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DEMONSTRATION PROJECT CONTACTS

As you work within the NRL Demo framework, you may have additional questions and concerns.  Your first points of contact should be your supervisor and Administrative Officer.  In addition, the NRL Human Resources Office has options available to you for obtaining information and assistance.  Please feel free to contact any of these sources:

Demonstration Project Website:
http://hroffice.nrl.navy.mil/personnel_demo/index.htm 
Senior Management Questions:
Ms. Betty Duffield






Director, Strategic Workforce Planning






Phone: 202-767-3421






bduffield@hro.nrl.navy.mil
CCS Technical Questions:

Janet Deschak






HR/CCS Advisor






202-404-8314






jdeschak@hro.nrl.navy.mil
CCSDS Help Desk

ccsds@hro.nrl.navy.mil 

Staffing, Compensation, Classification Questions:






Cathy Downing






HR Staffing, Compensation, Classification Advisor






202-767-8327






cdowning@hro.nrl.navy.mil
DEMO?  WHAT’S A DEMO?

Alternative personnel system

Covers hiring, position classification, appraisal, pay, RIF

· Not covered:  retirement/insurance benefits; EEO 

and merit principles


Evaluated over a 5-year period


Governed by Federal Register and local instructions
The traditional federal personnel system is governed by a series of laws and regulations that were designed to ensure that employees were hired based on merit, paid for the work they did, provided decent benefits, treated fairly, etc.  But in recent years, the general consensus has become that the government has its hands tied by its own personnel rules—that they are too rigid and cumbersome and actually make it more difficult to hire and retain good workers.  One solution to this is demonstration projects, which allow agencies to get waivers of laws and regulations so they can set up their own, alternative personnel systems.  These programs are forums for the government to experiment with different approaches to personnel.  Things that work well may eventually be used in other agencies or government-wide.  

Studies and panels have made particular note of how the traditional federal personnel system has adversely impacted government science and technology laboratories, particularly with respect to attracting and retaining scientists and engineers.  The Defense Department laboratories were authorized to establish demonstration projects in 1994; at this time many Army, Navy and Air Force laboratories are covered by Demos.  

NRL implemented its demonstration project in September 1999.  The project has no set ending date, but during the first five years it is being continuously evaluated.  At the end of that period NRL will determine whether we should terminate our demonstration project, retain it, or change it.  

NRL’s demonstration project is governed by its own regulations, set forth in the Federal Register of 24 June 1999.  Within this framework, NRL has implemented local instructions that express the more detailed aspects of how the demonstration project operates.  A listing of these instructions is provided in your book. 
NRL’S CAREER TRACKS AND LEVELS
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In NRL’s Demonstration Project, occupations with similar characteristics are grouped together into the four career tracks identified above.  Each of these career tracks is subdivided into three to five career levels in recognition of the phases of career progression typical of the respective career track.  Each career level has an associated basic pay range as well as a range of scores for assessment under the Contribution-based Compensation System. 

The career tracks and career levels were developed based upon administrative, organizational, and position management considerations at NRL.  They are designed to enhance pay equity and enable a more seamless career progression to the target career level for an individual position or category of positions.

OPM occupational series and titles were retained, but instead of the designator “GS” for “General Schedule,” each NRL career track has its own pay plan designator, specifically:

Career Track



Pay Plan


S&E Professional


   NP

S&E Technical


   NR

Admin Specialist/Professional
   NO




Admin Support


   NC
These pay plan designators are used in the same fashion as the traditional GS.  For instance, the traditional GS-0855-12, Electronics Engineer became NP-0855-03, Electronics Engineer under the NRL Demo.  

TARGET CAREER LEVELS
· The level to which an employee can be 

promoted without further competition



Varies by career track/occupation

· For some positions, the target level is the

one where an employee is initially assigned 

Most occupations at NRL are structured as a career ladder with an entry level, and a target or ending level, normally at a higher level. The higher level is called a “target career level” for Demonstration Project positions and a “full performance level” for non-demo positions.  The target career level or full performance level is the level to which an individual in the occupation can be promoted without further competition since the individual competed earlier, either through Merit Staffing procedures or by selection from a Delegated Examining or Office of Personnel Management (OPM) certificate.  NRL Notice 12511 defines the target career level for NRL positions.

It should be noted that for some positions, e.g. supervisory positions, the target career level is normally the level at which individuals are recruited for or assigned into the positions.  In these instances, there would not be movement through lower career levels to the target career level. 

The basis for determining target career levels for each occupation is NRL’s position management structure.  This is the structuring of positions in a manner that optimizes economy, productivity, and organizational effectiveness.  The purpose of position management is to guide the organization and management of work so that the resulting positions, structures and resource management processes result in a positive mission outcome at a reasonable price.

ADVANCED RESEARCH SCIENTISTS & ENGINEERS (ARSAE)

S&E Professional Level V


Have characteristics of both SES and ST


Maximum 40 within DOD; 12 allocated to NRL

The Advanced Research Scientists and Engineers (ARSAE) positions are included in Career Level V of the S & E Professional Career Track.  ARSAE’s are those positions that possess characteristics of both Senior Executive Service and Scientific and Professional (above GS-15) classifications.  Typically, ARSAE positions could include branch heads, principal investigators, or team leaders who are recognized within the community as scientific and engineering leaders who possess primarily scientific and engineering credentials and who are experts in their field.  In addition, ARSAE positions require strong managerial and supervisory abilities.

The number of Career Level V, or equivalent, positions within the DoD will not exceed 40.  These 40 positions have been allocated by the Assistant Secretary of Defense (Force Management Policy) and administered by the respective services.  At the present time NRL has been allocated 12 positions.  The number of ARSAE Career Level V positions will be reviewed periodically to determine appropriate position requirements.  Career Level V position allocations will be managed separately from SES, ST and SL positions.  

PROMOTION
· Advancement to a higher career level

· May or may not include a pay increase
· Competitive Promotion

· Career Promotion

· Accretion of Duties Promotion 
In NRL’s Demonstration Project, a promotion is an action that advances an employee into a higher career level.  A promotion may or may not be accompanied by a pay increase.  

Competitive promotions are those for which the employee must compete under a vacancy announcement.  Competitive promotions to Demonstration Project positions are handled largely as they were under the “traditional” GS system.
Career promotions advance an employee to a level at or below the target career level.  Decisions to effect career promotions are made during the CCS process, and are approved by the pay pool manager.  Any pay increase would be set using the merit increase rules.  The promotion and any merit increase are effected at the beginning of the first pay period in January.  

Accretion of duties promotions are noncompetitive promotions based on the additional duties and responsibilities that an employee has taken on at a higher level.  Although there are other rare circumstances where accretion of duties promotions are warranted, most such promotions at NRL are those into Science and Engineering Professional Level IV (and some to Science and Engineering Technician Level IV and Administrative Specialist/Professional Levels IV and V).  Accretion of duties promotions must be approved by the NRL Director of Research.

“Calls” for most such promotions are normally issued early in each calendar year, so that approved promotions may be effected prior to the end of the CCS appraisal cycle on 30 September.  The promotion itself does not include a pay increase unless the employee is not being paid the minimum basic pay applicable to the new career level.  Instead, the promotion places the employee into the higher level, thus opening the full pay range of that level to the employee when merit increase decisions are made during the CCS process.

PROMOTION CRITERIA AND PROCEDURES


Criteria for career and accretion of 

duties promotions:

CCS score within top 3 for career level

Top 10% pay range for career level

Meets qualifications for higher level


Procedures:

Promotion Nomination (PNI)

HRO qualifications and eligibility review 

New Requirements Document (RD)

Any employee who is receiving a career or accretion of duties promotion must meet the following requirements:

· Within 3 CCS scores of the top score available to his/her career level

· Within 10% of the top basic pay available to his/her career level

· Meets qualifications for the lowest GS grade in the next level

Supervisors recommending an employee for promotion must also do the following:

- Prepare a promotion nomination (PNI).  For career promotions, the PNI is required at the discretion of the pay pool manager; for accretion promotions, the PNI is required.  If required, enter the PNI into the CCS Data System (CCSDS) using the template provided in CCSDS.  For accretion of duties promotions, follow the format provided in NRL Instruction 12335.5.  

- Coordinate with the Human Resources Office to ensure the employee will meet all qualifications and eligibility requirements for promotion by the effective date.

- Initiate a new Requirements Document using RDWriter.  
REQUIREMENTS DOCUMENT (RD)


2-3 page summary of each position


Key components of RD:

CCS elements and level descriptors 

“Purpose of Position”

Knowledges, Skills & Abilities (KSAs)

Special requirements for position


Prepared using “RDWriter”

In the past, NRL positions were described based on one of several volumes of Office of Personnel Management (OPM) Position Classification Standards.  Position descriptions were usually 5 – 25 pages in length.  After leaving the originating office, they made the circuitous trip through the NRL chain to the Human Resources Office (HRO) where they were classified.

