Regulatory Commission’s (NRC) CDP contains monthly leadership briefings.  CDP candidates meet 1 day each month to form a “community of practice.”  During these meetings, candidates share their progress, experiences and challenges in the CDP and learn more about the NRC.  Each candidate is responsible for securing an NRC executive to brief the group on a relevant management topic or issue that can be linked to an ECQ.  This program has provided several benefits such as: 

· Building lasting relationships among the candidates.

· Increasing candidate exposure to executives and current executive issues.  

· Giving the CDP greater visibility to the SES members.

· Giving candidates control in selecting those topics of most interest to them.  

· Academic Partnerships.  The Department of Agriculture (USDA) and Customs and Border Patrol (CBP) have formed partnerships with academia (American University and Columbia University) to provide multi-week leadership development programs that include individual assessments, seminars, group projects and executive coaching.  One program graduate indicated that having the training tied to academia gave it more credibility and respect in the eyes of the students.
· Executive Coaching.  Many agencies use executive coaching as a means to provide personal growth and development to their candidates.  Sometimes the coaching is a stand alone feature.  However, in many cases the coaching is part of the action learning process.   Executive coaching seems to be a standard and valued element in most private sector executive development programs.

· Legislative and Media Affairs.  Many agencies and program graduates indicated that training, particularly in these two areas, was a critical and valued element of the CDP.

Developmental Assignments
According to most respondents, the developmental assignment component of the CDP provides the greatest benefit.  Nothing seems to provide the same level of learning as experiential-based activities.  It was noted, however, that the greatest learning and benefits come from assignments that cover extended time periods and are executive-level in nature.  Agencies that insist on the most rigorous developmental assignment requirements are listed and described below: 

· IRS 

· When selected, candidates are assigned to an SES position in IRS.  This typically becomes the candidate’s permanent job once they complete the CDP.

· Occasionally, when there are not enough SES positions available or when the IRS expects that a standing SES member will soon be rotated or retire, a candidate will be assigned as an “assistant” to an Executive.  Here the candidate learns and prepares alongside the SES member and later fills the position or some other SES position.
· Candidates typically stay in one assignment for the entire length of the CDP.

· The notion behind the developmental assignment is that the candidate learns on the job while directly contributing to IRS business goals. 

· Social Security Administration (SSA)
SSA candidates must complete the following assignments:

· Two assignments that are each at least 6 months in length.

· One assignment (can be the same as one of the above) must be completed outside of SSA (unless the candidate is from an external agency – external candidates must complete all assignments in SSA) for at least 4 months in length.

· Two assignments must be outside the candidate’s home component and in a new occupational field.  One of these assignments must be outside the candidate’s Deputy Commissioner level component.

· Candidates with no previous operational related experience must complete an assignment in an operational component (typically in the field).

· Candidates with no headquarters experience must complete a headquarters assignment. 

· Department of Energy
At DOE, developmental assignments must total 8 months.  Candidates must complete the following assignments:

· One assignment that is at least 120 consecutive days in length.

· One or two additional assignments that span 120 more days.  Each assignment must be at least 60 consecutive days in length.

· If the candidate has an administrative background, one assignment must be in a science or technical area and vice versa. 

· NASA
NASA candidates must complete the following developmental assignments:

· One assignment that is at least 6 months in length or two assignments each spanning at least 3 months in length.

· If the candidate has not managed an organization with more than 5 people, they must do so for a minimum of 6 months.

· Assignments can not be done in the same occupational area as the candidate’s position of record. 

· Candidates that have worked primarily in Headquarters must spend at least part of their assignment in the Centers (field).  Those candidates that have worked primarily in the Centers must spend at least part of their assignment in Headquarters. 
· HHS
HHS candidates must complete the following developmental assignments:

· One 90 day assignment outside the candidate’s discipline.

· One 90 day assignment outside the candidate’s operating division. 

· One 90 day assignment outside of HHS but not in the private sector. 

Most of these agencies believe that effective developmental assignments require candidates to be placed in assignments outside their areas of technical expertise and outside their home agencies.  This is very consistent with the basis behind the CDP - to enhance the candidate’s ECQs and increase their understanding of a wide range of government programs and issues so that they can be successful in a variety of SES positions. While developmental assignments can be expensive and time consuming, these agencies indicated that top leadership believes that having well prepared CDP graduates with broad based knowledge and experience is clearly worth the investment.  

