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Why is Workforce Planning Important?



The demographics of our world are changing.  Simply put there are 70 million baby boomers and only 40 million Generation X-ers behind them.  Obviously a major labor force crisis looms.  We should all be asking, “Who will do our work”?  “Who will provide critical service to Montana citizens”?  The average age of a Montana state employee is higher than the average age of the overall civilian labor force.  This means we will feel the impact of the workforce crisis first, as retirements accelerate.

The "why" of workforce planning is also grounded in the benefits to managers.  Workforce planning provides managers with a strategic basis for making human resource decisions.  It allows managers to anticipate change rather than being surprised by events, as well as providing strategic methods for addressing present and anticipated workforce issues.

Workforce planning provides managers the means of identifying the competencies (skills and behaviors) needed in the workforce - not only in the present but also in the future - and then selecting and developing that workforce.
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State Personnel Division developed the “Integrating Competencies into Montana’s Human Resource Programs” manual in 1999 and updated it in 2002.  This model refers to that guide at every step.  Agencies have been working to integrate competencies into their agency’s human resource programs since the development of these tools.  

To use the competency-based workforce planning approach, you will need to examine your workforce for current and future competency requirements.  During strategic planning, managers will develop core competencies at the organization level.  Occupational competencies are then developed based on the job description or job profile for that position.  Positions should exist to help agencies achieve their mission, goals and objectives.  Individual competencies are critical components of a competency model approach to workforce planning.  If individual competencies do not match organizational needs, your workforce planning effort will point out these gaps.  You can assess current employee competencies through performance appraisals, satisfaction surveys, interviews with employees and supervisors, or other evaluation methods.
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The workforce planning process chosen by Montana as well as most other states includes a four-step process to planning.  The first Step is to define the future by examining and redefining the agency’s mission, strategic plan, goals and objectives.  This step then leads an agency to examine workload and organization changes that will be necessary to meet future needs.  In Step II an agency identifies who will be leaving the organization and what skills the existing workforce has to replace those leaving.  In Step III the agency works on methods to develop and train existing employees, recruiting new employees and retaining skilled employees.  Step IV is an ongoing process of any planning cycle, and includes monitoring the plan, revising steps and evaluating the effectiveness of the workforce plan.  More detail on each step is provided in this model.
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Workforce Planning   

 Step I – Define the Future
As your agency defines the future you will want to scan the environment and examine your internal and external strengths, weaknesses and opportunities.  Of course, budget must also be a major factor in this review.  Each agency should conduct a needs assessment.  One is provided for you in Appendix C.  The agency assessment consists of a four-part needs assessment of the current and future requirements of your agency.  This assessment starts from evaluating the agency as a whole and works down to more specific information (evaluating at the workforce level).  Each layer of the assessment focuses on information that will be necessary to develop a Strategic Workforce Plan.

· Agency Priorities

The first step is an assessment of agency priorities, beginning with an examination of the vision, mission and objectives to help identify whether they are being met and in what direction core services are being taken.  

The questions to be asked at this level include:

· What are your mission, goals, objectives, and core services?

· What are we doing to meet the mission, goals, objectives, and core services?

· Do we anticipate a change in our strategic objectives or way of conducting business?

· Agency Structure

The second step will build upon the first by relating the priorities of the agency to its actual structure.  Programs, classifications, organizational charts, and budgets will be looked at in this step as they pertain to providing core services.  Examining the structure of the organization will identify its current status and whether it is positioned for future demands.

The questions to be asked at this level include:

· What is the formal structure (organizational chart) of the agency?  Does it match the agency’s core services? In other words, is there the correct number of positions in each division? 

· What percentage of the total operating budget is spent on personnel, services and supplies, training, and recruitment?

· Budget trends: do projected funding levels support positions and objectives?

· Will budget practices change?

· What are the FTE needs of each core program or service?

· What training and development programs are available and how many employees participate?

· Evaluate the following to ensure they meet the priorities of the agency; job profiles, performance appraisals and classification actions.  Make certain that the individual competencies needed to meet the agency’s goals are included in each of these documents. 

Resources:

A Guide to Integrating Competencies into Montana’s Human Resource Programs, Chapters 1 and 2 found on the State Personnel Website at http://hr.mt.gov/HRServices/Guides/competencyguide.asp 
Professional Development Center (PDC) Available Training:  Managing Competencies, Strategic and Work Planning, Developing and Managing Budgets, Full-Cycle HR Management found on the State Personnel Website at http://pdc.mt.gov/
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Step II – Analyze Your Workforce

Analyzing your workforce requires you to examine your current and future composition of the workforce and workload.  Your agency may need to obtain necessary baseline data by reviewing workforce demographics by occupation, band, race, gender, age, length of service, and retirement eligibility.  Tracking personnel transactions for your agency can help you identify baselines such as turnover rates. It can also provide powerful tools to forecast workforce changes that may occur from actions such as resignations and retirements.  Analyzing your workforce is the last two parts of the Needs Assessment.

· Workload

In the next step of the assessment, the agency’s workload will be examined.  Assessing the workload of the agency as it relates to priorities and organizational structure will create a picture of future needs as the workload increases or decreases in the agency.  

The questions to be asked at this level include:

· What is the nature of the work to be done, in terms of services, volume, location, and duration?

· What are the present work products?  Is the workload expected to increase or decrease?

· What is the effect of technology on workload and productivity?

· What factors would cause a change in workload (e.g., new programs, legislation, economy, etc.)?  

· Workforce

The next step involves using the information gathered in the previous step to determine current and future workforce needs.  Specifically, this step identifies occupations or groups of occupations that are critical to your operation and the competencies (knowledge, skills, and behaviors) required by current employees and those that will be needed by employees in the future. 

The questions to be asked at this level include:

· Which of the occupations in your department are considered the most critical to your operation?  Take the following into consideration when identifying your critical jobs: 

(a) Which positions are most critical to your agency operations when considering such factors as law, policy-mandated services, or functions with major financial impact on agency operations?

(b) Whether or not there is a prolonged training period or learning curve before employees can develop the requisite skills and knowledge to perform the full scope of the position.

(c) Which positions may have high turnover within a relatively short period.

(d) Positions that are government specialties where there is no resource to contractors, consultants or other service providers to meet interim service needs in the event of the unavailability of qualified state employees to perform these services.

· What are the competencies required by employees within each group of jobs of critical occupations (e.g., Managers, Civil Engineering series, Accounting series, etc.) in your agency?

· What career paths are generally followed or available for those critical occupations that lead to technical, supervisory, management, and executive-level positions (e.g., Accounting technician to Accountant Band 5 to Accountant Band 6 to an Accounting Supervisor)?
· How is the workforce going to change in size and demographics?

There are several tools available for you to track information collected in this step of the workforce planning process.  The SABHRS module, “Manage Competencies and Plan Careers” will help you track position competencies as well as individual competencies and show you where a gap exists between the two.  The recruitment and retention primers contained in Appendix D, as well as the checklist contained in Appendix D will provide many suggestions for ways in which to recruit and retain employees.  When position competencies have been identified, they should be used in the vacancy announcement process, in the interview process and in the performance management process.  