Under Demo, position classification, staffing requirements and contribution expectations are captured in the 2-3 page “Requirements Document.”  Managers prepare RDs using a menu-driven, web-based system called RDWriter.  RDWriter is designed to simplify and expedite RD preparation, enabling managers to classify and establish many positions without intervention by an HR specialist.  

Purpose of Position:  This is an EXTREMELY important category, used to describe specific, information about the work accomplished in this position.  The description should be of a level of complexity equal to the requested career level.  This information is highly critical in that it is used to make decisions concerning:

-
Priority Placement Program placements

-
Competitive levels used for reduction in force (RIF)

-
Applicant qualification determinations

-
Qualifications determinations in RIF situations

-
Vacancy Announcement preparation

The last sentence of the Purpose of Position is the Selective Placement Factor.  This is a “screen-out,” meaning that the applicant must bring this skill or knowledge to the position to be qualified.

CCS Elements and Level Descriptors:  The level descriptors for the applicable career level make up the “Duties and Responsibilities” portion of the RD.

Staffing Knowledges, Skills and Abilities (KSAs):  The factors that allow an individual to successfully perform the duties of the position.  This information is used to rate and rank qualified job applicants.  It is also useful in determining qualifications for Priority Placement Program placements and assignment rights in a RIF situation.

RDWRITER


https://hrosys.nrl.navy.mil/rdwriter  


Same username/password as CCSDS


Help screen & users’ guide on-line


Help desk: rdhelpdesk@hro.nrl.navy.mil 


Supervisors/AOs can access RDs for their

 employees; employees can view their own

Viewing Privileges.  All employees and supervisors (including military and SES) of employees in the NRL Demonstration Project have access to RDWriter.  Employees can view their own RDs.  Supervisors, Administrative Officers (AOs), Division Superintendents and ADORs can view RDs of employees in their organizational codes.  RDs can be viewed at any time.

The first time you use RDWriter, you will be asked to provide your e-mail address.  If you are a supervisor or are otherwise involved in preparing or approving RDs, your e-mail address is important because RDWriter will automatically notify you if you have RDs pending for any action on your part.

To view your own RD, enter your last name and first initial on the selection screen and click “select.”  When you see your own name, click the link entitled “Display.”

To print a hard copy of your RD, click the Print button on your web browser. 

PAY SETTING


Initial Basic Pay for new employees

Full pay range of career level available

Appointee qualifications

Market comparison


Transfers from other Federal agencies

Based on whether action is a promotion, reassignment 


Those reporting after 1 July are ineligible for CCS

pay increases/awards
Initial basic pay for new appointees may be set at any point within the basic pay range for the career track, occupation and career level to which appointed based on the position requirements, qualifications of the appointee and market factors.

Transfers from within DoD and other Federal agencies will have their pay set using pay setting policy for internal actions; which rules apply depends on whether the employee’s move is considered a promotion, reassignment, or change to lower level.

When an employee is promoted, such an action may or may not include a pay increase.  An increase in basic pay may be up to 20 percent greater than the employee’s current basic pay.  The employee’s pay must be at least equal to the minimum rate of basic pay for the new career level and cannot exceed the maximum rate of pay for the new career level.  

When an employee is reassigned, the pay normally remains the same.

When an employee accepts a voluntary change to lower level or lower pay, basic pay may be set at any point within the career level to which assigned, except the new basic pay will not exceed the employee’s current basic pay or the maximum basic pay of the career level to which assigned.

Highest Previous Rate (HPR) may be applied to the above pay actions, if appropriate. 

MARKET SALARY REFERENCE


Comparison of NRL salary structure with that of

the competitive job market


Goal is to be competitive with the market average 


Supervisors work with HR Specialists to determine 

appropriate salary for each position; approved by DOR


Staffing Allowance for Information Technology (IT) positions 

Market salary data is used to compare the NRL salary structure to that of the competitive job market.  By comparing the NRL salary structure and salaries paid to those of the competition, NRL will be better able to compete for and retain the best possible talent given the salary constraints imposed on NRL.  

Although NRL cannot compete dollar-for-dollar with private industry and academia at the top range of market salaries, NRL can compete more effectively with accurate and timely data regarding marketplace salaries.  Further, it is NRL’s goal to be competitive on average with companies and institutions in the middle of the competitive market range.  

For NRL, the middle of the competitive market range is a range of salaries that is centered on the Estimated Market Value or average market salary.  Ranges are calculated for each career track and their levels.  If the ranges are below the top of career levels, the intervening salaries are available for exceptional situations.  If the ranges are at the top of career levels, lump-sum Contribution Cash Awards, Special Act Awards, and/or Distinguished Contribution Awards should be considered as a means to provide additional recognition to employees.
Pay determinations must be approved by the Director of Research.  Supervisors work closely with the Human Resources Office to conduct an appropriate market comparison analysis.

NRL also has a Staffing Allowance for Information Technology (IT) positions.  NRL Notice 12500 of 15 February 2001 provides policy and procedure for use of this allowance, including: 
· Positions in NO-2210-II and III, NP-854, or 1550-II and III may be considered

· The employee must have occupied the relevant position for at least 1 year

· The employee may not have been identified as overcompensated in the most recent CCS appraisal

· Employees new to NRL or to the appropriate series after 26 January 2001 will be eligible for consideration on their one-year anniversary dates


-    Recertification occurs annually during the CCS assessment/payout process
PROBATIONARY PERIOD


Three years

Science & Engineering Professionals

Science & Engineering Technicians

Administrative Specialists & Professionals


One year

Administrative Support
All newly hired employees in the Science and Engineering Professional, Science and Engineering Technical, and Administrative Specialist and Professional career tracks are required to serve a 3-year probationary period.  This allows supervisors an adequate period of time to fully evaluate an employee’s ability to complete a cycle of work and to fully evaluate an employee’s contribution and conduct.  Employees in the Administrative Support career track serve a 1-year probationary period.  

Aside from extending the time period, all other features of the traditional probationary period are retained including the potential to remove an employee without providing the full substantive and procedural rights afforded a non-probationary employee.  The 3-year probationary period applies to new hires or those who do not have reemployment or reinstatement rights.

CONVERSION OUT OF DEMO


Applies to:

Employees leaving the Demo project 

All NRL if the Demo is terminated


Formula Considers:

GS Grades included in career level

Rate of basic pay

Date of last equivalent pay increase
In the event the demonstration project is terminated or employees leave the demonstration project through promotion, change to lower grade, reassignment or transfer, employees will be converted to a GS grade based on a comparison of their current adjusted rate of basic pay to the highest GS applicable pay chart using the following procedure:  

a. Identify the highest GS grade within the current career level that accommodates the employee’s adjusted rate of basic pay (including any locality pay).

b. If the employee’s adjusted rate of basic pay equals or exceeds the applicable step 4 rate of the highest GS grade, the employee is converted to that grade.

c. If the employee’s adjusted rate of basic pay is lower than step 4 of the highest GS grade, the employee is converted to the next lower grade.  This process is repeated for each successively lower grade in the career level until a grade is found in which the employee’s adjusted project rate equals or exceeds the applicable step 4 of the grade.

d.
If the pay rate falls between two steps of the conversion grade, the rate must be set at the higher step.

Last Equivalent Increase:  The date the employee received their last CCS pay increase, was eligible to receive a CCS Pay increase or received a promotion, whichever occurred last.

Special Notes:

a. S & E professionals in Career Level V will convert to the GS-15 level and are not entitled to retained pay if their adjusted pay exceeds the GS-15, step 10

b. Employees in Level IV of the Administrative Specialist and Professional Career Track will convert to the GS-13 level.

c. If under the above “step 4” rule the employee’s adjusted project rate exceeds the maximum rate of the grade assigned but fits in the rate range for the next higher applicable grade (i.e., between step 1 and step 4), then the employee shall be converted to the next higher applicable grade.

d. For two-grade interval occupations, conversion should not be made to an intervening (even) grade level below GS-11.

An employee will not be converted at a level which is lower than the GS grade held immediately prior to entering the Demonstration Project, unless, since that time, the employee has undergone a reduction in career level.
CONTRIBUTION-BASED COMPENSATION SYSTEM (CCS)

Appraisal 


Assigning scores based on 

contribution (level & value of work)

Normal Pay Range 
Relating contribution to level of pay

to determine whether employee is 

appropriately paid

Compensation

Permanent pay changes, awards 

    Adjustment


DCAs
The Contribution-based Compensation System, CCS, integrates performance appraisal, position classification and compensation adjustment decisions.  It does this by providing context and structure for adjusting employees’ compensation based on their contributions to the mission.  The three key components of CCS are the appraisal process, the Normal Pay Range (NPR) as a mechanism to relate contribution to pay, and the compensation adjustment results.

