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MEMORANDUM FOR All USAREUR Leaders
SUBJECT: USAREUR Human Capital Management Plan 2018–2023
1. As the Army service component command in the European theater, USAREUR plays a
critical role in advancing U.S. interests in Europe. The responsibilities of this command are
huge, and commitment to excellence by each and every employee is essential to meeting
those responsibilities.
2. As our environment and our world continue to change, we must ensure U.S. strategic
access to Europe. The Army Civilian Corps is a high-priority resource that helps ensure this
access by enabling USAREUR to perform its mission successfully. Having an agile,
adaptive, and engaged workforce whose performance and commitment align with
organizational objectives is critical to U.S. strategic interests and the USAREUR mission.
3. Broadly stated, the USAREUR Human Capital Management Plan describes what
USAREUR will do to ensure that its employees have the competencies required to meet
USAREUR’s strategic goals. The plan includes workforce planning and deployment. This
includes succession planning, recruiting and retaining talent, achieving performance goals,
and addressing unique programmatic challenges. The human capital management
strategies in this plan are aligned with USAREUR’s mission, goals, and objectives through
analysis, planning, investment, and management of human capital programs.
4. Implementing this plan is not simply a matter of implementing change; it involves a
change for the better. This change is based on a shared understanding and commitment to
values, attitudes, goals, and practices that cause us to behave as we do and characterize
us as an organization. I am committed to implementing this Human Capital Management
Plan and I charge leaders at all levels across USAREUR to share this commitment,
prioritize and allocate resources for our human capital initiatives, integrate human capital
management into planning, and communicate our human capital goals. All efforts in this
regard are critical to USAREUR’s enduring purpose: To be responsive and engaged; to
prevent, shape, and win.
5. The POC is the Civilian Personnel Directorate, Office of the Deputy Chief of Staff, G1,
HQ USAREUR, at military 537-1512.
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Overview of Human Capital Management
This is the premier version of the USAREUR Human Capital Management Plan, which solidifies
the Command’s commitment to strengthening its most valuable asset…people.
The USAREUR Human Capital Management Plan 2018 – 2023 will provide strategic direction
and initiatives to address human capital challenges, optimize performance, train and develop
strong Civilians and reshape the workforce to sustain the workforce needed for today and the
future. The scope of this plan will focus on the U.S. and the Local National Civilian workforce
within the USAREUR Headquarters, but may be broadened in the future to include all human
capital, to include active duty Soldiers, contractors and subordinate units.
This plan aligns with Army Strategic Planning Guidance 2014, specifically noting leader
development as the, “single best insurance for the Total Army’s ability to adapt to the
uncertainty that future challenges will bring.” Strategic Priorities such as 1) Adaptive Leaders for
a complex world and 2) The Premier All Volunteer Army; are most closely related to Human
Capital strategies highlighted in this plan.
Force 2025 and beyond introduced new strategies such as Human Dimension and Talent
Management that is the foundation of an Army Strategic Human Capital Plan concept. This plan
supports USAREUR’s enduring purpose to “be responsive and engaged” and incorporates
human capital strategies that support the themes of “Strong Europe!” such as Leadership and
Readiness and USAREUR’s Component Command Support Plan (UCCSP) Line of Effort 4:
Prepare and Protect Army Forces.
In keeping with the Army Civilian Corps Creed, Civilians will always support the Army mission,
provide stability and continuity, support and defend the Constitution of the United States, and
consider it an honor to serve our Nation and our Army.

Figure 1: Army Civilian Corps Creed

As USAREUR’s mission becomes more complex, the human capital management plan will be
agile to adjust to changing missions and unpredictable resources. Changes from higher
headquarters will also help shape our plan as USAREUR-specific human capital initiatives are
nested within Army and Department of Defense (DoD) priorities.

