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ARS has embarked on the efforts described below because we know
· Our Agency must change to remain strong to continue delivering its vital scientific mission;
· Strength comes from diversity and inclusion; and
· A diverse organization hears its employees and adapts as necessary to promote inclusion of all types of employees.

The Review, Refresh, and Reform effort has its roots in the Your Two Cents program ARS launched on May 1, 2010, so that senior leaders can collect unfiltered ideas and feedback from employees.  The program has successfully gathered and responded to more than 750 ideas and comments.  Action items capitalize on the comments and good ideas, researched responses dispel some myths, and best practices are shared across ARS.  In June and September of 2010, the Administrator’s Council, the senior leadership group in ARS, discussed Your Two Cents ideas and comments at length.  

Simultaneously, Area Directors, the senior line managers in ARS, began working on a number of issues charged to them by Dr. Knipling, ARS Administrator, and/or brought to their attention from personnel in the field.  This group began working on many of the same issues brought to leadership’s attention through Your Two Cents.  In the same time frame, ARS received its data from the Federal Employee Viewpoint Survey.  Analysis upholds many of the same items brought to leadership’s attention through the other means.  In short, leadership has received clear messages from employees and as such are ready to announce the following efforts aimed at reviewing current policies and procedures in ARS, refreshing the culture of our organization, and reforming policies and approaches when needed to keep the organization strong for the future.



Main Initiatives
Authorship
Charge:   Authorship Work Group will 1) review current P&P 152.2 to ensure that requirements are clear and unambiguous; 2) review the recommendations received from the Technician Development Working Group and will revise P&P as appropriate; 3) develop an agency- wide communication to ensure all employees understand Agency policy and position expectations; and 4) work with HR to develop training modules for RLs, SYs and technicians to ensure consistent application of the P&P.
Champion: Caird Rexroad
Working Group Members:  Joe Spence (Team Leader), Mickey McGuire, Dariusz Swietlik, Phil Simon, Merle Cole 
Timeframe and Status:  Team has completed tasks 1 & 2; Task 3 is awaiting for the final release of the P&P, in review now.   Task 4 will be an ongoing effort, but development of initial modules will be assigned to HRD and complete by the end of the fiscal year.

Technician Development
Charge:  The Scientific Support Staff (SSS) Development Implementation Work Group will:  1) survey SSS to verify that the issues identified on Y2C are representative of the SSS series; and 2) assess recommendations from the Technician Development Working Group report and subsequent AC discussions and propose implementation for:  
SSS Development –1) identify technical training and education, early career support, long-term career development (e.g., leadership programs, detail assignments, cross training and tailored training specifically for the SSS); 2) identify a formal organization for scientific support staff (e.g. SSS Advisory Committee, website, blog, etc.); 3) determine methods for supervisors to assess skill, talent, and training needs of subordinate employees and document training/developmental needs on IDPs. 
Rewarding SSS – 1) identify new ways (e.g., personal award; additional support for supplies and equipment) to recognize and reward scientific support staff; publicize and utilize the full range of existing Agency reward mechanisms; 2) determine a method to publicize success stories.
Communication -1) develop an on-boarding message to clarify position expectations, classification, and grade level determinations (e.g., explain the difference between Cat 1 SYs, whose grade and classification are based on the person in the job concept and others whose grade and classification are based on the job description that is based on the need of the program); provide on-boarding message to AOs and upload to the New Employee Orientation On-Line site; and 2) draft communication to ARS-All regarding  definition of position categories, and expectations (Cat 1, 2, 3, 4 and7).   
Champion:  Caird Rexroad
Working Group Members:  Mickey McGuire co-chair, Ellen Buckley co-chair, Marilyn Stetka, Kim McGregor, Keith Kohler, John Stommel 
Timeframe and Status:  Tasks completed and presented at December AC (December 7-9).  Recommendations made with regard to supervisor training need to be acted on; all other charges complete; more detailed information available in Cultural Transformation Status table upon request.

Telework Program
Charge:  ARS Telework Team will
1. Develop and communicate the revised policy and procedures outlining the criteria, responsibilities, approvals, and sustainability of the ARS Telework Program;
2. Develop standard operating procedures for administering telework agreements, supervisory and employee responsibilities, performance expectations, and logistical protocols;
3. Define and enumerate a holistic technological and information infrastructure environment to sustain a viable telework program into the future;
4. Establish a system for continually assessing the benefit of telework as a tool to meet the mission of ARS, recruit and retain professionals, save energy costs, operate in emergencies, and provide seamless customer service; including performance measures and metrics, identifying problems and/or issues that need to be addressed and making appropriate adjustments to the ARS Telework Program;
5. Develop a pilot program (including different venues; e.g., research, administrative, rural, co-location with a university) to expand the use of telework in ARS in accordance with Administration and Departmental guidelines.  The proposal will includes the following:
a. Communication Plan
b. Training  plan for supervisors and employees
c. Evaluation of technology requirements for the pilot sites
d. Process for evaluating the Pilot Program 
6. Provide periodic status reports to the AC; e.g., at the December and February AC meetings.
Champion: Jim Bradley
Working Group Members:  Will Blackburn, Co-Lead (NPA), Carol Shelton, Co-Lead (AFM), Rick Brenner (OTT), Casandra Butler (HRD), Willis Collie (SPA), Paul Gibson (OCIO), Donald Jones (FD), Marilyn Low (OA), Carlos Santoyo (NAA), Paul Sebesta (MWA), Diane Strub (MWA), Jamie Wadzink (AFM), Scott Yates (PWA /RLAC)
Timeframe and Status:  Status report with proposed date for Pilot Program presented at February AC.  Working group has identified a number of subgroups: Communications, and Policy Subgroup; Policy, and Training Subgroup; IT Subgroup; Evaluation; Pilot Definition Subgroup; using Your Two Cents to communicate interim guidance and status.