Agency managers can provide valuable feedback on the effectiveness of the agency’s organizational structure and the needs of the workforce both now and in the future.

Resources:

Recruit Workforce module of SABHRS to gather and analyze demographic workforce indicators such as turnover, years of service, education levels, age, race and sex

Development of occupational competencies as well as individual competencies

Performance appraisals for all staff

A Guide to Integrating Competencies into Montana’s Human Resource Programs, Chapters 3, 4, 5, 6 found at

http://hr.mt.gov/HRServices/Guides/competencyguide.asp
SABHRS Training: Manage Competencies/Plan Careers

Available PDC Training: Competency Based Interviewing for Hiring, Competency Based Performance Management, Increasing Human Effectiveness, Creating a Motivating Environment, Managing Performance
http://pdc.mt.gov/
Current Market Analyses produced by the State Personnel Division found on the MINE under the Personnel link in the compensation tab

Workforce Action Plan – Appendix C Form WP-2

Retention, Development and Recruitment Strategies Checklist – Appendix D Form WP-4
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Step III – Close the Gap

Calculating gaps will enable you to identify where your employees and their competencies will not meet future needs.  Once you have identified the gaps between the demand (future needs and projected workload) and the supply (people and competencies), you will need to set priorities to fill the gaps that will have a critical impact on your agency’s goals.  This guide will focus on development and training of your existing workforce to fill positions needed in the future.  External recruitment strategies will also help you close the gap when you hire people with the skills needed for the agency.
Development

Development is the act of providing employees with the types of training and work-related experiences they need to excel in their current jobs and advance into positions of increasing responsibility.

Professional Development Center

The Department of Administration, Professional Development Center provides a variety of classes which could provide the necessary education to help employees advance. 

The following programs are currently being offered through the Professional Development Center:

· Essentials of Management
· Basics of Management
· Principles of Upper Management
· Essentials of Management 2
· Privacy and the Right to Know
· Facilitating Groups
· Problem Solving
· Mentoring
· Supervising Performance Improvement
· Creating a Motivating Environment
· Approaching Supervision
· Managing Competencies
· Teambuilding
To understand which training courses are most helpful for each step of the workforce planning process see our website at http://pdc.mt.gov/WFPpages.pdf
Mentoring

Identify key professionals, supervisors, and managers in the agency and utilize their expertise as mentors to assist employees in developing along their career paths.  

An alternate mentoring program could be developed which would utilize retired or soon-to-retire employees in a part-time capacity to assist newly-hired employees.
Cross-Training 
Identify key functions being done in your agency and the employees responsible for these tasks.  Ensure that you have subject matter experts pass their knowledge to others through the use of job shadowing and other cross-training efforts. Develop teams of employees responsible for tasks in order to ensure that the work can be done in someone’s absence.  Other helpful suggestions to provide this cross-training or knowledge transfer can be found in the primer in Appendix D.
Job Rotation
For individuals holding key positions, consider initiating a system where employees systematically move from location to location, job to job, or project to project within the agency.  This will assist in the development of employees by providing them with training; increasing communication and understanding of the demands of their coworkers; and allowing for a more holistic perspective on the agency’s operations by exposing them to different environments and positions.  The Employee Exchange/loan guide will be a helpful tool if you use this development approach. This guide can be found on the SPD website at http://hr.mt.gov/HRServices/guides.asp 
Tuition Reimbursement

Recognize employees for their motivation and interest in furthering their education, which will update their skills and knowledge.  If funding is available, encourage employees to pursue their education by implementing a tuition reimbursement program for some or all work-related education expenses.  Develop a list of approved classes and programs that will be helpful to the agency and guidelines for reimbursement.

On-site Development Opportunities 

Allow internal and external professionals to come to the worksite and present training to employees.  Examples include online computer classes, automated computer-based software training programs, brown bag training sessions, Toastmasters club, stress management, etc.
New Employee Networking

Strategic Workforce Planning often focuses on employees who have been with the organization for a significant period of time.  Agencies can also get newer employees involved with the organization by developing a network for young professionals and entry-level employees.  Employees who are hired at the same time in an agency and attend new employee training and other orientation programs together, often build strong bonds which help them with teambuilding skills.
Performance Evaluations

Performance evaluations are a valuable source of information for both employees and supervisors.  In the context of a formal evaluation, performance evaluations provide supervisors and employees an opportunity to discuss the employee’s strengths and weaknesses.  During this consultation, the supervisor can conduct a training needs assessment to enhance an employee’s skills for future performance improvements.  With continuous support and feedback from the supervisor, employees will be encouraged to further their personal development.

Individual Development Plans

For individuals holding key positions, initiate a system where employees, along with their supervisors, devise an individual development plan.  This plan will assist each employee in outlining the steps they are going to take to obtain the required job experiences and competencies that will be required to assume positions of greater responsibility.  It will also provide the leadership and a necessary tool for supervisors to keep track of employees’ job performance and professional development. 
Reorganization/Restructuring

Gaps in needed expertise can often be filled by temporary or permanent reorganization or restructuring of the work. 
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Step IV – Monitor, Evaluate, Revise

After you have a workforce plan in place and have evaluated your workforce planning efforts, you will want to make necessary plan revisions.  Your agency must communicate changes to action plans in a timely manner, and allow questions and clarification.  Achievements should also be reflected in your agency’s reports that measure progress toward attaining strategic goals.  Workforce planning is a work in progress that is not static but always changing, a dynamic process that must be repeated and adjusted.  Possible evaluation tools to assist agencies in monitoring and revising their own workforce plan include: 

Benchmarking

Benchmarking is a practice used by organizations to support continuous improvement.  A comparison of similar workforce planning processes across public and private organizations help agencies identify best practices and improve organizational performance.  The characteristics and attributes of benchmarking include measuring performance, systematically identifying best practices, learning from leading organizations, and adapting best practices as appropriate. 

Performance Measurements

As the agency assesses its workload as it relates to priorities identified in step one, performance measurements can be defined which typically include quantity, quality/accuracy, cost, and speed or cycle time measures.  Once the workforce plan is implemented these measurements can be monitored, reevaluated and revised to determine the effectiveness of the workforce plan.  Typical examples of metrics include average expenses incurred per hire, cost per training hour, time to fill vacant positions, or cost to process a transaction.  The State Personnel Division will be implementing a system for collecting recruitment and retention metrics over the next biennium with input from agencies.

Service Quality Measures

Service quality is often used to evaluate services provided by human resources to employees and managers.  The function solicits feedback from users regarding specific services provided to them (e.g., employees feedback on training programs) and regarding the overall service relationship (e.g., annual customer satisfaction survey).  These measures are evaluated relative to improvements, to external benchmarks or to expectations defined by users through pre-established service level agreements.

