DEPARTMENT OF THE ARMY

NATIONAL SECURITY PERSONNEL SYSTEM – VOLUNTARY SEPARATION INCENTIVE PAY (VSIP) AND VOLUNTARY EARLY RETIREMENT AUTHORITY (VERA)

GUIDANCE AND PROCEDURES

GENERAL INFORMATION

1.  On December 30, 2003, the Office of the Under Secretary of Defense, Personnel and Readiness, issued implementing guidance on Voluntary Early Retirement Authority (VERA) and Voluntary Separation Incentive Pay (VSIP).  This guidance delegates to the Assistant Secretary of the Military Components the authority to waive the VSIP restriction that states employees receiving special salary rates are ineligible to receive VSIP.  Based on that delegation, the Assistant Secretary of the Army (Manpower and Reserve Affairs) is the approving official for all special salary rate VSIP requests.

2.  On March 11, 2005, the Acting Assistant Secretary of the Army (Manpower and Reserve Affairs), issued a memorandum stating that requests for VSIP waivers will contain, as a minimum, the appropriate analysis to exemplify how the restructuring integrates into the overall workforce strategic plan, promotes optimal position structure for the organization, and is consistent with sound fiscal responsibility for human capital.  

3.  When reorganizing positions, even if the positions are covered under special salary rates, managers will use the information contained in this document as a basis for their restructuring decisions.  There are many existing tools available to management when reorganizing organizations.  Consideration of these tools should be included in your justification when requesting a VSIP.

4.  VSIP is not an employee entitlement.  It is not necessary to offer a VSIP in conjunction with VERA.  There are times that VERA alone can be an attractive incentive for employees.  Managers may offer VERA alone.

5.  Discuss options with your Human Resources community.  Deliberate planning and joint understanding is essential to successful reorganizing.     

a. What is the future mission of the organization?

b. What types of employees will be necessary to carry out the new mission?

c. What skills and/or competencies does the current workforce possess?  Will they be adapted in the new mission?

d. What outside programs will impact or direct the restructuring process – Commercial Activities (A-76) Studies, Base Realignment and Closure, Repositioning of Forces, the President’s Management Agenda, etc?

Prior to any reorganizing and actions, management, their human resources managers, and resource management staff should develop a collaborative plan that ensures the best set of alternatives be used to meet strategic workforce objectives.

6.  A “blueprint” will help everyone involved ensure the smoothest transition.  All aspects must be considered—the question of “Why?” needs a clear answer.  VSIP should not be your first and only tool for reorganizing.  The answers to “Why?” will help choose which reorganizing tools will be most effective for your organization.  Whatever the reasons for reorganizing, the planning, and execution are critical parts of the overall success of the mission.

Things to consider when reorganizing, whether abolishing positions or restructuring: 

a. SCOPE.  The size and type of the reorganizing efforts determine what 

tools will be used.  How much time do you have to abolish or restructure?  What is the size of the cutback?  Is it budget-driven, program-related, or required in order to meet strategic restructuring goals? 

b. TIMING.  The time available for reorganizing actions may influence your decisions.  The more time available, the better, and the less likely the need for drastic measures such as reductions in force.  Waiting and hoping that the reasons for restructuring will disappear may compound your problems.  It is important to plan ahead.  Do you have enough time to reorganize by attrition (this may depend on your turn over rate)?

c. TARGETING.  It is important to identify if and where positions will be abolished.  What skill sets/competencies are necessary to meet your strategic goals?  Concentrate the tools and strategies available to you on those positions.

d.  FLEXIBILITY.  Keep an open mind.  Do not rule out any strategy at the start.  Do not make promises.  Monitor progress carefully and closely.  This will enable you to make changes as necessary.  Ensure that actions are in line with the agency vision.

e. MULTIPLE OPPORTUNITIES.  There is no one solution.  There are many 

combinations of tools and opportunities to carry out reorganizing.

f. COST.  There is a cost involved with every decision.  The VSIP may cost 

more in the long term that retraining or reassigning a current employee.  You may need to do an assessment of retraining that would be necessary to determine if VSIP is the most cost efficient on a case by case basis.  Offering a VSIP in conjunction with a VERA may be an unnecessary expenditure.  Employees may accept a VERA in order to avoid the trauma of a management directed reassignment or other involuntary action. 