Process Improvement
Charge:  Business Process Board Charter and Statement of Work were established.  The Board will provide oversight for completion of the Extramural Agreements Division pilot, and identify and prioritize next business processes; likely the budget allocation system from perspective of headquarters and field to make system more efficient.
Champion: Caird Rexroad
Working Group Members:  Business Process Board Members – Michael Arnold, Chair, Sherri Buxton, Sharon Drumm, Tonya Socks Lee, Joon Park, Jamie Wadzink, Michael Wiggett; EAD process members already defined; Budget Allocation System process chair TBA. 
Timeframe and Status:  Board has received Greenbelt Training.  Holding first workshop with extramural agreements team first week in March.  Completing LSS training end of March.  Plan to have first complete re-engineer done (Extramural Agreements) by end of fiscal year. 

System Integration
Charge: Continue assessment of ARIS - define scope and linkages within ARIS and potential external to ARIS; conduct requirements analysis to assess need for system process improvement and discovery in the reporting and output areas; and identify databases outside ARIS that could be integrated (i.e. Energy Use and Management Database).  
Champion: Caird Rexroad
Working Group Members: Paul Gibson (Leader) with OCIO staff, with input from customer focus groups such as ONP, AFM, BPMS, and ITSC.
Timeframe and Status:  OCIO has completed a survey documenting customer needs for ARIS; will analyze, design a way forward, and present at June AC

Federal Employee Viewpoint Survey
Charge:  Review survey; analyze results; list opportunities for improvement.
Champion: Jim Bradley 
Working Group Members:  Joon Park, Sharon Drumm
[bookmark: OLE_LINK2]Timeframe:  Complete.  Presented report at February AC. Joon Park will assign a team to promote participation in next EVS and prepare for ARS analysis next year.

Matrix Management
Charge: To enhance internal communications the ADs will: 1) conduct quarterly teleconferences with DAs; 2) schedule half-day AD/DA workshop during AC; 3) propose topics for upcoming AC meetings; and 4) will hold annual AD retreat.  Administrators will discuss current format of AC and recommend changes that would include more focused discussions on policies and other cultural transformation activities.  Consider including a topic of matrix management on every AC agenda.
Champion: Caird Rexroad
Working Group Members:  Judy St. John, Will Blackburn, Marilyn Low
Timeframe: Implement with December AC; effort is ongoing; we will reassess at June AC as to effectiveness. 

Leadership 
Charge:  1) Training - Develop game plan to train all current and subsequent new supervisors and metrics to assess training.  (Area Directors have submitted a proposal for the Brookings course entitled, “Managing the Federal Employee I:  The Discipline and Performance Process”.  This training course would provide a common framework around performance and conduct issues and it would help with consistency in how these issues are dealt with across the agency);  2) 360-degree reviews – Explore process for carry-out 360-degree reviews as an important feedback tool;  3) Succession planning/Talent Management – Explore creation of a database or other mechanism to track and manage information on employee talent and exceptional employees to share among locations.
Champion: Jim Bradley
Working Group Members:  Joe Spence, Joon Park, Jill Stetka
Timeframe:  Complete Brookings Course in FY 2011; presented status report on remaining tasks at February AC.
360 Working Sub-Group Members:  Joe Spence, Andy Hammond, Steve Kappes, Kit Hoyle, Jeff Carroll
Timeframe:  
1. Jeff Carroll and RL Advisory Council to work with Kit Hoyle and HRD to develop list of Research Leader competencies to be reviewed on an annual basis via a 360° feedback process.  Draft recommendation to be completed by December 2010 AC Meeting.
2. Vet draft recommendation on competencies with RL community, ADs, and DAs.  Draft recommendation distributed in January, responses due end of February 2011.
3. Develop feedback instrument and approach.  Identify working team by March 1.

4. Report proposed feedback instrument and approach at June 2011 AC Meeting.
5. Finalize feedback instrument and approach by end of July 2011.
6. Conduct pilot 360° review with a selected transect of RLs in August 2011.
7. Report results of pilot at September 2011 AC.  Consider full implementation for all RLs and possible expansion to laboratory director and center director positions.
SSRS
Charge:  Review P&P 443.0 and the requisite authorities and: 1) investigate the possibility  of using of this hiring authority more broadly as a means of retaining outstanding scientists; 2) address with OPM the proposal to carry forward annual leave above 240 hours; and 3) discuss pros and cons of extending probationary period to three years. 
Champion: Jim Bradley
Working Group Members:  Andy Hammond, Joon Park, Ed King, and Mike Wiggett
Timeframe:  Presented status report at February AC.  P&P is drafted and under review.