Cost vs. Benefit

Cost/benefit analysis projects the costs and benefits of a new human resource development program such as workforce planning.  Costs can include people and IT resources for development as well as administration of the system.  Tangible benefits are derived by estimating the cost savings of both human and IT resources to run the new system versus the old one. Intangible benefits, such as improved customer service and employee relations, may ultimately provide the largest payback, but are harder to quantify.  Once programs can show a significant payback, they can be viewed as a return on investment (ROI) rather than an expense.  Typical measures of return on investment can include turnover, promotions, recruiting expense, employee satisfaction, recruiting costs, training time and productivity savings.  The basic formula is: Cost/Savings times 100. 

As your agency monitors and evaluates the progress of your workforce plan, you may want to get feedback from managers and staff on a variety of systems such as the performance appraisal process, the recruitment and selection process, the training programs available, etc.  Constant feedback and communication within an agency is critical to ongoing success.

Resources: 

Sample workforce evaluation form is available - Appendix C, Form WP 3.
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Common Mistakes

Mistake #1: Trying to Do Too Much Too Fast.  Directors and senior managers sometimes expect to see all the components of a comprehensive succession system in place immediately.  That is not realistic.  That is like expecting a car to go from a standing stop to 200 miles per hour in 1 second.  Implementing a systematic succession program requires time and effort.  It cannot be implemented successfully overnight.  You must put a series of building blocks in place in your organization beginning with vision, mission, and a strategic planning process.  Many state agencies have come a long way with their building blocks by implementing core competencies and having performance management tools in place.  You may not be as far away as you suspect from having a good plan.

Mistake #2: Delegating Everything to HR. A second mistake is to delegate the

succession effort entirely to HR.  While HR can help and should most definitely be involved in the effort, the agency’s Director and managers are the primary stakeholders.  The Director is ultimately responsible for having the right people in the right places at the right times to achieve the right results for the agency.

Mistake #3: “What’s in a name”?  A third mistake is to spend no time thinking about what to call the effort.  As any good marketer knows, the name and the packaging of any product affect its success. We’re hearing a lot more about branding these days and its impact on the success of an organization and its services.  It is not necessary to call succession planning by that name, and many organizations choose alternative names such as "leadership supply," "human asset management," and even simply "Workforce Planning."  Others simply use the results of planned development efforts to make succession decisions.

Mistake #4: Ignoring the Key Relationship between Succession Planning and

Career Planning.  A fourth mistake is to ignore the relationship between succession planning and career planning.  While succession planning is carried out primarily for the benefit of an organization, and is thus a top-down activity, it should be integrated with a career planning effort that is carried out to help individuals figure out what they want to do in life (generally) and in their careers (specifically).  Only in that way can decision-makers know what people want to do.  And, only if a succession planning effort is in place can individuals know how to get "from here to there" in their careers.
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Workforce planning has reached a critical point in both the public and private sectors.  The demographics of the baby boomer generation are clear and readily available.  Agencies can no longer wait for the luxury of enough resources to take a proactive approach to workforce planning.  The Department of Administration has taken many steps to encourage workforce planning in agencies including providing data about pending retirements, surveying the workforce and providing results to agencies, setting up committees to work on workforce planning, and developing training about Full-Cycle Human Resources.  This training covers the full-cycle of human resources from recruitment and selection to performance management and compensation.  However, the very managers needed to provide the leadership for this effort are also the managers poised on the brink of retirement.  The sentiment is often, “I don’t have the time, the money or the staff to address this issue, and someone can take a look at it when I’m gone.” 

Some of the most cited barriers to workforce planning are the leaders’ reluctance to take on the task, leaders assuming that workforce planning is not within the scope of their work, excessive costs or lack of resources, or too many other work demands, just to name a few.  

Unfortunately, the institutional knowledge held by senior managers in state government is profound.  In addition to the inevitable loss of institutional knowledge also comes the loss of leadership continuity and expertise.  It will be critical to organizations to capture that institutional knowledge in some manner.  We’ve given you ideas to help facilitate this process in the Knowledge Transfer/Development Primer located in Appendix D.

Some of the competencies expected in leaders today and in the future are: 1) ability to manage organizations with fewer levels of management; 2) ability to articulate a clear vision and gain acceptance for that vision by employees; 3) skills for managing knowledge workers; 4) emotional intelligence defined as the capacity for recognizing our own feelings and those of others, for motivating ourselves, and for managing emotions well; 5) demonstrated flexibility and adaptability; and 6) a commitment to organizational development.  Hiring for these competencies will be important to an organization as well as developing these competencies in staff in order to help them be competitive for future leadership positions.

In spite of the resistance and resource constraints, strategic workforce planning has become crucial to addressing the issues of impending mass retirements and skills shortages.  The time to act is now.  By developing a proactive human resource management strategy that includes workforce planning, this impending crisis can be turned into an opportunity to reposition the State of Montana for the future.  On the bright side, agencies in Montana have already been working toward integrating competencies into their human resource programs and have likely completed many of the steps of successful workforce planning.  
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Montana is facing significant challenges in recruiting and retaining a government workforce capable of delivering efficient, quality services to the state’s citizens.  The state anticipates significant increases in turnover, intensified competition for qualified employees, and fast-paced changes in how work is accomplished.

With the average age of state employees at 46 for women and 47 for men, the state will be experiencing higher turnover in the coming years due to retirement.  Depending on the agency, by the year 2010, up to 61% of employees will be eligible for retirement.  In addition, Montana’s average age at hire is 41.  Steps need to be taken to attract recent college graduates to state employment and to stem the mass exodus of our youth.  This high retirement turnover possibility, coupled with other attrition and the current age of a new hire will mean a significant loss in workforce skill and knowledge, with certain occupational areas hit harder than others. 

The State Personnel Division conducted a Succession Planning Survey during the period January 18, 2006 through February 17, 2006.  The survey was sent to active employees who had twenty-five years of service or were 60 years of age or older.  The survey was sent to 2268 employees.  One thousand, four hundred and fifty-three employees responded to the survey.  This represents a 64% response rate, which is very high and indicative of the interest in this subject.

The survey attempted to elicit information about two factors.  What factors would encourage employees to retire and what factors would encourage them to continue working.  The State of Montana faces a large bubble of the employee population who could retire at any time.  The survey file of 2268 was 19% of the regular workforce in January of 2006.  For a full copy of the survey results see Appendix A.

Montana state government’s workforce has never been older.  In the last ten years, the percentage of state employees over 40 years of age increased from 50 to 75 percent.
  As of May 2006, 11.8% of active state employees are eligible for full-service retirement (30 years service, or age 60 with 5 years’ service, or age 65).  

This is an increase of 32% since 2004.  In addition, 28.1% are eligible for early retirement (25 years’ service, or age 50 with five years’ service).  The number of state employees eligible for full and early-service retirement will jump from 39.9% to 63% by May 2010.
  The following graph shows the projected percentage of employees, by state agency, eligible for full (service) or early retirement in five years.

What Is Workforce Planning?