Program Evaluation
Following are methods used by some agencies to measure CDP effectiveness:

· NASA is using a software system called “Metrics that Matter” (by KnowledgeAdvisors) to conduct level 1 – 5 evaluations relating to its SES CDP.  Marriott Corporation also uses this software to measure training effectiveness of many of its programs. 

· DOC conducts a mid term evaluation of the CDP using a survey instrument, focus groups and random interviews.  Six months after the CDP concludes, DOC conducts a level 4 evaluation of its program by using a survey instrument to survey each candidate, their supervisor and their supervisor’s supervisor. 

· The IRS Commissioner personally meets with the CDP candidates a few times during the program to answer questions and get feedback on the program.

· Many agencies are using SES placement rate as a key CDP outcome measure.

CDP Class Sponsor

Each IRS CDP class has a lead instructor assigned to it.  The lead instructor is a current IRS SES member and serves as a “class sponsor”.  The lead instructor goes through the entire program with the candidates, attends all program events and activities and serves as the corporate bridge to the SES.  The lead instructor also provides feedback on each of the candidates to the IRS’s Strategic Leadership Team. 
Diversity

The following items were mentioned by agencies as strategies they use to build diversity in their CDPs:

· Engage the EEO office as a partner in developing strategies to promote a diverse applicant pool.

· Implement a formal effort at lower levels of leadership to grow a larger population of diverse managers who have the necessary training, experience and achievements to qualify and be selected for the CDP.

· Engage various agency diversity advocacy groups to promote the CDP.

· Review workforce diversity issues and statistics with the CDP selection committee before final candidate selections are made.

· Inspire supervisors to encourage a diverse mix of employees to apply for the CDP.

CDP Placement Strategies

Succession management is obviously one of the principal reasons agencies invest in CDPs.  Effective CDPs require considerable time, effort, sacrifice and funding.  Therefore agencies should put the most competent and effective leaders possible into their CDP.  While no guarantee, the expectation should be that those selected for the CDP will be the agency’s future executives.   According to statistics obtained from OPM’s Executive and Schedule C database, the overall placement rate of CDP graduates across government agencies from 2002 – 2007 was 63%.3   Highlighted below are some agencies that have higher than average placement rates. 

· IRS –   92% placement
· When selected, candidates are assigned to an SES job.  This will usually become their permanent job once they complete the CDP.

· Occasionally, when there are not enough SES positions available or when the IRS expects that a standing SES member will soon be rotated or retire, a candidate will be assigned as an “assistant” to an Executive.  Here the candidate learns and prepares alongside of the SES member and later fills the position or some other SES position.

· The goal and expectation is that every candidate will be placed in an SES position.   The CDP provides the main means for filling IRS entry level SES slots.

· NRC – 88% placement.  

· It is extremely difficult to get an SES position in the NRC without graduating from the CDP.

· When an SES slot becomes vacant, an announcement goes out to all SES members, CDP graduates, and CDP candidates with 6 months left to graduate.  These groups are given the first opportunity to apply for the position.  Interested parties put their application in and the ERB reviews them.  Only if the ERB decides that no applicant meets the selection criteria will they then post the announcement publicly. 

· Top leadership has engrained it in the NRC culture that employees who desire to become SES must first graduate from the CDP.

· Social Security Administration (SSA) – 72% placement.
· It is culturally entrenched for the ERB to look to the CDP graduate pool first before making any SES selections.  

· The Executive Resources Office constantly reminds the ERB to look first to the graduate pool and ensures that the names and resumes of CDP graduates are posted on-line.  