Current Environment
U.S. Army Europe is a key element of national defense, with an area of responsibility in 51
countries spanning three Continents. Due to existing threats in the Middle East and escalating
threats in Eastern Europe, maintaining a STRONG EUROPE is vital and the NATO alliance is
the bedrock of transatlantic security. By increasing multinational training exercises and a
forward presence in former eastern bloc countries, the focus, capabilities and support required
from the workforce is constantly changing. Operating in foreign countries requires USAREUR to
comply with existing Host Nation Tariff agreements for Local National employees as well as
negotiate new agreements in expanded territories. USAREUR continues to be an organization
in transformation, simultaneously growing the European Enduring Equipment Set (E3S) and the
Army Prepositioned Stocks (APS) to roughly a division set of equipment with enablers by 2021;
restructuring aviation brigades, incorporating rotational forces, reducing the U.S. Army’s
Western European infrastructure footprint, and reducing its military and civilian strength due to
Defense budget cuts. With 30,000 Soldiers, USAREUR is trying to achieve the effect of 300,000
Soldiers, which only increases the criticality of a strong Total USAREUR team to support the
mission.
Civilians comprise approximately 40% of the total USAREUR manpower authorizations. 1 They
provide expertise and continuity in all facets of the organization including, plans, operations,
human resources, resource management, logistics, intelligence, information technology, host
nation relations, public affairs, and legal services. Civilian employees are comprised of
Department of Army Civilians and local national employees. These civilian employees work
side-by-side with contractors and our Active Duty and Reserve component service members, to
accomplish the USAREUR mission - “provide trained and ready land forces across the U.S.
European Command area of responsibility (AOR) to assure our allies, deter Russia from further
aggression, and protect U.S. interests and personnel in Europe.”
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Human Capital Challenges
Feedback from Operation Planning Teams (OPT), staff interviews and the Federal Employee
Viewpoint Survey (FEVS), revealed the most cited Human Capital Challenges as follows:
1) Due to defense budget cuts, USAREUR is expected to reduce its total workforce by over 40%
by Fiscal Year 2019. Reducing manpower authorizations while simultaneously
growing/transforming USAREUR requires diligent workforce planning to align manning and
competencies with organizational goals and mitigate the negative impact on readiness and
morale. A smaller workforce should not just be a smaller version of today’s workforce, but a
more capable, responsive and agile mix of Civilians supporting and enabling the USAREUR
mission.
2) A lack of centralized visibility and consistency of recruitment and retention strategies hinders
USAREUR’s ability to achieve workforce reshaping/realignment goals, synchronize human
resources processes, and provide effective HR operational support to customers, managers,
and staff. This visibility of personnel actions is essential to minimize involuntary separations that
may result from a Reduction of Force and mitigate competency gaps that could impact the
mission.
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(SOURCE: Q3 Shadow Charts, FY17 Authorizations, 1 April 2017, G3 FMD)

3) The Army Civilian Corps traditionally does not consistently manage talent and true
succession planning is a challenge due to the inability to promote non-competitively and varying
mobility requirements for Contiguous United States (CONUS) versus Outside the Contiguous
United States (OCONUS) employees. Adherence to higher headquarters’ policies with respect
to tour rotations and the lack of a worldwide presence hinders USAREUR’s ability to retain high
performers and facilitate internal agency placements. Additionally, overseas realities such as
world events, uncertainty of job stability, and length of time to on board and acclimate new
employees impact readiness of the Civilian workforce.
4) High operational tempo, budget constraints and reduced manning, make it a challenge to
support professional development opportunities that are not mission-essential or funded by
another source. Investment in leader, professional, individual and team development is
essential to build and maintain Strong Teams and execute complex missions.
5) Linking individual performance to organizational goals and accountability of results is
inconsistently applied across USAREUR. This contributes to lower employee engagement and
the ineffective use of awards and other incentives. Implementation of a fair, credible, and
transparent performance appraisal system will set the conditions for USAREUR to achieve a
results-oriented performance culture that recognizes and rewards employees for contributing to
mission success.
6) Inconsistencies on how information and knowledge is collected, shared, maintained, and
used can lead to flawed planning, inefficient performance, and lower readiness levels. Access to
accurate data and lessons learned support data-based planning, reduce time lost, and facilitate
results-oriented practices.
These challenges as well as future uncertainty, reiterates why it is more important than ever to
foster an environment of preparing for tomorrow and developing creative organizational
solutions for the future.