In its simplest terms, workforce planning is getting the right number of people with the right competencies in the right jobs at the right time.  This is a shorthand definition for a management framework of making staffing decisions and related investments based on an organization’s mission, strategic plan, budgetary resources, and desired workforce competencies.

The National Academy of Public Administration (NAPA), an organization chartered by Congress to improve government at all levels, identified three key elements to workforce planning in its May 2000 document titled Building Successful Organizations: A Guide to Strategic Workforce Planning.  The three key elements are:

▪ An integrated, methodical and ongoing systemic process of workforce planning;

▪ Identification of the human capital required to meet agency goals.  Determining the number and competencies of needed workers and where and when they will be needed; and

▪ Development of the strategies to meet these requirements.  Identifying actions that must be taken to attract and retain the number and types of workers the agency needs.
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The State Personnel Division conducted a Succession Planning Survey during the period January 18, 2006 through February 17, 2006.  The survey was sent to active employees who had twenty-five years of service or were 60 years of age or older.  The survey was sent to 2,268 employees or 19% of the current regular workforce.  Approximately 2000 of these employees received an e-mail with a link to the on-line survey.  The remaining were sent hard copy survey forms through the agency HR offices.  One thousand, four hundred and fifty-three employees responded to the survey.  This represents a 64% response rate, which is very high and indicative of the interest in this subject.

The Purpose of the Survey

The Department of Administration is currently looking at programs and services that will assist agencies in managing its aging workforce.  Specifically, we are focusing on changes in the workforce related to retirement.  Our objectives for conducting this survey are to gather information on potential retiree-eligible employees’ views of retirement, gather information to be used for future legislative or policy proposals, and to prepare for demographic changes in the State’s workforce.

The State of Montana faces a large bubble of the employee population who could retire at any time.  It is estimated that almost two-thirds of the current employee population will be eligible for full or reduced retirement benefits in the next 5 years.  For the past three years, the annual retirement rate has averaged 2.5% of the workforce. 

The survey attempted to elicit information about two factors: 1) What factors would influence employees to consider retirement and 2) What factors would encourage retirement eligible employees to continue working.  
The survey consisted of twenty questions and the response percentage for each question is as follows:

1.  Have begun to think about or plan for retirement?

Yes - 89.4%

No – 10.6%

2.  When do you expect to retire?

7+ Years – 20%

5-7 Years - 23%

2-5 Years – 33%

Next 2 Years – 24%  

The response rates parallel nationwide trends of employees working longer.  In 2003, it was estimated over 60% of the state’s workforce would be eligible to retire by 2008.  However, the retirement figures for 2004 and 2005 did not increase significantly compared to previous years.  The fact that 43% of the survey respondents plan to work at least 5 more years before retiring indicates employees are staying longer than normal retirement eligibility.  Less than 1% of the workforce indicated they would retire in less than one year, roughly half of the State’s normal retirement rate of 2.5%.

3.  At what age do you plan to retire from state government?

Age 65+ - 31%

Age 61-65 – 28%

Age 56 – 60 – 24%

Before Age 55 – 17%

4.  Do you plan to retire when you reach retirement eligibility (either age or years of service)?

Yes – 30%

No – 33%

Maybe – 37%

Of the 233 “Maybe” comments to this question, ninety-two of these added the comment that they were already eligible to retire.  Thirty-six mentioned health insurance premiums as the reason they felt they could not retire when they became eligible.  Twenty-five employees’ added comments about waiting to reach social security eligibility and fifteen indicated there were financial reasons they would not be able to retire when eligible, including house payments, dependents in college and other debt.  

5.  How confident are you that you will be able to retire when you want to retire?

Very/Somewhat Confident – 78%

Not At All/Not Sure – 22%

6.  What percentage of your pre-retirement earnings do you feel you need to be comfortable in retirement?

Greater Than 60% of Current Earnings – 85%

60% or Less of Current Earnings – 15%

Pre-retirement planning seminars recommend employees have at least 70% of current earnings available from pension, investment, and savings accounts.

NOTE: 60% of current earnings are the current retirement benefit for 30 years of state service under the defined benefit plan.

7.  Do you participate in other retirement savings programs (457 Plan, Ira, 401k)?

Yes – 68%

No – 32%

8.  Do you plan to work beyond the date that you become eligible to retire from the state?

Yes – 67%

No – 33%

9.  Indicate which of the following factors are relevant as you think about retirement. (Multiple Responses Allowed)

Top 5 Responses Impacting Continued Working

Health Insurance (89%)

Retirement Benefit Levels (71%)

Financial Considerations (debt, lack of savings) (65%)

Job Satisfaction (42%)

Working Environment (boss/co-workers) (39%)

Top 5 Responses Motivating Retirement

Job/Workplace Changes (30%)

Job Satisfaction (28%)

Desire for Career Change (22%)

Working relationship with boss/coworkers (21%)

Personal Health (20%)

Top 5 “Factors” Not Influencing Retirement Decision

Funding Dependents Education (76%)

Desire for Career Change (74%)

Caring for Family Member (aging parents/spouse) (73%)

Spouse’s Retirement Plans (68%)

Don’t Feel Old Enough (55%)

10.  Which 3 factors are most important in making a decision about whether and when to retire?

Health Insurance (84%)

Amount of Retirement Benefits (77%)

Financial Issues (debt/lack of savings) (43%)

11.  What are the 3 least important factors you consider in deciding to retire?

Desire for Career Change (61%)

Job/Workplace Changes (44%)

Spouse’s Retirement Plans (41%)

12.  Do you plan to work after retirement?

Yes Full-Time (7%)

Yes Part-Time (64%)

No – 29%

13. The following reasons are considered the most important as to whether retirement eligible employees continue working without a change to exiting working conditions:

To Stay Physically and Mentally Active (88%)

Work Contributions Make a Difference (81%)

Save More Money (80%)

To Stay Connected With Fellow Employees (74%)

Feeling that the Agency Values Older Workers (67%)

14.  What changes can be made to entice continued employment:

Reduction in Work Hours but Not Health Insurance (79%)

Personalized Option List to Select Insurance & Retirement Benefits (77%)

Reduce Administrative/Managerial Responsibilities (72%)

Part-time or Seasonal Schedule (68)

Phased-In Retirement Program (51%)

15.  The following reasons are considered the most important as to influencing retirement eligible employees to choose to retire:

Other Interests/Activities Besides Work (82%)

An Opportunity to Spend More Time with Family (73%)

Legislative Change Reducing Retirement Benefits (69%)

Legislative Change Providing Early Retirement Incentives (65%)

Worked Long Enough, Time to Relax (60%)

Other Comments (419 Comments were received and include the following):

-MPERA or the Governor’s office could clarify the status of the retirement funds and reassure members of their retirement benefits.  

-A number of employees suggested a law change that would encourage employees to save sick leave and reward them by contributing a higher percentage to a termination payout, which could be used to offset health insurance premiums.  Some of the suggestions were to reward employees with 1000 or more hours of sick leave at retirement with 50-100% payout into a health savings account or a VEBA to pay health insurance premiums.  State of Utah was mentioned as a model.  Many employees talk about the disparity between employees when some use all they earn throughout their careers and others are steady and in attendance and only receive a ¼ of their sick leave.