Fostering Executive Mobility
The SES was created by Title IV of the Civil Service Reform Act of 1978.  Fundamental to this concept was the notion of a “corporate SES” which was envisioned as a cadre of general leaders capable of serving in a variety of executive positions across government.  In OPM’s view, the SES concept holds that the government needs executives who can provide strategic leadership and whose commitment to public policy and administration transcends their commitment to a specific agency mission or an individual profession. Executives with a "corporate" view of government share values that are grounded in the fundamental government ideals of the Constitution; they embrace the dynamics of American democracy, an approach to governance that provides a continuing vehicle for change within the Federal government.4
The common denominator among SES members is proficiency in the Executive Core Qualifications (ECQs).  The ECQs measure whether an individual has the broad executive skills needed to succeed in a variety of SES positions, not whether they are the most superior candidate for a particular position.2
OPM certified CDP graduates must demonstrate proficiency in the ECQs and must be assessed by the QRB as possessing the executive qualifications required for initial appointment to the SES.  CDPs can also serve as an excellent method for reinforcing the idea of a corporate SES.  However, the flaw in all this has been that too often selecting officials make SES selections based on technical proficiency and agency-specific experience over general leadership skills.  This fact significantly reduces the ability to build a corporate SES and severely limits the opportunities for CDP graduates to broaden their perspectives and to gain from other agency experience.  Clearly, some executive positions require very specialized technical expertise and agency-specific knowledge to be successful.  However, many executive positions do not.  These positions could be effectively led by individuals with strong leadership skills who bring with them high levels of creativity and broader experiences and perspectives.

For this report, agency personnel were asked their views on what changes could be made to enhance the notion of a corporate SES and to foster the mobility of CDP graduates to other agencies and organizational units.  Listed below are some of the suggestions:

· Agencies should publicize their outside hire statistics.  This would signify its importance and give CDP graduates a better idea of which agencies may be more likely to hire from the outside.  This would also give CDP candidates a better idea of where to go to look for external developmental opportunities.

· Require that CDP developmental assignments be performed outside of the candidate’s area of technical expertise and that at least 60 days of the assignment be performed outside of the candidate’s home agency.  This will provide candidates a broader view of government and exposure to outside agencies.  It will also give agencies opportunities to experience the value of having external perspectives.  All of this will help promote CDP graduate mobility.

· Explore ways to identify and promote a centralized clearinghouse of job rotational opportunities across all agencies for CDP candidates to consider and apply for. 

· Explore merits of developing and maintaining a centralized posting of all CDP graduates, their resumes and their career interests that agencies can review in filling senior level positions. {DOE publishes a “participant profiles” document.  This document provides a profile of each candidate in the CDP.  The profile includes a picture, contact information and write-up of work experience and education.  The document is used to: 1) Promote the program and candidates to the SES members; 2) Help in matching candidates and developmental assignments; and 3) Foster SES placement and mobility within the Department.   
· More widely announce temporary SES opportunities (1-3 year assignments) across government and while away, backfill staff with temporary SES slots by taking advantage of OPM’s policy on developmental allocations.

Agency views on changes being considered to the SES CDP regulations

Interview respondents for this report were asked their views on three key changes currently under consideration in connection to the SES CDP regulations, Title 5 CFR, Part 412.   Following are the results of this inquiry:

1. Current regulations state that agencies wanting to have OPM certified SES CDPs must have a written policy describing how the program will operate.  The agency must obtain OPM approval of the program before it is conducted for the first time and whenever there are substantive changes to the program.

Change under consideration
The change being considered would require all agencies operating OPM approved CDPs to resubmit their plans to OPM every 5 years for review and approval.

Purpose
Several agencies have not had their plans reviewed by OPM for many years (21 of the 28 programs currently found on the OPM approved list were approved 9 or more years ago).  The 5-year review cycle would be to ensure the CDP is aligned and strategically linked with the agency’s succession plan.  In addition, the requirement would ensure that at least every 5 years agencies internally review their plans and keep up with new trends and developments in the field.

Poll results
Responses to this possible change were as follows:

· 6 agencies indicated that they would be fine with this change.

· 12 agencies indicated that they did not support this change.

Recommendation

OPM should leave the regulation as it is currently worded.  That said, OPM should issue guidance to agencies encouraging them to regularly review their CDP policies and programs to be sure they comply with the regulations and to keep up with new trends and developments in the field.

2. Current regulations state that each CDP candidate must perform at least 4 months of full-time service in developmental assignments outside of their position of record.

Change under consideration
The change being considered would require that candidates’ perform all 120 days of their developmental assignment consecutively in one assignment. 

Purpose
The purpose of the developmental assignment is to broaden the candidate’s experience and enhance their leadership competency.  It is to provide the candidate an opportunity to experience an executive leadership position, to learn from this experience and to demonstrate that they have the necessary skills and abilities to lead effectively at the SES level.  Essentially, the change being considered is to ensure that candidates encumber an assignment long enough to effectively learn the position and demonstrate their leadership capabilities.  