INTEGRATED PAY SCHEDULE (IPS)

NORMAL PAY RANGE (NPR)
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The Integrated Pay Schedule (IPS) is the basis for salary structure under the Demonstration Project.  The IPS covers basic pay only and is the same for employees at all NRL sites and in all career tracks.  The appropriate locality pay is added following the determination of basic pay. 

The IPS extends from the basic pay for GS-1, step 1, of the GS to the basic pay for Senior Executive Service, Level 4 (ES-4).  Within these parameters a Normal Pay Range (NPR) has been developed.  This NPR is the area where basic pay and value and level of contributions are assumed to be properly related.  This relationship is represented by the point where an employee’s basic pay and Overall Contribution Score (OCS) intersect in relation to the NPR.  

The lower boundary of the NPR is anchored at the basic pay of a GS-1, step 1, and a score of 0.  The upper boundary is fixed at the intersection of the basic pay of a GS-15, step 10, and an OCS of 80.  The NPR extends using the same score interval to the equivalent of SES Level 4, which relates currently to a score of 89.  This OCS will fluctuate with the basic pay for ES-4.

To establish the upper and lower borders or “rails” of the NPR, a distance of 12 percent of basic pay between the upper and lower rails for each OCS was used.  This provided leeway for the subjective aspects of the assessment process plus the ability to approve a 6 percent merit increase when appropriate to mirror the normal percentage increase for a career promotion under the traditional GS pay system.  Each increasing score corresponds to approximately a 2.37 percent higher dollar value than the preceding score, similar to the incremental value of the traditional within-grade increase.

Each year the boundaries of the NPR, except the top anchor of SES Level 4, are adjusted upward by the amount of the annual General Increase granted to the Federal workforce.  Increases in SES Level 4 are tied into Congressional pay increases.

CCS DATA SYSTEM (CCSDS)

· Web-based tool for administering CCS
· Every employee has an account

· URL: https://hroweb.nrl.navy.mil
· Best resource:  Administrative Officer

CCSDS is accessed through the Internet, using the above address.  To ensure the privacy of its data, CCSDS can only be accessed from NRL domains.  This means that individuals can only access the site from their home computers if they have arranged for “slip” accounts, which allow access to NRL domains from outside the Lab.  As an additional layer of protection, the data in CCSDS is encrypted using SSL on the Web server.

An account has been established for each NRL employee.  The user ID consists of the employee’s last name and first initial—for example, Mary Jones’ user ID would be jonesm.  If an employee has the same last name and first initial as someone else at NRL, the user ID may include a number (jonesm01 or 02).  If an employee has never been in CCSDS before, or if his/her password has been reset, the password will consist of the first 3 letters of the last name and the last 4 digits of the social security number (jon1234).  Employees are encouraged to change their passwords the first time they visit the site.  Administrative Officers can reset passwords, so employees should contact their AO if they need their passwords reset.

Each employee has access to menu items and data within CCSDS based on the activities for which they are responsible.  Individual employees can review their own records and enter Yearly Accomplishment Reports.  For their direct subordinates, first-level supervisors can review records and carry out all assessment actions.  Each successive level of supervision has access to records and actions associated with subordinate supervisors and employees.  

Members of the pay pool panel receive access to the information submitted by the supervisors to facilitate and execute their decisions regarding scores and pay adjustments.  Finally, the pay pool manager and the administrative officer have broad access to carry out pay pool-wide actions.

COMMUNICATING ANNUAL CCS PLANS

When:  By 30 November each year or within 30 days 

after employee reports

How:   
Electronically or in hard copy.  

If electronic, a record should 

be kept to show employee was informed

Plans Include:

Element Charts with scoring criteria and  

  performance standards

Element Weights (optional)

Supplemental Criteria (optional)

CCS Summary Form

Within 30 days of an employee reporting to duty or by November 30 of each year, a new CCS Plan is communicated to each employee.  Although plans are standardized and contain generic criteria, this communication must occur each year.  If your supervisor has not discussed your CCS Plan with you, ask about it. 

The CCS Summary form provides a place to document signatures and dates for communication of the plan if it is done in hard copy.  However, divisions are encouraged to communicate plans electronically.  Supervisors may do this by updating the new plans in CCSDS, then informing employees that the plans have been updated and should be reviewed by employees in CCSDS.  Often, divisions e-mail a message to all employees informing them that their plans for the new appraisal cycle are available in CCSDS, and that any changes will be communicated by supervisors.

Plans consist of the element charts that apply to each employee’s career track, any element weights or supplemental criteria, and the CCS Summary Form.  

CLASSIFICATION AND CCS ELEMENTS


Science & Engineering Professional

Scientific and Technical Problem Solving


Cooperation and Supervision

R&D Business Management


Science & Engineering Technical

Scientific and Technical Problem Solving

Cooperation, Customer Relations and Supervision


Administrative Specialist & Professional

Problem Solving and Program Management

Cooperation and Customer Relations


Supervision and Resources Management


Administrative Support

Problem Solving and Office Administration

Cooperation, Supervision and Customer Relations
Critical elements are the key aspects of work in each career track that supervisors consider in determining scores.  The same elements are used to classify positions.  There are 2 or 3 critical elements for each career track.   

While the elements differ for each career track, there are criteria common to all.  Every career track has some type of problem-solving element, and every career track looks at an employee’s cooperation and team role.

Pay pool managers may weight elements, including zero weighting.  Element weights are not intended for application to individual employees.  Instead, they are established for subcategories of positions not to exceed a maximum of five subcategories in each career track.  Subcategories should include a minimum of five positions.  However, as few as one is permissible.  Element weighting is not required.

ELEMENT CHARTS


Provide generic criteria for assessment:


CCS Scoring (Descriptors)


Performance Rating (Acceptable Standards)

Set of charts for each career track 


Available in CCSDS, Demo web page


Subject to change 


Normally not re-issued each year
Critical Element Charts provide the generic criteria used for employee assessment under CCS.  There are two aspects to the assessment:  CCS scoring (using descriptors) and performance rating (using acceptable performance standards).  

There is a set of element charts for each career track.  They can be found in CCSDS, and on the Demonstration Project web site.  

Although the charts can also be found in the Federal Register, this is not the best place to look for the most current version of the charts.  NRL reserved the option to change the content of the charts during the life of the Demo, even though we have not done so thus far.  

Because the element charts do not normally change, employees are not usually given new copies of the charts each year, even if they receive their plan in hard copy.  

CCS SCORES


Score assigned for each element considering:

Discriminators – aspects of each element to be

 measured

Descriptors     – describe expected level of contribution

    


   for top of each career level

Includes comparison of similar accomplishments


Overall Contribution Score (OCS) is weighted 

average of element scores
Supervisors assess the value of employee contributions, considering both performance and level of work.  Each element is given a separate score.  The weighted average of the element scores is called the Overall Contribution Score (OCS).  

For each element, discriminators and descriptors are provided to assist in distinguishing level of work and low to high contributions. The discriminators (2–4 for each element) break down aspects of work to be measured within the element. The descriptors (one for each career level for each discriminator) define the expected level of contribution at the top of the related career level for that element.

The score is based on employee contributions as compared to applicable level descriptors.  The level descriptors are similar to the old classification standards, so in effect, supervisors conduct a mini-classification of an employee’s work at appraisal time.  Because the descriptors describe the level of work at the top of the related career level for that element, supervisors must extrapolate where on the continuum an employee’s contributions are appropriately scored.  Supervisors may use a ranking process, assigning their top contributing employee(s) to the top scores of the appropriate career level and working through a comparison process of contributions down the continuum.  Others use a grouping process, assigning employees within a given career level to a high, medium or low group then aligning those within each sub-group.  

When scoring, supervisors should also take into consideration the employee’s NPR.  If the score is completely outside of the employee’s NPR, the judgment of the score may need to be reconsidered.  For example, it is unrealistic that an employee’s work/contributions in any element would score levels beyond his or her position of record.  While an employee may be doing outstanding work (perhaps deserving a large contribution award), the level of work is more likely to be closer to the employee’s NPR.  Of course, employees growing in their positions may indeed score several points higher than their NPRs, and employees failing to contribute at their level may receive scores much lower than their NPRs.  These circumstances are more likely to be the exception, not the rule.

CONTRIBUTION – EXAMPLES
1.  A scientist independently develops a graphical procedure for presenting volumes of data from an experiment, in a manner that clarifies the complex nature of the experiment’s results.