-Suggestions to pay a portion of the health insurance premiums for retired employees, between the ages of 62 and 65, would encourage more employees to retire prior to Medicare eligibility.

-Phased-in retirement was mentioned often, which would be a system of gradually reducing hours worked, while continuing to contribute to retirement with no loss of benefits.

-Options in benefit packages to choose less health insurance coverage and more retirement benefits.

-Working part-time, seasonal during busy times or telecommuting as a viable option to retirement.

-Free retirement planning workshops and a more interactive retirement website to do some calculations.  The State of Washington has a good system.

-Free financial planning for employees.

-Recalculate insurance premiums.  A single employee can receive health insurance for $475/month.  An employee and spouse is $647/month.  Half of $647/month is $324.  Why can’t premiums be figured out that way?  Health insurance would be much more affordable.

-State share continues to increase every year for all employees but not for retirees.  This equates to an increase in premiums for retirees.  Then co-payments and deductibles also increase.  Freeze retirees premiums or only have them increase to the same % they increase for non-retirees.  Others suggested a state contribution of some kind to retiree health insurance.

Increase PERS amounts more for years of service over 30.  Many comments about working after 30 years for very little and needing to take a new job and retire to increase their pay.

-Revise PERS to allow employees to return to work with state government for 20 hours a week, year round or have a new income threshold. 

-Allow annual leave buy-outs to be placed in VEBA accounts to help offset the cost of health insurance premiums.  

-Less retirement pay for a prescription drug plan option.

-More than 50 employees commented about not retiring if the management and leadership in their agency improved.

-Improve ease of retirees being re-hired in state government.  Don’t have us hired back through temp services. 

-It was mentioned often that if employees felt valued as older workers by management they would stay.

-Provide short sabbaticals every few years after a service threshold has been met.  Guaranteed position to return to and paid benefits while gone.

16.  What is your length of service with the State?

Over 25 Years – 61%

16 – 25 Years – 19%

5 – 15 Years – 15%

Less Than 5 Years – 5%

17.  Male or Female?

Male – 55%

Female – 45%

As of January 2006, the current workforce gender was 51% male and 49% female. 

18.  What is your current age?

60+ Years Old – 29%

50 – 60 Years Old – 54%

Less than 50 Years Old – 12%

19.  What is your present occupational category?

Professional – 31%

Official Administrator – 24%

Administrative Support – 15%

Technician – 11%

Paraprofessional – 7%

Protective Services – 5%

Skilled Craft – 4%

Service/Maintenance – 3%

20.  Are you a member of a collective bargaining unit?

Yes – 44%

No – 56%. 
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Agency Needs Assessment    WP1

The Needs Assessment Form may be used in conjunction with the Workforce Planning Model.  The assessment presents the opportunity for departments to conduct a review of agency priorities, structure, workload, and workforce as presented in the Workforce Planning Model.  Consider this assessment to be a working document that each agency will keep for future reference.

Strategic organizational and workforce planning have many facets.  Your agency budget may be used as a reference when completing this document since it may provide useful data such as specific agency needs (EPP requests), changes in technology requiring specialized equipment (IT Strategic Plan), and special circumstances or events that are likely to impact your agency’s operations.

When completing this assessment, please take the following into consideration:

· responses are for internal agency use only. 

· responses can be in short bullet form

· all responses are confidential

Step 1 – Define the Future

1.  AGENCY PRIORITIES
Agency Vision and Mission:

	

	

	


Agency Goals:
	

	

	

	

	

	


Agency Objectives:

	

	

	

	

	

	


Core Programs and Services:

	

	

	

	

	

	


Are we able to meet the vision, mission, goals and objectives of the department and deliver core programs and services?

	

	

	

	

	


Do we anticipate a change in our strategic objectives or way of conducting business?  If yes, how will it affect workforce deployment or allocation, budget, etc.?

	

	

	


2.  AGENCY STRUCTURE
Compare your most recent organizational chart with the operational structure of the agency.  Are the two compatible?  Describe any discrepancies between the two.

	

	

	

	


Will there be a reorganization of the agency or any divisions?

	

	

	


Allocation of Resources:

	
	Costs
	
	

	
	
	
	

	Salaries & Employee Benefits
	          %


	
	

	
	
	
	

	Services & Supplies
	          %


	
	

	
	
	
	

	Training 
	          %


	
	

	
	
	
	

	Recruitment

(e.g.: advertisements, job fairs, conferences, etc.)
	          %


	
	


Do projected funding levels support positions and objectives?

	

	

	


Are there any anticipated budgetary allocation adjustments (e.g., programs beginning or ending, layoffs, etc.)?
	

	

	

	

	


What are the position allocation needs of each division or core program?

	Program:
	FTE:

	
	

	
	

	
	


What formal and informal agency programs exist to assist employees with advancement?  How many employees are currently participating in these programs?

	

	

	


Step II – Analyze your Workforce
3.  WORKLOAD

What is the nature of the work to be done, in terms of services/products, volume, location, and duration?
	

	

	

	

	

	


Is the workload expected to increase or decrease?

	

	

	


What is the effect of technology on workload and productivity?

	

	

	


What factors may cause a change in workload (e.g., new programs, legislation, economy, etc.)?  How will you compensate for such events? 

	  

	

	


Potential Factor



  Management Plan

1.

2.

3.

	Example from SPD HRSS Bureau

Potential Factor

New Services – Workforce Planning Assistance to agencies
	Management Plan

Recruit and hire individual to fill the following position:

HR Specialist


Step III – Close the Gap

4.  WORKFORCE

What positions or occupations are considered the most critical to your operations?

	

	

	


What are the competencies required by employees within each family of critical occupational groups (e.g., Civil Engineering, Accounting series, Human Resources Specialist series, Computer Support series, etc.) in your agency?  What are the core competencies for the agency?  Core competencies are integrated knowledge sets within an agency that distinguishes it from other agencies and delivers value to its customers.

	

	

	

	


What career paths are generally followed or available for those critical classes that lead to technical, supervisory, management, and executive-level positions (e.g., Accounting technician to Accountant Band 5 to Accountant Band 6 to  Accounting Supervisor)?  For each critical class, delineate the career path.

	

	

	

	

	

	

	


How is the workforce going to change in size and demographics?

	

	

	


Step IV – Monitor, Evaluate, Revise
5.  SUMMARY

Based on your responses, what adjustments can be made in your department to accommodate the activities associated with strategic workforce planning?

AGENCY PRIORITIES

	

	

	

	


AGENCY STRUCTURE
	

	

	

	


WORKLOAD

	

	

	

	


WORKFORCE
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Form WP2



Department Name

Division Name

WORKFORCE GOAL(S), OBJECTIVES AND OUTCOME

Workforce Goal:


Objectives:
1.


2.