Poll results
Responses to this possible change were as follows:

· 7 agencies indicated that they would be fine with this change.

· 11 agencies indicated that they were opposed to this change.

It is important to note that of the 11 agencies that were opposed to this change 8 felt that there should be at least some minimum consecutive time interval required.  Most of the agencies preferred a 60 day minimum time period for developmental assignments.
Recommendation

OPM should require that the four months of developmental assignments be performed in at least 60 consecutive day intervals.  In addition, OPM should consider additional recommendations that the time spent in the developmental assignment be required to be performed in an executive-level position outside of the candidate’s area of technical expertise and/or outside of the candidate’s home agency. 

3. Current regulations require agency ERBs to approve each CDP candidate’s SES development plan.  The regulations do not mandate any other direct involvement on the part of the ERB. 

Change under consideration
The change being considered would require that agency ERBs provide comprehensive oversight of the CDP.  The ERB would be required to ensure that the development program lasts between 12 and 24 months and includes substantive developmental experiences that would equip the candidate to accomplish Federal Government missions as a senior executive.  The agency ERB would be required to oversee and be accountable for recruitment, assessment, development, evaluation and graduation of candidates and for requesting Qualifications Review Board (QRB) certification of successful graduates.

Purpose
The success and effectiveness of a CDP is directly related to the commitment, involvement and support of top leadership.  If top leadership is not committed to the CDP, the program will likely struggle to obtain effective placement rates, resources, and the critical and necessary backing and support.  The change being considered will require that top agency leadership (the ERB) be directly connected to the CDP and held accountable for its success. 

Poll results
Responses to this possible change were as follows:

· 15 agencies indicated that they were in favor of this change.

· 3 agencies indicated that they were opposed to making this change.

The reasons a few agencies were against the change were that they like having the regulations more open and flexible and they felt it would be very challenging and time consuming to try to get the ERB engaged in the program.

Recommendation

OPM should implement this change into the regulations. 

Federal Candidate Development Program (Fed CDP)

The Fed CDP is a 12 month government-wide SES CDP open to employees from all agencies and managed by OPM.  During the interviews conducted for this report, respondents were asked about their views regarding the Fed CDP and their agency’s interest in participating in the program.  Most of the agencies polled felt that the program was well designed in terms of the content and rigor of the selection process and program curriculum.  In addition, most liked the concept of an inter-agency mix of students and the broad-based learning that this could offer.  However, when asked about their interest in using the Fed CDP in the future:

· 21 agencies indicated they did not expect to use the program.

· 2 indicated that they did expect to use the program.

The following reasons were given for why most agencies are not interested in using the Fed CDP:

· Too pricey.

· They already have strong internal programs and are not looking to supplement or replace their programs.

· The Fed CDP does not meet the timing needs of the agencies and does not provide sufficient slots to meet agency succession needs.

· Agencies are concerned that they lose some control over the selection of candidates.

· Some agencies had a bad experience with the Fed CDP’s first iteration and are not interested in trying it again.

Based on the above findings, it is recommended that another Fed CDP class not be offered until discussions with agencies can occur to determine whether the Fed CDP can be restructured to make it more attractive or whether the program should be discontinued.  Moreover, additional thought should be given to determine this program’s proper market and target audience.  It may be that this program is more suitable for and should be reserved for small agencies that have limited SES slots and resources.

Principal Reasons Why Some Agencies Do Not Use SES CDPs
Some agencies researched for this study do not use CDPs.  Listed below are many of the reasons why:    

· They do not want to feel compelled to look to the CDP graduate pool in making SES selections.  

· They do not want to raise the expectations of candidates that they will get placed.

· They have several CDP graduates from years past still not placed.

· Resource constraints.

· The agency leaders do not feel that a CDP is needed to fill the agencies SES placement needs.  They feel that they can get the experience, leadership and expertise they need without a CDP.

While these agencies do not sponsor formal CDPs most provide some degree (and in many cases a large degree) of leadership training and development to their supervisors and managers.

SES CDP Improvement Suggestions
One of the principal objectives of this study was to interview CDP graduates and Federal experts in the human capital, executive resources and training communities to identify key enhancement ideas that can improve CDPs at both the policy and operational levels.  It is important to note that these ideas were brought forth in a very constructive manner and that everyone spoken to has the same ultimate goal – to provide the best possible executive development program.  The interviews conducted in this study yielded the following list of recommendations.