2.  A scientist develops a new experimental procedure  that validates a controversial theoretically derived phenomenology, and is subsequently validated by independent researchers.

Both scientists performed at an outstanding level, but who made the greater contribution?

1.  An engineer consistently designs structures for space-craft using techniques in common practice; designs always meet requirements and are delivered on time.

2.  An engineer working on an optical system develops new processing algorithms and reduces the size and weight of the system for use in a spacecraft; efforts meet requirements and are delivered on time.

Both scientists performed satisfactorily, but who made the greater contribution?

The contribution score identifies the level and value of an employee’s accomplishments, not strictly how well the work has been performed.  The level and value of the work are typically reflected by considerations such as complexity, impact, scope, independence and responsibility; you can see these considerations expressed in the CCS discriminators and level descriptors for each element.  Often performance and contribution are related, because employees who perform well tend to take on greater responsibilities and increasingly complex assignments; thus level and value of their work consequently increases.  But this is not always the case – some employees consistently perform well, but the level of work does not grow.  This does not mean that such an employee’s work is not valuable to NRL, but that increases in salary are not indicated.  Employees whose contribution levels remain consistent can be recognized for high-quality performance through contribution awards.

PERFORMANCE RATINGS


To identify unacceptable performance


Generic standards for each element


May be expanded or specified in 


supplemental criteria


Specific Performance Requirements (OSH)


Employee can be overcompensated 


but not unacceptable

The element charts provide generic performance standards, to identify and take action on Unacceptable performance.  Unacceptable means the failure of an employee to meet minimum expectations for the performance of assigned work, in terms of quality, quantity, manner of performance, and similar measures.  There are only 2 levels of performance in NRL’s system, acceptable and unacceptable.  The performance standards on the element charts are all set at the acceptable level, meaning that an employee must meet this level of performance to be considered acceptable in the position.  The generic standards may be expanded or specified in the supplemental criteria.  Usually, employees are given an opportunity to improve, including more specific performance standards, before removal proceedings may begin.  

There are some specific duties that must be considered in performance evaluations as required by various laws and regulations.  These are listed in attachment 1 to NRLNOTE 12470 dated 11 August 2000.  Note particularly the requirement to address Safety.  Navy’s OSH Program requires all supervisors to have expectations set for performance in this area.  CCSDS provides a statement that may be used to cover this requirement.

An employee can be “Overcompensated” yet not be rated “Unacceptable.”  Although both determinations may represent the same problems with an employee’s performance, there are several reasons why a supervisor might not consider or choose to rate an Overcompensated employee as Unacceptable.  For example, an employee may be performing satisfactorily or better, but in work below his/her pay level.  The supervisor does not want to remove the employee, but the work does not require pay at the higher salary and thus a reduction or denial of General Increase (GI) may be appropriate.  In other cases employees may be borderline performers, or their contributions are considered less valuable because they require significant oversight, don’t interact effectively with team members, lack skills that make them a good fit for their job, etc.  These problems may not rise to the level of Unacceptable performance such that removal or demotion is appropriate; however, withholding of pay increases may be appropriate because the employee is already being paid more than his/her contributions warrant. 
SUPPLEMENTAL CRITERIA


Can Include:

Taskings, Objectives

Examples of work at career level

Performance standards, including specific

requirements for certain positions


May be on CCS form or issued separately,

at any time during cycle
The level descriptors may be supplemented to further describe what is expected at each level.  These may be generically set for all members in a pay pool, provided to only certain members, or provided on an individual basis.  These may include specific taskings or objectives, or may describe the types of contributions expected to meet a particular score or score range.   

In addition to any required standards, performance standards may be supplemented to add specific expectations on taskings, due dates, quality and quantity standards, etc.  

Supplemental criteria may be on the CCS form or issued separately.  These can be added at any time during the CCS cycle.  

CCS SUMMARY FORM


CCSDS provides new summary form for each

appraisal period


Supplemental criteria may be entered


Form may be printed and signed or 

communicated electronically


Form documents appraisal and pay results 

after the cycle ends

The CCS Data System (CCSDS) provides a new summary form each appraisal period for each employee.  The element charts may not change if the employee has not changed career tracks. 

NPR score ranges are not shown on the form for the current appraisal period.  This is because CCSDS cannot calculate changes in an employee’s score range resulting from any merit increase (or a denial of General Increase) until the pay adjustments are actually implemented in January.  Employees may check the score range for their current basic pay at any time by clicking on “Personal Information” in the CCSDS menu.

At the end of the appraisal period, CCS scores, performance ratings and pay adjustment decisions are recorded on the Summary Form in CCSDS.  This constitutes the employee’s annual CCS appraisal.  At that point, the form may be printed and signed or simply communicated electronically (i.e., supervisors inform employees that their appraisal is completed and available for review in CCSDS).  

PAY POOL PANEL


Group of division supervisors who review 

and “level” CCS scores


Must include branch heads


Seek to identify comparable scores 

for comparable contributions


Final approval – pay pool manager

One of the key features of the CCS assessment process is the pay pool panel.  This is a group of supervisors within a pay pool who are familiar with the work of the organization.  NRL policy requires that, at minimum, all branch heads in a pay pool participate in the pay pool panel.  Other individuals may participate at the discretion of the pay pool manager.  Large divisions may use sub-panels to facilitate the process.  

Panel members make adjustments in the CCS element scores recommended by supervisors, to achieve consistency within the pay pool such that employees who contribute at comparable levels are comparably scored.  The panel works toward a common understanding of what work in their organization fits with the level descriptors, and where employees’ contributions place them along the continuum of work within each career level.  

Some panels use matrices with high, medium, and low range of scores in each block, then place employee names in appropriate blocks, depending upon their level of contributions.  This comparison process serves to “level” supervisor scores that may be more lenient or stringent than others.  

The pay pool manager has the final authority for all scoring decisions.  Pay pool managers have the option to include panel members in determining pay adjustments.  

“SCORE CAP”


The OCS is capped at the top of each 

employee’s career level unless he/she is 

approved for a career promotion


Career Promotion: advancement to a level 

at or below the target career level  
Supervisors may not recommend element scores that, when averaged, result in an OCS higher than the top score in the employee’s career level.  This is called the “score cap.”  The only exception to the score cap occurs when an employee is approved by the pay pool manager for a career promotion—advancement to a level at or below the employee’s target level.  

This means that, although an employee may have an NPR of scores higher than his or her career level, the employee may receive only the score that is the maximum in the career level.   Because of the design of CCS, the capped score may be only the first few or even just the first score of the employee’s NPR, depending upon the employee’s salary.  The limits in scoring employees, however, do not affect the supervisors’ ability to reward and differentiate top-contributing employees through the contribution award system. 

The score cap is intended to reduce the potential for certain specific problems, namely:  

- The tendency to increase permanent pay based on quality and volume of the same level of work (which are appropriately rewarded with contribution awards) rather than growth in level (complexity, scope, and impact) of contributions performed well;

- Potential inflation of CCS scores that could damage the integrity of the link between contribution scores and pay, particularly in light of the pay caps applicable to each level;

- The potential for accelerated growth in salaries and thus fringe benefit costs that would lead to higher rates and fewer sponsors; and 

- Potential position classification appeals by employees who receive scores tied to a higher career level, but for whom those scores were used to rank for awards and/or allowances rather than to define level of work.

YEARLY ACCOMPLISHMENT REPORT (YAR)


Employee’s voice in CCS


PP manager may exempt positions;

employee can enter even if exempt


Pay pool manager/supervisors may establish

content, structure, length, etc.


Entered into and stored in CCSDS
The Yearly Accomplishment Report (YAR) is very important - this is the means for each employee to have input into the appraisal process.  YARs are a key source of information for supervisors and pay pool panel members when they assess the contributions of employees to determine CCS scores.  Once entered, YARs will be accessible to supervisors in the employee’s chain and to the members of the pay pool panel.  YARs will be retained in CCSDS along with other appraisal documentation.

In general, CCS expects all employees to submit YARs.  However, pay pool managers may exempt groups of positions from submitting YARs.  Even if their positions are exempt from the requirement, employees may enter YARs if they wish.

Employees enter their YARs into CCSDS, according to the schedule established by their pay pool managers and/or supervisors (employees do not have to wait until the end of the cycle—they have the option to enter and update contributions directly into the YAR field in the CCSDS throughout the cycle).  Employees should prepare YARs in a word processing program, then “cut and paste” them into CCSDS.  Supervisors typically review employees’ YARs and resolve any concerns about their content before the employee enters the YAR into CCSDS.  Once employees have submitted the YAR in CCSDS, they cannot change them, nor can supervisors change them.  However, CCSDS does allow the supervisor to “reject” the employee’s YAR, which means that the employee must re-submit it.