Human Capital Assessment
During the development of this Human Capital Management Plan, USAREUR has been in full
planning and execution mode for a significant reduction in Civilian manpower authorizations
scheduled to take effect starting in FY17. In May 2016, USAREUR published business rules for
mitigating reduction in force on Department of Army Civilians Employees at HQ USAREUR and
directed the USAREUR Inspector General (IG) to review the Overseas Tour Extension (OTEX)
process in the European Theatre.
Pending workforce reductions combined with USAREUR’s increased missions and operational
exercises have magnified the need for USAREUR to develop a holistic workforce-reshaping
plan that specifically addresses gaps in the workforce of today and the human capital needs of
tomorrow. Since a past round of downsizing and restructuring, USAREUR HQs staff sections
have been operating somewhat autonomously with respect to assessing and meeting HR and
labor needs, each vying for the same resources without awareness if the organization as a
whole is optimally balanced and ready to meet the mission. Through interviews with key staff in
each section, USAREUR G1 Civilian Personnel Division validated this challenge and began
collecting feedback on opportunities for improvement starting in the summer of 2015.
Subsequent focus groups facilitated by an Army G1 audit team and inquiries by Assistant
Secretary of the Army for Manpower & Reserve Affairs (ASA M&RA) further solidified the need
for synchronization and collaboration among USAREUR staff sections and ensure all parties are

focused on accomplishing our USAREUR mission, in accordance with statutory and regulatory
guidance.
The 2016 Best Places to Work rank USAREUR #280 out of 305 Agency subcomponents, with
an index score 8.1 points below its parent agency, the Department of the Army. There was also
an 11.3-point decrease from 2015, which exemplifies a need for improvement. Notable
opportunities for improvement where USAREUR placed in the lower quartile (0-25%) include
areas such as effective leadership, employee skills-mission match, training and development,
work-life balance, and performance-based rewards and advancement. 2 The ranking is based on
results from the annual Federal Employee Viewpoint Survey (FEVS), conducted annually by the
Office of Personnel management.
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Nearly 70% of the USAREUR Headquarters civilian population is subject to overseas tour
rotation, which results in an unpredictable civilian turnover rate and adds a complexity that is
unique to Outside Contiguous U.S. (OCONUS) locations. Of those subject to tour rotation,
currently 49% have been overseas for five years or less, whereas 51% have been overseas for
over 5 years. Nearly 9% are over 15 years. See figure 2. USAREUR is working diligently to
increase the percentage of employees less than five years and decrease the percentage over
five to ensure compliance with the Department of Defense Instruction (DoDI), 1400.25-V1230,
July 26, 2012 and improve predictability of the civilian population that is supposed to provide
continuity for the military workforce, which turns over approximately 33% each year. Local
National employees provide continuity in some areas, but are limited in the capacity to
participate in jobs that require a U.S. security clearance. Additional analysis is needed in this
area to assess the impact of tour rotations on mission readiness and whether reforms should be
proposed to mitigate risk to mission.

Table 1: Time Overseas

USAREUR is an organization in transformation and while the mission is priority, taking care of
people is critical to mission success. An engaged, ready, and resilient workforce will foster
positive morale, teamwork, and creative solutions to challenges; many of which are still
unknown. Leaders must lead by example and remain positive, transparent, compassionate, and
strong, now and in the future.
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(SOURCE: http://bestplacestowork.org/BPTW/rankings/detail/ARE0#tab_category_tbl)

USAREUR’s Human Capital Management Strategic Framework
USAREUR has already started addressing workforce challenges and the following Human
Capital Strategic Framework, see figure 3, was developed in alignment with Army strategy and
in consideration of the Office of Personnel Management (OPMs) Human Capital Framework
(HCF) systems of strategic planning & alignment, talent management, performance culture, and
evaluation. 3
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USAREUR’s Human Capital Management strategy starts with the mission in mind. Civilians are
an integral part of the total USAREUR team, so our efforts must be aligned to support the
USAREUR mission. The best way we can do this is by ensuring that we have STRONG
Civilians, in other words…high-performing, professionally developed and engaged and ensure
that they are ADAPTABLE, SYNCHRONIZED and READY to do their jobs.
We will achieve these ENDS through three Lines of Effort (LOE).