General
1. CDPs should be structured in a more standardized manner across government agencies.  Programs should be more alike in terms of the rigor of the selection process and developmental requirements.  Having programs that are viewed as equally rigorous would foster the concept of a “Corporate SES” and better encourage cross-agency placement and mobility.
2.
Streamline and simplify the Qualifications Review Board (QRB) process.  Some agencies expressed concern about:

  

· The timeliness of getting write-ups through the QRB.  Some agencies indicated that it can take months. 

· The consistency of the QRB in evaluating write-ups.  Some agencies stated that it is difficult to know how to structure write-ups and what will be acceptable. 

· The standards the QRB uses in reviewing CDP graduates versus individuals applying directly for SES positions.  Some agencies indicated that the standards appear to be different and that it seems to be much easier to get write-ups approved via the CDP route. 

· A few agencies stated that they wanted to do away with the QRB.  They view the QRB as a body that simply serves as a “policing” function over agencies. (It is important to note that the QRB function is required by law.)
 

3.
The guidelines explaining how status and non-status applicants apply for a CDP need to be more clearly defined.  The current guidelines are not clear.  Also, it is not clear how veteran’s preference applies to CDPs.

4.
The regulations pertaining to developmental assignments need to be better defined.  For example, clearer guidance should be provided on what constitutes an acceptable developmental assignment and what is the minimum length of consecutive days that it must run.  

5.
Most agencies felt that developmental assignments should run at least 60 consecutive days and should be performed in SES-level leadership positions.  To make assignments more developmental and to encourage mobility, some agencies felt that the CDP regulations should require that all 120 days of the developmental assignment be done outside of a candidate’s area of technical expertise and that at least 60 days of the assignment should be performed outside of a candidate’s home agency.  

6.
If candidates have had interagency ECQ related training within one year of CDP selection, that training time should be able to count towards the 80 hour requirement.  The current requirement that the training must be done once in the program is too rigid and causes some agencies to incur unnecessary cost. 

7.
Agencies should consider providing preference in their selection criteria for applicants who possess multi-agency experience.  Many agencies feel that it is very beneficial and developmental to have multi-agency work experience. Several agencies were in favor of requiring individuals to have experience in at least 2 different agencies before they can be considered for the SES or a CDP (This is similar to what Department of Defense and the intelligence agencies currently require).  Others wanted to require candidates to perform at least part of their developmental assignment in an external agency

Federal Agencies

1. Agency ERBs should consider their pool of CDP graduates before filling SES positions.  Before advertising an SES vacancy, agencies should announce the opportunity to all CDP graduates, consider any that are interested and provide justification when any interested CDP graduate is not selected.

2. Agencies should focus on meeting at least minimal SES placement levels (e.g., 70%) from their CDP.  This would better ensure that agencies effectively link their CDP to their succession planning/workforce needs and resources are used effectively.

3. Agencies should continue to cultivate the growth and development of CDP graduates that are not yet placed in SES positions.  This can include providing training and/or experience in particular leadership competency areas, continual exposure to SES members, coaching, job rotations, etc.

4. Agency ERBs should be actively engaged in all phases of the CDP.  The ERB should ensure that the most qualified applicants are selected, the CDP curriculum is sufficiently rigorous and the candidates that graduate truly demonstrate executive-readiness.
OPM

OPM should:

1. Sponsor an annual SES CDP roundtable event and invite all agencies.  This would encourage networking, program partnerships, best practice sharing and provide a forum for OPM to share new information and answer questions.  Cross-agency workgroups that focus on solving common issues/problems could also be an outgrowth of this.

2. Evaluate the merits and feasibility of hosting a central repository of SES-level developmental assignments that CDP candidates could apply to.  

3. Consider hosting a centrally accessible SES CDP website that provides:

· Relevant information and templates on the CDP program such as, formats and samples of effective agency plans, developmental assignment write-ups, mentoring programs, final program write-ups, etc.

· A posting of all CDP graduates including their resume and key contact information.

· A posting of available agency SES details/opportunities candidates can pursue.