Pay pools or individual supervisors may establish policies relating to YARs such as: 

- Structure—CCSDS permits employees to enter information for each element, overall,

   or both 

- Length—each YAR field is large, so limits are recommended

- Content—such as whether specific supplemental criteria should be addressed

- Focus—what particular issues or results are significant to the pay pool

YEARLY ACCOMPLISHMENT REPORT (YAR)


Don’t “laundry list” your routine tasks!


Focus on most complex/significant


Results:  publication, product extended for further use, someone valued service (sponsored further research, put you in for an award, commented favorably)

When preparing Yearly Accomplishment Reports, employees should focus foremost on any guidelines provided by their supervisors or pay pool managers.  Supplemental criteria provided in the CCS plan or throughout the year typically express the kinds of things that supervisors and pay pool panels will look for during the scoring process.  Other supervisors may specifically describe expectations for the content of employee YARs.  Employees who are uncertain what kinds of contributions to reflect in their YARs should open communication about this with their supervisors as early in the cycle as possible.  Employees can make a valuable contribution to their own and others’ understanding of CCS in their organization by offering their ideas and suggestions.
Whether or not supervisory guidelines have been provided, in writing YARs employees should focus on the most complex and significant contributions.  Remember that, in assigning CCS scores, supervisors are determining each employee’s place along a continuum reflecting the level and value of contributions.  The CCS discriminators/descriptors on each element chart describe the factors that supervisors are considering.  Some of these factors are:

· Scope of project and level of oversight

· Complexity and creativity

· Impact and recognition

· Team role and breadth of influence

· Level and purpose of customer interactions

Contributions should be expressed in terms of results accomplished, rather than activities or tasks.  Explain how the technology you developed led to a patent and enhanced the operation of the fleet.  Describe how your scientific findings led to an article in a prestigious journal and resulted in new sponsors for that program.  Show how you streamlined an administrative process that saves time for the technical staff.  Address your role in fostering teamwork in your organization that improved service to your customers. 

Employees are encouraged to keep a record of their accomplishments throughout the appraisal period.  This avoids the “crunch” of trying to gather all that information at the end of the cycle, and increases the likelihood that employees will have a complete record of their accomplishments for consideration by the supervisor and pay pool panel.  
PLOTTING OVERALL CONTRIBUTION SCORE (OCS) & BASIC PAY ON THE NORMAL PAY RANGE (NPR)
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An employee’s standing relative to the NPR—in the NPR, Undercompensated, or Overcompensated—is the key information supervisors get from the CCS process to assist them in carrying out the next step, compensation adjustments.  The goal of CCS is to move employees toward the NPR by adjusting compensation to bring it in line with level and value of contribution.  

Note that an employee’s NPR is quite different from the range of scores associated with his/her career level.  The employee’s NPR is that range of 4-5 CCS scores associated with his/her individual basic pay.  For example, the NPR for a Science and Engineering Professional employee in Level III might be 54-58.  The range of scores associated with Science and Engineering Professional Level III, however, is 44-66.  An employee may score well within his/her career level, yet be highly overcompensated when compared to the NPR.

COMPENSATION ADJUSTMENT CATEGORIES

	RANGE OF BASIC PAY
	GENERAL INCREASE
	MERIT INCREASE
	CONTRIBUTION AWARD
	LOCAL-ITY

PAY
	CAREER PROMOTION
	DCA

	Overcom-pensated
	May be reduced or denied
	No
	No-unless on maintained pay
	Yes - Full
	No
	No

	Normal Range
	Yes - Full
	Yes– up to 6% not to exceed upper rail for current score or max career level rate
	Yes-over $10K requires DOR approval. 

Max = $25K
	Yes - Full
	Yes-to target career level. Must be within top 3 scores & not greater than 10% below top salary of current level. Any pay adjustment via merit increase. Have 1-year experience equivalent to next lower level.
	Yes-up to 25% of basic pay + basic pay capped at ES-04.  Must be at top of career level 

NO-3/4/5 or NP-3/4 

	Undercom-pensated
	Yes - Full
	Yes-not to exceed mid-rail .  DOR approval over 20%
	Yes-over $10K requires DOR approval. 

Max = $25K
	Yes - Full
	
	


Although pay is adjusted using several categories, the Demonstration Project looks at an employee’s overall, or total, compensation.  With few exceptions, all compensation adjustments for Demo employees are processed in connection with the CCS appraisal cycle, on a single annual pay action effective at the beginning of the first pay period in January.  This eliminates the paperwork and processing required to do multiply pay actions that averaged 3 per employee per year before Demo was implemented.  The pay action will be recorded on a Notification of Personnel Action, SF-50, that will describe the General Increase, merit increase, locality pay, contribution cash and/or time-off award(s), and or Distinguished Contributions Allowance.

Each pay pool’s allocations for merit increases and contribution awards will be determined based on (1) a “snapshot” of employee basic salaries as of 30 September each year and (2) the pay pool allocation decisions of the Director of Research.

Allocations not used for General Increase may be rolled over into merit increases; unused merit may be rolled over into contribution awards.  Allocations not used at all during the current appraisal period may be rolled over for use in the next cycle.

GENERAL INCREASE


Same as traditional annual increase


Straight % of employee basic pay


May be reduced/denied for         overcompensated employees 


Denial/reduction to upper rail


Reduced or denied GI rolls to merit increase

 
and/or contribution award allocation
The Demonstration Project General Increase (GI) percentage will be the same as the annual across-the-board increase under the traditional General Schedule system, not including locality pay.  

The GI pay pool allocation will be a straight percentage of employees’ basic pay, with the percentage identified each year by the President, Congress and OPM.  

The GI is at risk for employees in the Overcompensated Range and may be reduced or denied to the upper rail.  CCSDS proposes full GI denial for any employee whose degree of overcompensation is greater than the amount of the GI.  In other words, if the GI is 4%, and the employee was overcompensated by 4% or more, the system proposes full denial.  For employees who are overcompensated to a degree less than the amount of the GI, CCSDS recommends reduction to the upper rail of the employee’s NPR-the maximum reduction allowed.  However, the pay pool manager may elect to grant full or partial GI even if Overcompensated by overriding the CCSDS recommendation.
GI amounts that are reduced or denied may be rolled over to either the merit increase or contribution cash award pay categories or both.

MERIT INCREASES


Budget 2.4% of Basic Pay, allocated 


by DOR to pay pools


Cannot exceed:

Top pay in career level or employee NPR

6% for employee in NPR

20% & mid-rail for undercompensated


Unexpended allocation can roll to CA or 


carry over for next cycle

Merit increases move an employee through the career level.  The merit increase category combines the traditional within-grade increase, quality salary increase, career ladder promotion and accretion of duties pay increases into a single permanent basic pay adjustment.  

The Laboratory-wide allocation for this category will be set each year near 2.4 percent of total NRL basic pay after including the projected General Increase for the coming year.  This calculation will be performed as of 30 September each year.  The 2.4 percent will be adjusted as necessary to facilitate cost containment over the life of the Demonstration Project.  The amount of the Laboratory-wide allocation that will be available to each pay pool will be determined annually by the Director of Research.  Factors to be considered may include market salary considerations, mission priorities, and organizational changes.

Employees who are in the Normal Pay Range or Undercompensated Range following the CCS assessment cycle may be granted merit increases, assuming they are not yet at the maximum salary for their current career level.  

The following parameters apply to merit increases:

· Cannot advance an employee beyond the highest rate of pay available to his/her career level, or above the NPR applicable to his/her rate of pay

· For employees in the NPR, cannot exceed 6%

· For undercompensated employees, cannot exceed 20% without DOR approval and cannot advance an employee beyond the mid-rail of the NPR

Any unexpended merit increase allocation may be rolled over to the Contribution Cash Awards Category or carried over for use in the next payout cycle.  Any unexpended merit increase authority must be used no later than the payout for the next rating cycle.
CONTRIBUTION AWARDS


Two types:

Cash

Time-off


Eligibility

Normal & Undercompensated Ranges

Overcompensated if on Maintained Pay


Employees must be on board on effective

 date to receive approved awards

There are two types of contribution awards—cash and time-off awards.  One or both may be approved for eligible employees.  These awards may be granted to those employees whose contributions place them in the Normal Pay Range or Undercompensated Range, and to employees in the Overcompensated Range who are on maintained pay.

Employees must be on board NRL on the effective date of CCS-based pay adjustments (normally the beginning of first pay period in January) to receive any contribution award that was approved.  Employees who are considering leaving NRL prior to the effective date should be aware of this in considering a date for departure.  If divisions wish to recognize employees who will depart prior to the effective date of CCS-based pay adjustments, they may use the Incentive Awards Program for this purpose.  