LOE 1: Performance Culture.
When performance standards are aligned with organizational goals, employees understand how
they contribute to the mission and are more engaged. Empowering leaders, recognizing high
performers, sustaining healthy management employee relations and championing diversity all
significantly contribute to instilling a Performance Culture.

LOE 2: Training & Development.
Emphasizes USAREUR’s role as the leadership lab for the Army. Employees can be trained on
how to be more adaptable to changing missions, whether that is broadening technical skills to
qualifying for different positions, growing professionally or continually learning new leadership
skills such as change management…but it doesn’t stop there. Training is most effective when
that knowledge is shared with others, whether it be virtually, train-the-trainer or though coaching
and mentoring.

LOE 3: Talent Management.
“Do right by the Army, USAREUR and the Employee” 4 is the essence of Talent Management. It
is how USAREUR will maximize the effectiveness of the workforce by recruiting and retaining
(within Army) the talent we need now and in the future. It also addresses the challenge of
reshaping and realigning the workforce and emphasizes delivering timely and consistent HR
guidance and support.
3F

(SOURCE: https://www.opm.gov/policy-data-oversight/human-capital-management/#url=Human-CapitalFramework-Structure)
4
-MG Timothy McGuire, USAREUR Deputy Commanding General
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Employee Engagement and communication are key enablers to ensure value and utility.
Implementation is the key aspect of this plan that will be executed broadly through our Means:
Accountability/Transparency, Training, and Planning/Processes/Assessment. The plan provides
recommendations and tools for how to accomplish Human Capital objectives as well as metrics
to measure progress.

Figure 2: Human Capital Strategic Framework

USAREUR Workforce Profile
The USAREUR workforce is comprised of approximately 20,000 authorized Military and
Civilians, which includes the subordinate commands of the 21SC and 7ATC. Of this,
approximately 1,200 Civilians are currently on board and assigned to the USAREUR
Headquarters (E1 Command), which is the focus of this plan. 5 USAREUR Headquarters
employs about 975 U.S. Civilian and 280 Local National Employees. The U.S. Civilian grade
levels are as follows: 95% General Scale (GS); 5% Intel (GG) and less than 1% (Wage Grade).
4F

Table 2: Number of Employees by Pay Grade
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(SOURCE: 16 May 2017/DCPDS, 12 May 17)

Analyzing the USAREUR Headquarters Civilian population by job series as one data point is
needed to assess whether there are gaps between today’s workforce and the workforce needed
for the future. The top 10 most common occurring job series in USAREUR are as follows: 0201
(Human Resources), 0301 (Miscellaneous Administration and Program); 0303 (Miscellaneous
Clerk and Assistant); 0343 (Management and Program Analysis); 0346 (Logistics
Management); 0560 (Budget Analysis); 0905 (General Attorney); 1801 (General Inspection,
Investigation, Enforcement, and Compliance); 2152 (Air Traffic Control); 2210 (Information
Technology Management). It is important to note that these job series occur across the
command and varying career fields, so a deeper analysis of job competencies and/or duties
may also be needed to be valuable for workforce reshaping.

Table 3: Employees by Series

Goals, Objectives & Metrics
The USAREUR Human Capital goals and objectives articulate how USAREUR plans to attain a
high-performing, professionally developed and engaged workforce that is adaptable,
synchronized and ready to accomplish the mission.
These LOEs, goals and objectives and implementation plans detailed later in this document, will
ensure that USAREUR is ready for transformational challenges that lie ahead and is proactively
developing and retaining the right leaders, motivating our employees, and promoting resiliency
of the workforce in 2018 and beyond.

Line of Effort 1: Performance Culture
A high performance culture is when values, attitudes and behaviors, and goals are shared at all
levels and performance is focused on achieving the best possible results for the organization.
Fostering a culture of high-performers, dedicated to the USAREUR mission, requires a
persistent practice of effective performance management that aligns performance with
organizational goals, engages employees and sets expectations, stresses managerial
accountability, transparently rewards achievements, promotes diversity and inclusion, and
maintains healthy management employee relationships.
Goal 1: USAREUR will develop and sustain a high performance culture that embodies the Army
Values and engages employees at all levels to achieve results and adapt to change.