· A posting that presents agency external hire statistics.  This would provide CDP graduates/candidates insight into those agencies that tend to hire from the outside or that might be more inclined to provide rotational assignments to external applicants.  

4. Convene and facilitate cross agency CDP graduate task forces to work on government-wide issues/problems.  Workgroups could provide a wide breadth of expertise, needed labor and promote agency buy-in.  In addition, this could offer a way to continue developing non-placed CDP graduates.
5. Improve the coordination and collaboration of the Executive Resources Group and the SES Policy Office.  Several customers indicated that current conditions make it very challenging for agencies to get timely and consistent answers/decisions and to know who to contact for information.

6. Improve the Executive and Schedule C database.  There does not appear to be enough staff to manage the database effectively and getting information from the database is extremely time consuming and cumbersome.  The database should be revamped so that customers have more self service options and so that more standard reports can be generated without making special requests.
Latest Research on Private Sector Leadership Development
For the past three years, the Hay Group, in partnership with Chief Executive Magazine, has conducted a study to determine the best companies for developing leaders and what practices they are employing.  A total of 790 public companies worldwide and across all industries were researched.  According to the study, and for the third consecutive year, General Electric and Proctor and Gamble are #1 and #2 in the rankings.  According to the Hay Group, “what really distinguishes GE and P&G from the rest is their ability to create action learning – the concept of developing leadership skills in the context of work situations to solve mission-critical business problems.”  The following conditions are commonly found among most companies that made the study’s top 20:

1. Bosses are closely involved in screening and identifying high potential employees and in grooming them to assume higher levels of leadership.

2. There are rigorous employee feedback and assessment processes in place that are performed regularly beginning early in an individual’s career. 

The study points out that the internal review process at GE culminates each year in April when top leadership (including the CEO) spends two full weeks reviewing their succession plan and looking two to four management levels down to make sure they know who their high potentials are, what their potential is and what their development needs are. 

The following 9 leadership development practices were more common among the 20 best companies than the rest:

1. Working abroad/international experiences.

2. Getting 360 degree feedback to assess leadership attributes, skills and traits.

3. Using assessment centers for leadership development.

4. Mentor programs using esteemed senior leaders.

5. Rotational job assignments.

6. Spending 10-24% of top leadership teams’ time on talent management issues.

7. Organization has special/different career development process to retain high potentials. 

8. Organization prepares specific development plans for high potentials.

9. Organization makes lateral moves attractive to high potentials.

The best companies are more likely to use rotational job assignments.  For example, some require high potentials to work in two business units, across two functions in at least two countries before they can qualify for top leadership positions.5 


Closing Remarks

OPM projects that 63.5% of the SES workforce will retire in the next 10 years.  To prepare for and manage this probable leadership exodus, agencies need to focus on developing/implementing effective succession strategies and providing effective leadership development opportunities for their workforce.  SES CDPs, when implemented and utilized properly, can play a vital role in providing agencies the bench strength needed to manage this leadership turnover.

This report was developed simply to provide agencies a snapshot of current CDP activity across government and to furnish information on key program success factors, notable and innovative program practices and ideas for the overall enhancement of the CDP.

Hopefully agencies will find this information useful in continually improving the CDPs they offer.  Hopefully agencies will contact some of their colleagues in other agencies to get further information on ideas and activities described in this report that may pique their interest.  Lastly, OPM and the agencies should be commended for the dedication, professionalism and achievements of all their staff members working on areas relating to SES CDPs.  It was very impressive indeed to listen to and learn about all the outstanding ideas, efforts and activities that are going on across the agencies in trying to ensure that the federal government has the kind of strong leaders it needs to advance this Nation forward in the twenty first century.
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Attachment A

SES CDP Requirements – Title 5 CFR, 412.104

Agencies are provided with considerable flexibility in designing and customizing their CDPs to meet their agency needs.  However, in order to ensure at least a minimum level of program uniformity and rigor, before officially approving an agency CDP, OPM mandates that several specific requirements be in place.  These requirements are specifically identified in Title 5 CFR, 412.104.  Essentially the requirements are as follows:
OPM Program Certification

Agencies must have a written policy describing the program and how it will operate.  The agency must obtain OPM approval of the program before it is conducted for the first time and whenever substantive changes are made.