Outcome:

ENVIRONMENTAL SCAN FACTORS

Certain key internal and external environmental factors have a significant impact on our workforce and should be addressed through strategies.  These are:

The Division has identified three critical success factors related to the workforce goal.  These are:

1.

2.

3.

SUCCESS INHIBITORS

The Division has identified several success inhibitors related to the workforce goal.  These are:

CRITICAL POSITIONS

We have targeted three critical job categories.  They are:

1.

2.

3.

STAFFING, COMPETENCY, AND DIVERSITY GAPS

Staffing

Competencies

Diversity

STRATEGIES

We have identified the following strategies to address our concerns:
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DEPARTMENT OF ADMINISTRATION

Administrative Financial Services Division

WORKFORCE GOAL(S), OBJECTIVES AND OUTCOME

Workforce Goal:
Maintain a sufficient and competent workforce to meet the Division’s needs.

Objectives:
1. Within 3 years, 90% of staff will report overall job satisfaction.

2. Within 3 years, achieve an attrition rate of no greater than 12% per year.

Annually, staff will receive training based on employee and Division needs.


Division will create an informal mentoring program with current bureau chief and subordinates.

Outcome:
An adequate number of competent and satisfied employees.

ENVIRONMENTAL SCAN FACTORS

Certain key internal and external environmental factors have a significant impact on our workforce and should be addressed through strategies.  These are:


• Salary limitations;

• The number of employees in the division eligible to retire the next 5 years


• Trouble recruiting accounting professions

• Potential need to add staff due to increasing responsibilities on the Division


• Upgrade of SABHRS will require additional training of staff


• Job satisfaction within the Division


• The need for flexible work scheduling

The Division has identified three critical success factors related to the workforce goal.  These are:


• Sufficient, experienced and competent staff


• Effective, timely training

• Effective human resource management practices, including managing competencies, performance management, participatory management, etc

SUCCESS INHIBITORS

The Division has identified several success inhibitors related to the workforce goal.  These are:

• Insufficient funding in personal services to match salaries with jobs or to make market adjustments

• High employee turnover

• Salary structure not competitive.

• Difficulty recruiting accounting professions

• Staff that is inexperienced, not technically proficient, and not afforded adequate training opportunities

CRITICAL POSITIONS

We have targeted three critical job categories.  They are:


• Accountant


• Accounting Technician


• Bureau Chiefs

STAFFING, COMPETENCY, AND DIVERSITY GAPS

Staffing

Turnover and recruitment are our most critical problem.  We can advertise for an accountant two or three times before we find an appropriate hire.  We also are underutilized in minorities in our Division.  Retirements will create problems within the Division.  We have identified 3 or 6 bureau chiefs or supervisors, and 4 of 10 accountants who will be eligible to retire by 2010.

Competencies

For the accountant positions, we identified two critical areas with competency gaps.  These areas are described below.


• Written Communication


• Professional Expertise

For the accounting tech positions, we identified one critical area with competency gaps.


• Problem Solving

Competencies for Bureau Chiefs and supervisors will be identified as part of our succession planning efforts.

Diversity

The Division is under-utilized in female supervisors and minorities in all positions

STRATEGIES

We have identified the following strategies to address our concerns:

Salary Limitations:  The salaries paid by the Division are less than those paid by our competitors, primarily other state agencies and local CPA firms.  To address this issue, we plan to increase the starting salary for entry-level Accountants and accounting technicians to 85% of market rather than 80%.  To do this the Division will leave position #61100000 vacant for the coming biennium.  We also recognize the value of professional certifications.  Accordingly, we plan to review the Division pay plan rules and add bonuses for receipt of certifications.  We will also review our pay plan rules for ways to address how long it takes us for our positions to reach 100% of market.

Job Satisfaction:  The Division will conduct a climate survey with all staff using the Survey Monkey tool.  The management team is committed to addressing the issues brought forward by the employees and will continually report out progress to the staff during quarterly division meetings.

Impending Retirements:  Each bureau is responsible for monitoring impending retirements and for ensuring personnel is prepared to move into these positions.  The Division is in the process of developing a succession plan to respond to vacancies, retirements and key leadership gaps.  Mentoring programs will be started in each bureau with identified potential retirees and interested staff.  We will develop an application to assess interest and encourage the Certified Public Manager program offered by PDC.
High Turnover and Recruitment Issues:  We plan to identify and evaluate the characteristics or traits of employees with longevity in the Division.  We will also begin to use an exit interview form for all exiting employees to try to identify the true cause of turnover and what changes can be made.  We will explore flexible schedules and telework to determine if that may help.  We will encourage the use of the state’s Employee Incentive Program for additional bonuses.  We will explore the use of student intern accountants and techs from the Helena College of Technology and from the universities in hopes of creating a pool of applicants for future positions.  We will ask the HR unit to participate in career fairs at the universities and at the tribal colleges.  We will use the SPD’s CD on employment with the state as a recruitment tool.  We will also use SPD’s recruitment and retention primers and well as their workforce-planning model for ideas that may be relevant.

Competency Gaps:  Problem-solving skills for the accounting technicians are best addressed through effective coaching and feedback from supervisors.  Supervisors will all receive training from PDC this FY on coaching employees for effective performance.  Writing skills for the accountants will be addressed by mandatory training in this area.  We will work with an outside consultant to conduct writing training for current employees.  Professional expertise will be addressed by requiring all entry-level accountants to attend a minimum of two general accounting classes a year.  Employees will be able to choose between in-house training and training through the local college, college of technology or other seminars.
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1) Were the actions and strategies complete and do they fulfill the goals? 

 FORMCHECKBOX 
  Yes

 FORMCHECKBOX 
  No

2) Are there any needed adjustments to the plan, strategies, goals and objectives?

 FORMCHECKBOX 
  Yes

 FORMCHECKBOX 
  No

3) Did the workforce plan meet its business outcomes? 

 FORMCHECKBOX 
  Yes

 FORMCHECKBOX 
  No 

4) Have any new workforce and organizational issues occurred?

 FORMCHECKBOX 
  Yes

 FORMCHECKBOX 
  No

5) What worked well and why?

6) Were there areas that need improvement?

 FORMCHECKBOX 
  Yes

 FORMCHECKBOX 
  No

7) If some of the steps did not work what remedies can be made to ensure that this works in the future?

8) Are the assumptions of the need and supply analysis still valid?

 FORMCHECKBOX 
  Yes

 FORMCHECKBOX 
  No

9) Were their other factors preventing the obtainment of the workforce-planning goal?

 FORMCHECKBOX 
  Yes

 FORMCHECKBOX 
  No
10) Was there enough time for managers to contribute to the overall process?

 FORMCHECKBOX 
  Yes

 FORMCHECKBOX 
  No

11) Were the appropriate people involved? If not who else needs to be

included?

 FORMCHECKBOX 
  Yes

 FORMCHECKBOX 
  No 

12) Were there adequate resources provided for the process?

 FORMCHECKBOX 
  Yes

 FORMCHECKBOX 
  No 

Comments: 
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Department of Administration

Administrative Financial Services Division

1) Were the actions and strategies complete and do they fulfill the goals? 