CONTRIBUTION CASH AWARD


Lump-sum Awards

Recognize significant contributions

Up to $10,000 Pay Pool Manager Approves

Over $10,000 DOR approves


Budget 1.5% of basic pay


Unexpended allocation may be rolled 

over to the next appraisal cycle

Contribution cash awards are lump-sum payments in recognition of significant contributions to an organization’s mission.  A pay pool manager may approve up to $10,000 for an individual employee.  Any contribution cash award over $10,000 up to $25,000 requires Director of Research approval.  Over $25,000 requires Presidential approval.

Normally, a pay pool’s contribution cash award allocation will be set at 1.5 percent of employees’ basic pay and calculated on 30 September each year.  This percentage rate may be adjusted in future years.  Any unexpended contribution award allocation must be used at the payout for the next rating cycle.  

Cash awards issued under NRL’s Incentive Awards Program, such as Special Act and On-the-Spot awards, are not subject to the 1.5 percent allocation.  

CONTRIBUTION TIME-OFF AWARD


Up to 80 hours; can be used up

to 1 year after effected


Pay Pool Manager approves


Cost charged to division overhead

Pay pools may grant time-off up to 80 hours as a contribution award, in lieu of or in addition to a lump-sum contribution cash award.  The 80 hours is the maximum a full-time employee can be granted for the whole year.  The maximum must be prorated for a part-time employee.  

Time-off awards are charged to the overhead accounts of the divisions approving these awards.  The costs will be based on the employee's final salary after implementing CCS pay adjustment decisions.  

DISTINGUISHED CONTRIBUTIONS ALLOWANCE (DCA) - DEFINITION


Temporary allowance up to 25%,


normally at least 20%


Paid bi-weekly


Not basic pay


Length

S&E Professional – up to 5 years

Admin Spec/Prof – up to 3 years


DOR Approval; annual review
The Distinguished Contributions Allowance (DCA) is a temporary monetary allowance up to 25 percent of basic pay paid on a bi-weekly basis.  Normally, a DCA will be at least 20% of basic pay.

A DCA cannot cause an employee’s regular basic pay to exceed the basic pay of Senior Executive Service Level 4.  

A DCA is not basic pay for any purpose, i.e., retirement, life insurance, severance pay, promotion, or any other payment or benefit calculated as a percentage of basic pay.  

A bi-weekly distribution is paid concurrent with normal pay days.  Upon changes to automated systems, a lump sum payment of DCA will be available at the discretion of NRL. 

Eligible employees may receive a DCA for up to 3 years.  Employees in the S & E Professional Career Track may receive an extension of up to 2 additional years (for a total of 5 years).  The DCA authorization will be reviewed and reauthorized as necessary, but at least on an annual basis at the time of the CCS appraisal through nomination by the pay pool manager and approval by the DOR.

A DCA may be reduced or terminated at any time the NRL deems appropriate (e.g., when the special project upon which the DCA was based ends; if performance or contributions decrease significantly; or if labor market conditions change, etc).  The reduction or termination of a DCA is not appealable or grievable.

DISTINGUISHED CONTRIBUTIONS ALLOWANCE (DCA) - ELIGIBILITY

Employee at top of target career level in:
S&E Professional, Levels III and IV
Admin Spec/Prof, Levels III, IV and V


Contributions worthy of higher level, expected 

to continue at least 1 year



Suitable external recognition

Promotion not appropriate or not available

Market compensates at higher rates

“MOU” required
Employees in Levels III and IV of the S & E Professional Career Track and those in Levels III, IV, and V of the Administrative Specialist and Professional Career Track are eligible for the DCA if they have reached the top CCS score for their target career level with a recommendation for a higher Overall Contribution Score for their contributions, they have reached the maximum rate of basic pay available for their target career level, there are externally imposed limits to higher career levels or the higher level contributions are not expected to last indefinitely, and market conditions require greater compensation for these contributions.

The strict criteria upon which a DCA is based may be found in NRLNOTE 12470 dated 12 September 2001 and on the Nomination Form contained in CCSDS.  DCAs are reserved for employees who have exceptional records of achievement that are recognized throughout the Department of the Navy, have substantial impact outside NRL, and, for science and engineering professionals, are acknowledged on a national or international level for scientific and/or technical achievements.  Nominees must have received suitable recognition such as distinguished Government awards approved by the Secretary of the Navy, Secretary of Defense, or higher authority; or prestigious medals from major professional societies (e.g., the Navy Distinguished Civilian Service Award, the Department of Defense Distinguished Civilian Service Award, major medals and prizes from national and international professional societies). 

If nominated and approved, employees must sign a Memorandum of Understanding (MOU) outlining the conditions of a DCA in order to receive one.

RIF IMPLICATIONS OF PAY ADJUSTMENTS 

	CCS PROCESS RESULTS CREDIT FOR RIF

	Assessment Category
	RIF Years

	0 = Overcompensated, no GI
	0

	1 = On maintained pay or got GI but no CA or MI
	12

	2 = Received CA, MI or promotion
	16

	3 = Received any 2:  MI, CA or promotion

 or  Capped, received CA, DCA or promotion
	20

	Final RIF Credit:  Average of the 3 most recent CCS Process Results during 4-year period prior to cut-off date for RIF


Employees may have additional years of service added to their service computation date (SCD) for retention purposes in a reduction in force (RIF).  An employee’s basic Federal SCD may be credited with up to 20 years credit based on the results of the CCS process.  Employees are assigned a RIF category at the end of each appraisal period; each RIF category represents a certain number of years credit based on the results of the CCS process.  The credit (number of years) for each of the three most recent CCS Process Results received over the last four years is averaged, for a potential credit of up to 20 years.

EXCEPTED EMPLOYEES


Less than 90 days at NRL – must be excepted


Excepted Employees:

Receive no CCS scores

Ineligible for merit/contribution awards

Receive full GI and locality pay


May be excepted if worked 90 days and

Intermittent/Temporary (under 1 year)

Student Employee

New NRL position within 90 days

Worked less than 6 months

Long Term Training most of cycle


Can be scored and thus not excepted if 

  
a meaningful assessment is feasible

· Employees who work 90 days or more by the end of the appraisal period will receive a performance rating.

For employees in the situations listed here, CCS scoring is not required.  Employees who are excepted from CCS will receive full General Increase (GI) and locality adjustments.  They are not eligible for merit increases or contribution awards.  

Employees in these circumstances may be scored if (1) supervisors believe there is enough information to meaningfully assess contributions and assign a score, and (2) if the employees have served at least 90 days in an NRL position during the appraisal period.  If employees are scored, then all other CCS provisions apply—they are eligible for merit increases and contribution awards, and subject to reduction or denial of GI if they are determined to be overcompensated.  Pay pool managers may wish to apply consistent criteria for some of these categories within the pay pool.  For example, he or she may decide that all Level 1 students should be scored if they worked 120 days or more of the appraisal period; or that no such students will be scored at all.

Any employee who has worked at least 90 days during the appraisal cycle, even if excepted from CCS, must be given a performance rating (a determination of acceptable or unacceptable performance for each critical element).

CCS CALENDAR 

	   13 Sep 
	- Pay Pool Manager Requests Optional CCS Spreadsheet from HRO 

	   27 Sep 
	- CCSDS Initialization Tasks Completed (AOs)

	   27 Sep 
	- YARs to First-Level Supervisor

	* 30 Sep 
	- CCS Cycle Ends

	   04 Oct 
	- CCSDS Spreadsheet Transmitted to Pay Pool Manager

	* 04 Oct 
	- Proposed Promotion List to HRO for Qualifications Review

	* 16 Oct 
	- HRO Returns Qualifications Determinations

	   18 Oct 
	- 1st & 2nd Level Supervisors Complete CCS Work

	   18 Oct 
	- Pay Pool Manager Decides Panel Members’ Scores & Pay/Awards

	   25 Oct 
	- First Panel Meeting (Scoring) Completed

	   01 Nov
	- All Additional Panel Meetings Completed (Finalize scoring   

   and/or decide pay adjustments.)