Policy Integrity across Locations 
Charge:  Area Director Team will prioritize list of remaining policy and process issues identified by Dr. Knipling at the June AC. 
Champion: Caird Rexroad
Working Group Members:  Area Directors
Timeframe:  Present status report at June AC.

Walk a Mile in Someone’s Moccasins 
Charge: Team will outline a concept for an institutionalized exchange program between headquarters and field personnel; consider including DAs-ADs, NPLs-AADs, NPLs-CD/LDs, AFM Division Directors-DADs. 
Champion: Caird Rexroad
Working Group Members:  Steve Shafer, Dan Upchurch, Charlie Walthall, Maureen Whalen, Sharon Drumm, Jamie Wadzink
Timeframe: Discussed concept at December AC; due to issue a program recommendation at June AC.


Communications and Field Plan
ARS is continually adapting to ensure that we are the best Agency we can be.  In early 2011, ARS is embarking on a cultural transformation effort (Review, Refresh, and Reform) because we believe that employees are ARS’ most valuable asset, that strength comes from diversity and inclusion, and that a diverse organization hears its employees’ needs and ideas and adapts as necessary.  
At critical times throughout its history, ARS has undergone dramatic change to adapt and stay strong as an organization.  Senior leaders in ARS are well aware now is one of those critical times.  External stressors such as budget constraints and crucial scientific challenges continue to demand excellent relevant science.  A large portion of ARS employees are poised to retire in the coming years (roughly 1750 eligible in 2012, about 2500 in 2015, and nearly 4000 in 2020).   There is a clear need to review our current organizational practices, policies and climate; reform where needed to strengthen our position as one of the premier scientific research agencies in the world, and refresh our employees and culture for the difficult years ahead and coming decades of promise.
Cultural transformation efforts are already underway in ARS.  The Review, Refresh, and Reform effort will both communicate ongoing work (and future results of this work) and empower locations and offices to undergo their own efforts tailored to their specific needs.

Vehicles
Cultural Transformation Modules at ARS Internal Meetings
ARS holds a number of meetings a year for leadership and training purposes, both across the geographic or line management units, and across horizontal groups (national Research Leader training for new RLs, for example).  Each such meeting over the coming year will feature one module, developed by the central cultural transformation team, on cultural transformation efforts.  Meeting designers will be encouraged to include more than this one module on cultural transformation discussions.
Webcasts
ARS held an initial cultural transformation training and discussion via webcast on February 8, 2011.  Over 300 employees participated in the event which featured a short video What is Cultural Transformation which asked ARS employees what they know about cultural transformation, then a presentation on cultural transformation efforts in the USDA and ARS.  The remainder of the time, over an hour, was devoted to questions from the field on matters of importance to them, responded to live by the ARS Administrators Council, the 25 senior leaders in ARS.  95% of participants polled at the conclusion of the webcast said they felt the time spent at the webcast was well worth it.  ARS plans to hold quarterly or bi-annual webcasts with a similar format to deliver cultural transformation training, ongoing efforts, and other communications.

Video Training Messages 
Videos will be used extensively during the ARS cultural transformation efforts.  Short bursts of training will be a unique and more noticeable way (rather than requiring computer terminal or in person training) to relay cultural transformation lessons, increase discussion among personnel, and get digestible bits of information out in an ongoing fashion.  
Like Dr. Knipling’s video message announcing the 50th anniversary of ARS, we envision a similar message to announce Review, Refresh, Reform.  The video will contain a short training message for all employees on cultural transformation, but will also introduce the three administrators to all personnel and relay the commitment at their level for cultural transformation.  
Subsequent videos will introduce other ARS senior leaders and ARS employees.  Each person will deliver a cultural transformation message and associated experts and/or training materials.  The videos will feature a diverse mix of ARS employees, so that current and future employees can make a connection.  The cultural transformation effort will also feature an effort titled “ARS Starring YOU!” which will encourage self made videos from personnel that give examples of a discrete number of cultural transformation mainstays implemented/in action at locations.
Location Toolkit
Cultural transformation ideas have bubbled up from all personnel through Your Two Cents (Y2C) and other avenues.  The location toolkit will outline what each location should discuss regarding cultural transformation, and provide options for location organizers to decide which training and/or activities would most benefit the location.  Once fitting topics have been identified, the toolkit will present ideas and resources for the location to use to engage in those topics.  
To implement this idea the cultural transformation team will put together a location toolkit working group to include a number of AOs, human resource training specialists, and communications specialists.  
Cultural Transformation Website
We will design an internal ARS Website for the cultural transformation efforts.  The Website will have an area for distributing the location toolkit, for uploading location “plans” for cultural transformation activities, and an area for communicating about AC-level efforts.  Website will be ready by the end of March 2011.  
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