      FORMCHECKBOX 
  Yes

      FORMCHECKBOX 
  No

Not all of the strategies were complete. We did work on our budget and find funding for a market adjustment this last year.  We did pay two accountants who received their CPAs a bonus.  We are not yet at 100% of market.  We did conduct a climate survey and started a mentoring program in one bureau.  We participated in several career fairs.  We developed training requirements.

2) Are there any needed adjustments to the plan, strategies, goals and objectives?

      FORMCHECKBOX 
  Yes

      FORMCHECKBOX 
  No

Yes.  We need to find additional funding to make market adjustments and we need all bureaus to report out on their climate survey action plans.  We also need the other bureaus to develop their mentoring plans.

3) Did the workforce plan meet its business outcomes? 

 FORMCHECKBOX 
  Yes

 FORMCHECKBOX 
  No 

No.  Many of the outcomes are long-term within the next 3 years.  We are tracking progress and are hopeful our efforts will meet our objectives.

4) What worked well and why?

The career fairs did result in two student interns being hired last summer. These interns would be great candidates for our jobs in the future if they do not leave Helena.  The Bureaus all tracked their pending retirements and many were shocked how many staff are eligible to retire.  All are in various stages of their succession plans.  Two employees were accepted into the Certified Public Manager course at PDC.  All managers attended coaching employees for effective performance this past year.

5) Were there areas that need improvement?  What remedies can be made to ensure they work in the future?

 FORMCHECKBOX 
  Yes

 FORMCHECKBOX 
   No

Yes.  Not all Bureaus have responded sufficiently to the climate survey.  More work needs done in this area.  The coming year all Bureau Chiefs will be responsible to report monthly to the Administrator any progress made on their climate survey. 

None of the managers discussed telework with their employees or explored that option this year. 

6) Were their other factors preventing the obtainment of the work force planning goals?

 FORMCHECKBOX 
  Yes

 FORMCHECKBOX 
  No
Yes.  Bureaus weren’t able to accomplish as much as we would have liked in the mentoring and training aspects because the 2007 legislature passed a law that required us to implement a new program for tracking state expenditures by July 1, 2007.  We had to stop some of our efforts in order to meet these new timelines.  We will resume our strategies and track our progress in management team meetings.

7) Was there enough time for managers to contribute to the overall process?

 FORMCHECKBOX 
  Yes

 FORMCHECKBOX 
  No

No.  See above.  Normally, we are hoping there will be enough time.

8) Were the appropriate people involved? If not who else needs to be

included?

 FORMCHECKBOX 
  Yes

 FORMCHECKBOX 
  No

Yes.  All management team members were part of this plan and the actions we did take.  HR was heavily involved in many aspects, including career fairs.  We do plan to inform our advisory board of our efforts. 

9) Were there adequate resources provided for the process?

 FORMCHECKBOX 
  Yes

 FORMCHECKBOX 
  No 

Yes until the legislative workload occurred.
Comments: 

The competencies still need to be developed for several of the positions in the division.  I plan to task HR with setting up meetings with each bureau chief to complete that project within the first quarter of this FY.
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Workforce Planning


Recruitment Primer

State government has often been criticized for cumbersome, intimidating recruitment processes.  Workforce planning efforts will demand that the state become creative about ways to screen in applicants rather than screen them out of consideration.  The labor force numbers are continuing to reduce as the generation Y and the millennium generation become the primary generations to recruit from.  Gone are the days of dozens of qualified applicants for an entry-level job in state government.  This primer is intended to help you brainstorm recruitment strategies to assist in your efforts to attract and hire the best-qualified applicants for your positions.  There are many of creative ideas out there and this list is not intended to be all-inclusive. 

-
Examine vacancy announcements; focus on the essential requirements, skills, knowledge, and competencies/behaviors.

- 
Offer equivalency statements, don’t just require education, and don’t limit it to one or two fields.  Open it up by saying something like a degree in “any liberal arts discipline”.  

- 
Describe duties and requirements in layperson’s terms.  Try not to have the vacancy announcement sound too intimidating.  On the other hand, including technical terms common to certain specialized occupations can help self-screening if the rest of the process and announcement is user-friendly.  There are some occupations where if you don’t know the terminology, you probably can’t do the job.

· Don’t have supplemental questions that restate education and experience requirements already mandated in the vacancy announcement.  Choose these questions carefully.  Determine the purpose of the question before writing it.  Are you looking for knowledge in a specific area?  Are you looking for writing/communication competencies?  Are you testing for an organizational cultural fit (i.e. teamwork if that is your work culture)?  These are some areas that may not show up clearly in the application or interview.  Supplementals should answer questions that the application and interview don’t, rather than repeat the application or interview questions.  You are looking for a well-rounded view of the applicant.

-
Review advertising practices.  Simplify your advertisements; advertise in the general and professional help-wanted ads in addition to state government ads.  Use the applicant tear-off sheet to better understand where applicants are finding out about jobs.  
· Offer a reward to an employee who refers a friend to one of your openings when that referral is subsequently hired.  It can be a gift certificate, a special project, and a parking place for a week, etc.  Get creative.  Referrals from current employees are an untapped treasure.

· Advertise only what you intend to pay.  Advertising a full range will often attract applicants who wouldn’t apply if they knew you were never going to pay above market. 

· If included in your agency pay plan rules, offer signing bonuses.

· Review your vacancy announcement and advertisements each time you post a job.  Often the language is old and tired and needs to be updated to attract a broader audience.  Be sure the language is appropriate to the level of work and the job being advertised.  Unclear or highly technical language could cause potential candidates to screen themselves out because they can’t figure out what the job entails.

· Make the number of supplemental questions proportionate to the job being offered.  A band four position with six supplemental questions can be intimidating.

· Get creative on your wording for your advertisement.  Stress the benefits and pay.

· Make sure your vacancy announcement includes the competencies for the position and then follow-up with interview questions that also test these competencies.  This is something to consider in writing supplemental questions as well.

· Review and update your screening materials.  The most effective predictor of success on the job is work product testing.  In other words, if you are hiring a customer service representative, the best indicator of a great hire is a test of someone on the phone helping a customer.  Another example is a development test for a programmer.  Aptitude testing can also prove helpful.  

· Consider any and all options for this position, i.e. part-time, job-share, telework a portion of the time, and then advertise in the special instructions section, anything you are willing to explore.

· It is very important to check references on your top candidates.  Obtaining a release of information form from the candidates at the time of the interview will help employers’ comfort level with giving a reference. 

· If you have an organization that you are proud of, hold an open house/show-case event when advertising for harder-to-fill positions.  Let applicants see the environment that they would be working in and meet some of their possible co-workers.  The work environment can be as important as the paycheck for some applicants.
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Retention Primer

This primer is intended to help you brainstorm retention strategies to assist in your efforts to retain a qualified workforce.  This list is not intended to be all-inclusive. 