Supporting Objectives:
1. Maintain and fully endorse a Civilian Performance Appraisal system to plan, monitor, reward,
and evaluate performance.
2. Align all USAREUR employees’, supervisors’ and managers’ performance plans to
organizational goals and desired results.
3. Ensure communication and transparency is a top priority and employees understand their
role in planning and executing the mission.
4. Establish and support a standardized incentive program to engage and motivate the Civilian
workforce at all levels.
5. Ensure USAREUR builds and sustains cooperative and productive Employee Management
relations with the total civilian workforce (i.e. U.S. and Local National).
6. Champion workforce diversity and inclusion, beyond gender and race, by valuing differences
in age, experience, perspective, cultural background, lifestyle and physical ability.

Metrics:
1. Percentage of supervisors trained in Management Employee relations (LN & U.S.)
2. Percentage of annual performance plans completed on time.
3. Percentage of employees/supervisors/higher level reviewer meeting prescribed deadlines in
My Performance Tool.
4. Percentage of managers/employees/higher level reviewer who've received mandatory
DPMAP training.
5. Percentage of all managers and supervisors trained in EEO, Anti-Harassment.
6. Ranking in the annual "Best Places to Work" report.
7. Percentage of employees responding positively that awards reflect how well jobs are
performed.

8. Percentage of employees responding positively that USAREUR has policies and programs to
promote diversity.
9. Percentage of employees responding positively that they are satisfied with the recognition
they receive for doing a good job.

Line of Effort 2: Training and Development
Investing in the workforce professionally is how USAREUR achieves its strategic objective 1.1
Professional Army Leaders Trained and Developed, enhances continuity of operations,
strengthens workforce competencies, and enables a more engaged and capable workforce.
Goal 2: USAREUR will emphasize Civilian leader development as a priority and promote a
culture that emphasizes continuous learning, where knowledge is shared across the
organization.

Supporting Objectives:
1. Invest in education, training, development and participation of Army leader development
programs of civilian leaders, across the tactical, operational and strategic levels, to build
mission-critical competencies, broaden technical skills, maximize limited resources and
eliminate redundancy.
2. Use Army Career Tracker (ACT) to foster continuous learning and maximize the use of
Individual Development Plans (IDPs) to ensure that supervisors and employees have a mutual
understanding of how professional goals align with organizational needs.
3. Leverage Career Programs to provide a roadmap for Civilian professional development.
4. Champion leader development, collaboration and hands-on training to exemplify USAREUR
as the leadership lab for the Army.
5. Provide accessible opportunities for employees to broaden professional and technical
knowledge and learn new skills to strengthen and sustain support for future USAREUR
missions.

Metrics:
1. Number of Career Program Management Advisory Boards (CPMAB) sessions convened
each year.
2. Percentage of Career Programs with an appointed CP Manger in USAREUR.
3. Percentage of employees with an active and current Individual Development Plans (IDPs) in
Army Career Tracker (ACT).
4. Percentage increase of employees applying for SETM/ETM.
5. Percentage of Civilian Education System (CES) Basic, Intermediate and Advanced course
completion.
6. Percentage of ACTEDS authorizations filled each fiscal year.
7. Percentage of qualified Workforce Recruitment Program (WRP) interns converted to full-time
employees via special hiring authorities.
8. Percentage of employees responding that they are satisfied with the training that they receive
for their present job (FEVS).
9. Number of Local National Interns across the command by units.
10. Percentage of in-person training events that transferred knowledge to the workforce using
Knowledge Management tools.

Line of Effort 3: Talent Management
Achieving a workforce with the right skills, in the right places, at the right times requires an
organizational approach to reshape and realign current talent, workforce plan for the future, and
implement effective recruitment and retention practices at all levels. It goes beyond finding the
right person/job fit and cuts across all other LOEs to include rewarding employees and
developing them for new challenges. While, current guidance limits USAREUR’s ability to retain
many U.S. Civilian employees beyond five years, retaining talent within the Army is a realistic
pursuit. Personnel who feel valued, engaged, understand how they contribute to the mission
and trust their leaders and HR professionals will be more motivated and loyal. Implementing
effective acculturation/on boarding, aligning career path to goals, maximizing use of workforce
reshaping tools, offering work-life balance flexibilities and ensuring competent Human
Resources support all contribute to job satisfaction and hence retention. It is critical that human
resources support, policies, processes and procedures are consistent, accurate and timely to
build managerial trust and engage HR professionals as strategic partners.
Goal 3. Set the conditions to recruit, retain and manage Civilian talent to most effectively
accomplish the USAREUR mission.