	* 01 Nov 
	- Finalized Spreadsheets to HRO for Upload to CCSDS

	* 08 Nov 
	- Pay Pool Manager Submits Final Summary Report

	* 08 Nov 
	- New RDs for Promotions in RDWriter for HRO Review

	  15 Nov 
	- Any Update to Weights or Paypool-wide Supplemental     

  Criteria for New Cycle Completed, Supervisors informed

	* 15 Nov
	- ADOR Submits Recommendations Requiring DOR Approval

	* 27 Nov 
	- HRO Approval of New RDs for Promotions Complete

	* 29 Nov 
	- 2002/2003 CCS Plans Communicated to Employees

	  29 Nov 
	- DOR Decisions Returned to Pay Pool Managers

	* 06 Dec 
	- Pay Pool Panel/Manager Finalizes/Locks Decisions

	  06 Dec 
	- Supervisors May Inform Employees of Assessment Results

	  13 Dec 
	- CCS Assessment Results Accessible to Employees in CCSDS

	* 12 Jan
	- Pay Adjustments/Awards/DCAs/Promotions Effective


*  Mandatory Dates


    Other task dates are suggestions in order to meet the mandatory dates.
The schedule for each fall includes activities required for both the end of one cycle and the beginning of the next.  This is the “active” time of year for CCS.  Some dates are fixed; the others are a guideline pay pools may use or adapt to suit their own needs.  For example, some divisions may require employee YARs to be submitted a week or two before the end of the appraisal period

END OF ANNUAL CCS CYCLE
· Appraisals/pay decisions finalized by 
PP Manager early December
· Available in CCSDS one week later to allow 
time for supervisor discussion
· Does not have to be issued in hard copy 
but certified hard copy available from HRO
· Pay adjustments effective 1st pay period in January
Pay pool managers “lock” their appraisal and pay adjustment decisions into CCSDS in early December.  After this lock date, there is about a week before CCS results can be viewed by employees in CCSDS.  This time was built into the process so supervisors could communicate CCS results to their employees personally.  Supervisors may also need this time to talk with higher-level supervisors, so that they can understand the basis for decisions made by the pay pool panel and communicate this information effectively to employees.

CCS does not require appraisals to be printed and signed.  Even if the supervisor does not talk with an employee directly or provide a hard-copy document, appraisals are effective as of the date they become available for employee review in CCSDS.

To view your appraisal in CCSDS, click “View CCS Summary Form” under the Personal Data menu.  Click on the applicable appraisal period ending date, then “Continue.”  The CCS Summary form will be displayed, including the following information:  the element and overall CCS scores (with the Normal Pay Range scores applicable to basic pay during that appraisal period); the element and overall performance ratings; any supervisor comments; and any merit increase, contribution award (cash or time off), and/or general increase amount.

Pay decisions and career promotions will be effected the first pay period in January.  Each employee will receive a Standard Form 50, Notification of Personnel Action, documenting the applicable pay adjustments.  Employees who are not on the rolls on the effective date of the payout will not receive pay adjustments approved during the CCS process.  Employees who are moving to a new job, retiring, or resigning may wish to consider this in selecting the date for this move.  

Employee movement within NRL after 30 September may affect the results of the CCS process.  Employees and their supervisors should consult the “Matrix of Internal Employee Movement” in NRL Notice 12470 of 11 August 2000, and discuss the matter with the Human Resources Office, to determine the particular impact of any employee movement.  

CCS GRIEVANCES


Grievable

Appraisal - scores and performance rating

Other CCS-related issues not excluded


Excluded from grievances

Pay Determinations

Content of CCS Plans


2-step grievance process for appraisal

1 – Panel review and PP manager decision

2 – Formal grievance via NRLINST 12771

Employees may grieve the CCS appraisal (performance ratings and CCS element scores).  Other issues may be grieved concerning the handling of the CCS process, e.g., an employee may grieve actions that are required by law or rule and not followed.  Employees may not grieve the rules alone, nor may they grieve pay determinations in and of themselves.  However, if an employee was successful in having scores changed that resulted in his/her being placed in the NPR as opposed to the overcompensated range, the granting of any General Increase previously denied would be required.

Grievances concerning CCS scores have a 2-step process.  First, employees must grieve their scores in writing no later than 30 calendar days from the date CCS results are communicated to them.  Pay pool panel members will review grievances and recommend decisions to pay pool managers who must issue a written decision within 30 days after any grievance is filed.  Second, if an employee is not satisfied with the pay pool manager’s decision, he/she has 15 days from receipt of this decision to file a formal grievance in accordance with NRLINST 12771.1B.  

Grievances concerning CCS matters other than scores and performance ratings must be filed and processed in accordance with NRLINST 12771.1B.  

HOW TO HAVE A PRODUCTIVE 

CAREER UNDER DEMO

· Develop an understanding of the CCS process

· Understand the difference between contribution   and performance
· Use your YAR to say how your accomplishments contributed to the growth and well-being of your organization, NRL, the Navy, the Country and your scientific and engineering communities
· Understand that position management factors  control promotion levels and thus there are caps
· Do not expect your compensation to increase at the same rate throughout your career
· Talk with your supervisor about his/her expectations, what to put in your YAR, what work meets/exceeds your pay level, etc.
· Get feedback throughout the year on the level of your contribution
· Remember that no process is perfect and that includes CCS
Communication between employees and supervisors is key to the effective operation of CCS.  This is not just the responsibility of supervisors.  It is important for every employee to be proactive in knowing and understanding CCS as it relates to you.  You are responsible for finding out what is expected of you to earn contribution scores within your normal pay range (NPR).  Ask your supervisor for examples of contributions that will likely score you within the NPR.  (You will find the NPR scores that relate to your level of pay under the menu item “Personal Data” in the CCSDS.)  If you are in a position with growth potential and do not know what higher contributions provide greater potential for higher pay, ask your supervisor for that information.  You could also offer your own ideas on increasing the value of your work to NRL.  In other words, take charge of your own career development.

The Demonstration Project’s tutorial which explains CCS may be reviewed at any time by accessing the HRO’s Demonstration Project website.  In addition, you are encouraged to ask your supervisor for specifics on areas of concern or any confusion you may have.   
REFERENCES AND RESOURCES FOR 

NRL DEMONSTRATION PROJECT

The Demo Project web site at http://hroffice.nrl.navy.mil/personnel_demo/index.htm has a wealth of resources for supervisors and employees, including:

· A tutorial and a video that walk users through the entire Demo project

· Statistics describing the results of each CCS appraisal period

· The Federal Register Notice that implemented NRL’s Demo Project

· The CCS element charts

· The Demonstration Project pay schedule

· Templates for providing information in a number of circumstances (such as Promotion Nominations)

The Human Resources web site provides guidance and information on appraisal and awards programs and grievances at http://hroffice.nrl.navy.mil/working/index.htm. 

The following NRL Instructions and Notices may be accessed from the NRL Directives web site at http://directives.nrl.navy.mil/
· NRL Notice 12470 of 11 Aug 00, Contribution-based Compensation System (CCS)

· NRL Notice 12470 of 12 Sep 01, Distinguished Contributions Allowance

· NRL Notice 12500 of 15 Feb 01, Information Technology (IT) Staffing Allowance

· NRL Notice 12511 of 08 Sep 00, Delegation of Classification Authority for NRL

 Positions

· NRL Notice 12000 of 12 Sep 01, Policy Changes Regarding Promotions and

 Time‑off Awards

· NRL Inst 12335.5 of 14 May 01, Promotion of Full-Time Permanent Employees

 Under the NRL Demonstration Project

· NRL Inst 12451.1A of 20 Jul 98, Incentive Awards Program

· NRL Inst 12771.1B of 20 Oct 98, Grievance Procedures

 SEQ CHAPTER \h \r 1GLOSSARY OF TERMS

Acceptable Performance Standards - the minimum acceptable level of performance of assigned work in terms of quality, quantity, manner of performance and other similar measures.  Rating of employee performance against standards is a separate process from CCS scoring.  Purpose is for identifying and correcting performance that warrants reduction in pay/level or removal proceedings.

Adjusted Basic Pay - The sum of an employee's rate of basic pay and locality comparability payment.

Approving Manager - Managers at the directorate, division head, division superintendent, or directorate staff office level who have budget allocation/execution; position management; position classification; recruitment; and staffing authorities for their organization.

ARSAE Positions - Positions in Career Level V of the Science and Engineering (S&E) Professional Career Track.  ARSAE's are those positions that possess characteristics of both Senior Executive Service and Scientific and Professional (above GS-15) classifications.  The number of ARSAE positions will not exceed 40 for all of the Department of Defense.

Basic Pay - The total amount of pay received at the rate fixed through CCS adjustment for the position held by an employee including any merit increase but before any deductions and exclusive of additional pay of any other kind.

Benchmark Examples - examples of the types of contributions that reflect the highest level and most valuable work for each career level. They supplement the level descriptors.

Career Levels - (see Career Tracks) each career track is divided into several levels, which represent the phases of career progression typical for that career track.

Career Tracks - groups of occupations with similar characteristics are clustered into four (4) tracks (Scientific and Engineering Professional, Administrative Specialist/Professional, Administrative Support, and Science and Engineering Technical).