Recruitment

· The program must be announced and include all groups of qualified individuals within the civil service or all groups of qualified individuals inside or outside the civil service.  {Agencies may request an exemption if they can show they made at least 15% of their career SES appointments from sources outside the agency during the 5 years preceding the program announcement.}

· Recruitment must be competitive.

· All QRB certified CDP graduates must compete Government-wide for entry into the SES but do not have to obtain a second QRB certification before appointment.

· In recruiting for the program, the agency must follow the merit system principles in 5 USC 2301 and strive to achieve a diversified workforce.

Selection

· All candidates are selected through SES merit staffing procedures.

· The number of candidates selected will be consistent with the agency’s number of expected SES vacancies.

Individual Development Plan

· Each candidate will have an SES development plan covering the time period of the program.

· The SES development plan will be prepared from a competency-based needs assessment (e.g., 360 degree assessment).

· The agency’s Executive Resources Board (ERB) must approve each candidate’s SES development plan.

Program Content

Each candidate must:

· Attend at least 80 hours of formal interagency training.  The training program should consist of a wide mix of classmates outside of the candidate’s department or agency.  The training should address the ECQs and their application to SES positions government-wide.

· Participate in developmental assignments that total at least 4 months of full-time, continuous service outside the candidate’s position of record.  The purpose of the assignments is to broaden the candidate’s experience and/or increase their knowledge of the overall functioning of the government so that the candidate is prepared for a range of government positions.  The assignments should take into account needs identified in the candidate’s ECQ assessment(s).

· Have an SES mentor.

Candidate Performance

· Each candidate’s performance must be periodically evaluated.

· A written policy must exist for discontinuing a candidate’s participation in the program.

· A candidate may be discontinued or withdraw from the program without prejudice to his/her ability to apply directly for SES positions.

· Each candidate must have a documented starting and finishing date in the program.6 

Attachment B

List of Agencies Interviewed
1. Agriculture – Janet Lynch: janet.lynch@usda.gov 

2. Commerce – Fred Lang: flang@doc.gov
3. Customs and Border Patrol – Marty Herrin: marty.herrin@dhs.gov 

4. Defense – Marilee Fitzgerald: marilee.fitzgerald@osd.mil and Diane Lilienthal: diane.lilienthal@cpms.osd.mil 

5. Education – Lizanne Stewman: lizanne.stewman@ed.gov 

6. Energy – Rita Franklin: rita.franklin@hq.doe.gov and Jody Hudson: jody.hudson@hq.doe.gov
7. Environmental Protection Agency – Claire Milam: milam.claire@epa.gov 

8. General Services Administration – Steve McPeek: steve.mcpeek@gsa.gov and Karla Hester: karla.hester@gsa.gov 

9. Health and Human Services – Dawn Wathen: dawn.wathen@hhs.gov and Gary Steinberg: gary.steinberg@hhs.gov 

10. Homeland Security – Helene Stewart: helene.stewart@dhs.gov 

11. Housing and Urban Development – Barbara Edwards: barbara.j.edwards@hud.gov 

12. Interior – Kathleen Wheeler: kathleen_wheeler@ios.doi.gov 

13. Internal Revenue Service – Selena Swales: selina.m.swales@irs.gov (resume);  and Matthew Ferrero: matthew.j.ferrero@irs.gov (CDP) 

14. Justice – Ray Pagliarini: raymond.pagliarini@usdoj.gov and Randy Bergquist: randy.bergquist@usdoj.gov 

15. Labor – Andrea Burckman: (burckman.andrea@dol.gov)

16. National Aeronautics and Space Administration – Lauren Leo: lauren.leo@nasa.gov 

17. Nuclear Regulatory Commission – Carolyn Bassin: cbb@nrc.gov 

18. Small Business Administration – Yvette Watson: yvette.watson@sba.gov 

19. Social Security Administration – Bonnie Doyle: bonnie.doyle@ssa.gov 

20. State – Jim Gary: garyjp2@state.gov 

21. Transportation – Chuck Wipperfurth: chuck.wipperfurth@dot.gov and Nancy Gauthier: nancy.gauthier@dot.gov  

22. Treasury – Rick Hastings: rick.hastings@do.treas.gov; Cathy Schmader: catherine.schmader@do.treas.gov 

23. Veterans Administration: Sue Ellen Scannell: sue.scannell@va.gov and Rayshad Holmes: rayshad.holmes@va.gov 
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