Supporting Objectives:
1. Develop innovative recruitment/retention/relocation strategies for USAREUR that maximizes
individual and organizational predictability, employee satisfaction, and mission accomplishment.
2. Reshape and realign the workforce to ensure USAREUR is sufficiently staffed and ready to
support mission requirements now and in the future, while ensuring mission first and minimizing
involuntary separations.
3. Effectively assess, administer and enforce execution of Human Resources regulations,
policies, tariff agreements and other contractual and statutory provisions to deliver reliable,
accurate and timely HR support to the workforce, leaders and supported organizations.
4. Develop and sustain collaborative working relationships with Civilian Human Resources
Agency (CHRA), HR liaisons, leaders and customers.
5. Improve consistency and accuracy of how information/data is collected, shared and
maintained to support planning and enable information-based decision making.

Metrics:
1. Fill rate (in days) for new hires from date vacancy closes until the date an offer is extended.
2. Number of sick days taken by employees annually.
3. Number of internal placements made to avoid a reduction in force.
4. Number of publicity events (e.g. Town Halls) to keep employees informed of changes.
5. Percentage of HR policies reviewed/updated annually.
6. Percentage of USAREUR employees overseas over 5 years.
7. Percentage of employees overseas under 5 years.
8. Number of formal complaints filed for Merit Promotion System/Prohibited Practice violations.
9. Number of PII violations reported.
10. Management and Employee satisfaction with the hiring process.
11. Employee participation in in wellness/fitness/resiliency programs.
12. Percentage of employees overall satisfied with their job.
13. Percentage of employees responding that they are satisfied with their opportunity to get a
better job in USAREUR.

Measuring Progress
USAREUR G-1 Civilian Personnel Division (CPD) will continue to collaborate with key
audiences and stakeholders to: increase plan visibility, improve the lines of communication
across the command and incorporate human capital initiatives into existing strategic plans and
forums. Implementable tasks will be identified in Annex E, Assessment & Metrics, as well as
within the annexes for each LOE in order to both capture and measure progress towards
achieving our goals and objectives and adjust as needed. It is expected that robust initiatives
will require action plans to focus cross-functional teams on outcomes and assess resources,
time and people required versus return on investment for completion.
Quantitative metrics will be refined, as this Human Capital Management plan evolves to ensure
accountability, measure progress, detect trends and enable information-based decisions. All
metrics will be designed using SMART criteria to ensure they are Specific, Measurable,
Achievable, Relevant and Time-bound. A complete matrix of assessment metrics is located at
Appendix 3. These metrics will be tracked at existing forums where applicable, but reviewed a
minimum of each spring, after the DPMAP cycle ends.
Workforce planning will begin immediately to assess the workload and workforce requirements,
measure capacity, competencies and balance as we reduce manpower authorizations as
directed by the Department of the Army. This initiative is identified in LOE 3 and will help shape
future versions of the plan.
Based on lessons learned from other organizations, we know that accountability, consistency
and accurate data will increase the effectiveness of this plan and its value to the entire
organization. Timely feedback from plan users and the workforce is also important to improve
the process and future plan iterations.

Conclusion
This human capital plan is designed to be a comprehensive roadmap that synchronizes
USAREUR’s Human Capital policies and programs and effectively guide the Civilian workforce
to be ready, high-performing, professionally developed, and engaged to support the mission.
Commitment at all levels is needed, but leaders play the most critical role to manage change,
champion continual improvement, and exemplify what right looks like. Leadership commitment
to a human capital strategy, enabled by successful communication and engaged employees,
will position USAREUR to tackle the challenging times ahead with agility and resiliency. This
plan belongs to all members of the USAREUR team to ensure mission readiness now and in the
future.
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