CCS RIF Assessment Category - The combination of an employee's standing under the CCS relative to the NPR and any merit increase, DCA, contribution award or promotion.  Used to determine the number of years credited to an employee's length of service in a reduction in force.

Change to Lower Level - The movement of an employee to a lower career level within the same career track or to a different career track and career level in which the new career level has a lower maximum basic salary rate than the career level from which the employee is being moved.

Competitive Area - The geographic boundaries within which employees compete for retention during reduction in force.

Competitive Level - All positions in a competitive area in the same career level which are similar enough in duties and qualifications that employees can perform the duties and responsibilities including the selective placement factor, if any, of any other position in the competitive level upon assignment to it, without any loss of productivity beyond what is normally expected.

Contribution Award - a lump sum cash award (can also be time off) that is given to recognize significant contributions to an organization's mission.

Contribution-Based Compensation System (CCS) - an integrated position classification, performance appraisal, and compensation system designed for NRL to better match employee compensation to contribution.

Contribution-Based Compensation System Data System (CCSDS) - an automated tool used by employees, supervisors, and the pay pool panel to complete the CCS process.  It enables employees to prepare and route their Yearly Accomplishment Reports, supervisors to prepare appraisals, pay pool panels to determine Overall Contributions Scores, and pay pool managers to make compensation decisions.  Serves as an internal control for cost containment.

Contribution Score - a score given for each critical element to assign an appropriate value to the employee's contributions.  These are averaged to become the Overall Contribution Score.

CCS Summary Form - automated form used for each employee to communicate CCS criteria, where supervisors may express work assignments and specific objectives to be accomplished throughout the appraisal period.  Also used for reporting the final results of the CCS process (including Overall Contributions Score, merit increase, contribution award) to the employee.

CCS Elements - (see Career Track) each career track is broken down into two to three components which facilitate a systematic approach to assessing an employee's contribution.  These elements are designed to capture the primary content of the occupations in each track. All elements are critical.

Classification Authority - authority delegated to the level of management responsible for determining position classification.

Detail - The temporary assignment of an employee to a different position for a specified period when the employee is expected to return to his/her regular duties at the end of the assignment.

Demonstration Project - an experiment to test new and different personnel management concepts to determine whether such changes in personnel policy or procedures would result in improved Federal personnel management.

Descriptors - (see CCS Elements, see Discriminators) a description of the expected level of contribution at the top of each career level.

Discriminators - (see CCS Elements) each CCS Element is broken down into two to four categories, which break down the aspects of the work to be measured, such as complexity or level of supervision.

Displacement Rights - The assignment rights of employees in a reduction in force.  An employee whose position has been abolished may displace another employee within the same career track and career level if he or she has a higher retention standing and is fully qualified for the position occupied by the employee.  If there are no displacement rights within the incumbent's current career track and career level, the incumbent may exercise his or her displacement rights to any position previously held in the next lower level, regardless of career track.  Preference eligible employees may displace up to the equivalent of three traditional GS grades or intervals below the highest equivalent grade of their current career level.  Preference eligibles who have a compensable service connected disability of 30 percent or more may displace an additional two grades (total of 5 grades) below the highest equivalent grade of their current career level provided they previously held the position.

Distinguished Contribution Allowance (DCA) - a temporary monetary allowance approved by the Director of Research of up to 25 percent of basic pay, paid on a bi-weekly basis concurrent with normal pay days.  DCAs are available to employees at the top of Career Levels III and IV of the Science and Engineering Professional Career Track, and Career Levels III, IV, and V of the Administrative Specialist/Professional Career Track whose contributions are worthy of scores found at a higher career level; the higher contribution is expected to continue for at least one year; and market conditions compensate similar contributions at higher rate of pay.

General Increase - Annual increase in the rate of basic pay as recommended by Congress and approved by the President.

Integrated Pay Schedule (IPS) - a pay schedule that links basic pay to contribution scores.  The IPS applies to all Demo-covered employees, and includes basic pay ranging from the GS-1, step 1 (from the General Schedule without locality pay) to the basic pay for ES-4 (from Rates of Basic pay for Members of the Senior Executive Service (SES)).

Length of service - Federal Government employment (civilian or uniformed service) that meets requirements for a particular type of appointment or benefit. 

Locality Pay - a pay differential granted to all Federal employees within a specified area with the goal of making Federal employees' pay more closely aligned to their non-government counterparts.  The percentage above basic pay is dependent on the locality in which an employee works.  Under the Demo, all employees receive locality pay.

Maintained Pay - The right of an employee to retain, under certain circumstances, a rate of basic pay higher than the maximum rate of the career level for the position occupied.

Merit Increase - an adjustment to basic pay available to employees who are undercompensated or within the NPR.  Replaces within-grade increases, Quality Step Increases and career ladder promotions.  Budget for merit increases will constitute approximately 2.4% of basic pay for all Demo employees.

Merit Staffing Program - The system under which agencies consider an employee for vacant positions on the basis of personal merit.  Vacant positions are usually filled through competition with applicants being evaluated and ranked for the position on the basis of their experience, education, skills and performance record.

Normal Pay Range (NPR) - the 12% basic pay range corresponding with each contribution score.  Each employee's score and current pay are plotted against the NPR.  Employees whose pay falls within the NPR for their Overall Contribution Score are considered appropriately compensated; employees whose pay falls outside the NPR for their contribution score are considered to be "overcompensated" or "undercompensated."  The position of the employee's pay and score relative to the NPR serves as a basis for pay adjustment determinations.  An employee whose pay falls within the NPR is eligible for up to 6% merit increase and a contribution award.

Overall Contribution Score (OCS) - the weighted average of an employee's element scores.  The OCS is the score that is compared with the employee's basic pay and plotted against the NPR.

Overcompensated - when plotted against the Normal Pay Range (NPR), the employee's Overall Contribution Score (OCS) and current pay (without locality) fall above the upper rail of the NPR.  Such an employee is not eligible for a merit increase or a contribution award, and may have his/her general increase reduced or denied.

Pay Action - documentation of a change in pay on a Notification of Personnel Action, Standard Form 50.  Under the Demonstration Project, one annual pay adjustment will be made that incorporates all permanent increases in pay, awards and allowances linked to the CCS, as well as locality pay adjustments.

Pay Adjustment - Any increase or decrease in an employee's rate of basic pay where there is no change in the employee's position.  Termination of maintained pay is also a pay adjustment.

Pay Plan - The code used to designate the career track in which an employee's salary is determined. For the NRL demo plan, there are four pay plans as follows: NP for the S&E Professionals, NR for the S&E Technical employees, NO for the Administrative Specialists/Professionals, and NC for the Administrative Support employees.  These replaced the former general schedule (GS) pay plan.

Pay Pool - a group of employees, usually all those within a division, for which the CCS process is managed by a common pay pool manager.

Pay Pool Budget - funds available to each pay pool for merit increases and contribution awards and allowances.

Pay Pool Manager - the individual (usually the division head) who approves CCS scores and CCS-based pay adjustments/awards, and who determines how flexibilities provided by the CCS process will be applied within the pay pool.

Pay Pool Panel - a group of pay pool supervisors who review, finalize and endorse to the pay pool manager the CCS scores of all employees in the pay pool, and who may otherwise assist in carrying out the CCS process (e.g., recommend pay adjustments/awards) at the pay pool manager's discretion.

Promotion - movement by an employee to a higher career level within the same career track or to a different career track and career level in which the new career level has a higher maximum basic salary rate than the career level from which the employee is leaving.

Reassignment - The movement of an employee from one position to another position within the same career level in the same career track or to a position in another career track and career level in which the new career level has the same maximum basic pay rate as the career level from which the employee is being moved.

Reduction in Force (RIF) - Separation of an employee from his or her competitive level, required by the agency because of lack of work or funds or reorganization.

Retention Standing - Based on tenure, veterans' preference, length of service, and contribution; used to determine the retention order of employees in a reduction in force situation.

Requirements Document (RD) - a two to three-page document that combines the position information, staffing requirements, and contribution expectations for each position; replaced the position description and Optional Form 8.

Target Career Level - (see Career Track and Career Level) the career level to which the employee may be advanced without further competition within a career track.

Undercompensated - when plotted against the Normal Pay Range (NPR), the employee's Overall Contribution Score (OCS) and current pay (without locality) fall below the lower rail of the NPR.  Such an employee is eligible for a merit increase and a contribution award.

Weighting - (see CCS Elements) at the discretion of the Pay Pool Manager, an adjustment to the weight of elements within a career track for a subcategory of employees.

Yearly Accomplishment Report (YAR) - an annual report prepared by each employee and entered into the CCSDS, in which each employee describes his/her contributions during the appraisal period.
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