7.  Prior to considering VERA or VSIP, management is encouraged to consider other options for reorganizing.  VSIP waiver requests that are going to M&RA for approval are required to contain management’s analysis of these options.  
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TOOLS FOR REORGANIZING

a. Reassignment:  Reassignment is the directed or voluntary movement of

an employee from one position to another.  This type of planned management or “management directed,” reassignment is initiated by management to laterally move an employee from another position within the organization or between organizations.  This is especially effective when placing employees in order to avoid RIF or when an employee’s skills can be better used in another equivalent position.  Management can place excess employees in vacant positions.  Reassignments may not always be the best answer.  They can be expensive.  If an employee is reassigned outside the local commuting area, management should consider the cost of travel and relocation expenses.


b.  Retraining:  Retraining is an effective option to ensure that you retain highly valued employees.  Management should consider retraining on a case-by-case basis.  An analysis of the skills needed by management to successfully complete the mission against the assessment of the employee’s skills will provide management the needed information needed to decide if retraining is a viable option.  One example of a possible successful retraining decision would be if a GS-2210 had all the necessary skills needed except for one computer application.  If the employee could obtain that needed skill with a course, it may be cost effective to train that employee.


c.  Hiring Freeze:  A hiring freeze could be a total freeze on all hiring or could be targeted by series, grade, and organization.  If time is not a driving factor in reorganization, a hiring freeze may achieve management objectives without involuntary separations.

d.  Voluntary Early Retirement Authority (VERA):  DoD has authorized a permanent authority to use VERA.  This authority may be used to reduce the number of personnel employed by DoD or to reorganize the workforce to meet mission objectives without reducing the overall number of personnel.  VERA is a popular management tool.  It allows management to make major personnel or workload changes with minimal disruption to the workforce.  Eligible employees leave the Federal government voluntarily and receive an immediate annuity.  Authority to grant VERA lies with MACOM commanders. 

e.  Voluntary Separation Incentive Pay (VSIP):  Each fiscal year, DOD allocates a limited number of VSIP authorities to DA.  The VSIP authority is also used to reduce the number of employed personnel or to reorganize the workforce to meet mission objectives without reducing the overall number of personnel (restructuring).  Receipt of a VSIP is not an employee entitlement.  It can be used as an effective management tool to abolish positions not needed or to restructure positions for new or changing missions.  
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Workforce restructuring VSIPs allow the Army to reshape the workforce to avoid a RIF.  The application and the use of the workforce restructuring VSIP must be tied directly to the workforce restructuring actions, where management offers the buyout to create vacancies that will be reshaped to meet mission objectives of the Department.

Workforce restructuring VSIPs may be used to correct skill imbalances or to reduce the number of high grade, managerial or supervisory positions.  

Remember that position restructuring is restricted to the vacancy created by application of the VSIP.  The new position vacancy should be at a lower grade.

Examples of parameters for restructuring a position include:

· a lower grade (e.g., a Contract Specialist, GS-1102-14 restructured to a 

      GS-1102-12);

· a different series (e.g., a Program Analyst, GS-343-14 restructured to a Budget Analyst, GS-560-14);

· the same series and grade with a different skill set if the incumbent does not currently possess the skills (e.g., an IT Specialist, GS2210-13 with mainframe skills restructured to a GS-2210-13 with NT skills); or

· an entry-level grade in the same or different series to correct a skills imbalance (e.g., an Accountant, GS-510-12 restructured to an Accountant, GS-510-7 with full performance to the GS-12 level to recruit individual with up-to-date technology skills).

8.  Authority to approve VSIP for special salary rate employees lies with the Office of the Assistant Secretary of the Army (Manpower and Reserve Affairs).  These requests will contain, as a minimum, the reasons why reorganizing each and every position is necessary.  The request must also document that other options were considered.    

9.  Before submitting special salary rate VSIP requests, ensure that your requests meet these criteria and responds to these questions in your justification.  VSIP requests are based upon position factors and not personal factors.  Remember – VERA and VSIP are not employee entitlements, but one of many management tools.  
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