· Use an exit interview form to determine the real reasons for employee turnover.

· Conduct an employee work climate survey IF you intend to follow-up on the survey results and try to make changes to improve employee job satisfaction.

· Spend time understanding what motivates staff.  Some people work for personal fulfillment; others work for love of what they do.  Others work to accomplish goals and to feel as if they are contributing to something larger than themselves.  The bottom line is that we all work for money and for reasons too individual to assign similarities to all workers.  Each individual has their own motivation and tapping into this will provide many rewards. 

· Explore flexible schedules, reduced hours, and telework as options for employees who may be interested as incentive to stay.

· Explore job assignments and job shadowing that introduce the employee to other aspects in your department that may be of interest to them.  Internal job fairs are a good tool for exposure to jobs in other areas of the department.  

· Explore a program where a retiring employee is available to discuss a typical day, quarter, season in that job.  This will help prospective employees get an idea of what the job entails and who the contacts/customers are for that position.

· Involve employees in all aspects of planning and decision-making.  An involved employee will have more ownership in the agency.

· Spend time with your “race horses”, your exceptional employees.  Don’t forget them while you deal with lower performing employees.  Studies show employees stay put when they have good communication, coaching and interaction with their immediate supervisor.

-
Prioritize employee recognition.  Employees who feel valued are more likely to stay.  Make recognition simple, immediate and powerful.  Praise in public and criticize in private.  How an employee feels about being valued and appreciated has a lot to do with how they feel about staying put.  Acknowledging years of service with pins at division meetings can be very beneficial as an example.

· Provide opportunities for growth.  Development is an especially strong need in generation “Y” employees.  Allow training to the extent your budget will allow and consider hosting in-house training with in-house experts.  Consider budgeting tuition reimbursement as a training option.  Other inexpensive training opportunities include reading and discussing a leadership or management book; being assigned to a challenging committee or task force; or job shadowing or training with someone in a different area of expertise.  A career-oriented, valued employee should experience growth opportunities within your organization.

· One of the best keys to employee retention is fair and equitable treatment.  If your agency uses non-competitive promotions and transfers for instance, employees will not feel fairly treated when they did not receive an opportunity to apply and be considered for a promotion.  If you compensate new employees higher than journey-level employees on the job, equity will be an issue for employees. 

· Ensure employees know what’s expected of them.  Good HR practices such as a current job profile and a performance appraisal will go a long way to ensuring you have a happy productive employee.  New employee training and orientation are critical as well.  You’ll lose talented employees if they come to work for you and you hand them manuals to read for a month.  The time you spend developing these good HR tools will pay dividends in employee retention.

· Communicate, communicate, and communicate.  There is no such thing as too much communication with staff.  Share information regarding the unit or their work promptly, clearly and openly.  Have regular staff meetings and listen to their stated concerns.

· Visit with your subordinates about their work/life goals.  Try to help them succeed by identifying special projects or training opportunities that match their work goals.

· It’s as important to take care of poor performance as it is to reward excellent performance.  It’s very disheartening to be surrounded by co-workers who are not held accountable.  
· Provide as much cross-training as possible.  Allow staff to learn about each other’s responsibilities, share projects, be challenged, etc.  As they say, a mind is a terrible thing to waste, and you just might discover a hidden talent that you didn’t know existed in your staff.

· Value your employees.  Find a way to convey to them, on a regular basis, that their input and participation is valued.

· Network with other agency managers.  Work with other agencies to keep top performers working for the State of Montana by making the effort to help them find the next best job in government, even if it isn’t in your agency.  
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Development/Knowledge Management Primer
As public organizations prepare for the potential mass departure of valuable staff, they are looking toward preserving the knowledge that these seasoned employees has amassed.  As Montana prepares for the departure of "baby boomers" and recognizes that employees change jobs and careers more frequently than in the past, knowledge management, knowledge transfer, and employee development are becoming more important.  As managers in state government we must ensure that critical services continued to be provided to the citizens of Montana.  Knowledge management is a system for finding, understanding, and using knowledge to achieve organizational objectives.  It is more than simply moving or transferring files and data from one employee (or department) to another.  Knowledge transfer also describes the actual movement of knowledge from one individual to another.  In order for workforce planning efforts to be successful, they must include staff development and knowledge management.  This requires employees and managers who are trusted and valued and share the vision of continued service to the customer, even though they may be leaving the organization.  It requires those who have the initiative and desire to share what they know with others in their organization.  This primer is intended to help you brainstorm ideas for development in your agency.  There are many of creative ideas out there and this list is not intended to be all-inclusive. 

· Mentoring programs in your organization are an excellent way to assist in the transfer of knowledge.  Do not get bogged down in the details of a much formalized process.  For mentoring to work well, an employee should ask another employee they admire and respect if the person will be their mentor.  The agency should have enough of a policy or program to encourage mentoring, to offer the work time for both parties to accomplish the mentoring and to have enough information to be able to evaluate its success.

· Job shadowing is another excellent tool for the transfer of knowledge.  Key positions can be identified and potential replacements can spend time with this employee learning.  The more formal the job shadowing process the more important it would be to have an application or selection process that would provide equal opportunity for these growth experiences.  In a small unit, regular job shadowing with senior or more experienced staff can be less formal and ensure the transfer of knowledge.

· Another good method for ensuring the transfer of knowledge within an organization is a leadership development program.  This type of program requires management to assess which skills, knowledge and abilities they want to include in the program, identifying in-house experts to teach those skills and conducting training.  This type of formal program should have the equivalency measurements determined prior to offering to employees.  Will this program constitute one year of management experience in in-house applications or something similar?  

· Another method to ensure the management of knowledge is to double-fill a position for a period of time.  This often presents difficulties for agencies with limited budgets and FTEs, but if advance notice were given, it may be possible to overcome these hurdles.  In this scenario, the selection process for a position occurs prior to the retirement of the incumbent.  Upon selection, the new employee works directly with the incumbent for a period of time.  This can be highly successful if the incumbent is a trusted, valued employee.

· Collecting and sharing best practices and lessons learned is also helpful in the endeavor of knowledge management.  This information can be imparted during regularly scheduled staff meetings, through employee newsletters, and/or any communication method available in an agency.

· Documenting processes can be critical to knowledge management.  It would be well-worth an agency’s time and resources to have critical processes mapped and documented so the new hire can have easily accessed resources to help explain what it is required.  In the technology arena, it would be considered heresy not to have all processes documented and flow-charted.  Many non-technical processes in state government are just as important to warrant documentation.  Documentation can also take the form of job aides.  There are many job aides that assist in the Statewide Accounting, Budgeting and Human Resource System (SABHRS) processes.  This concept could be broadened to include other processes.

· Job expert interviews are a good tool to use to help determine what competencies key positions require.  Expert interviews are a way of making tacit knowledge more explicit.  A person can describe not only what was done but why, providing context and explaining the judgment behind the action. Interviews are often easier for the experts than having them write down all the details and nuances.  Learners can ask questions and probe more deeply to ensure understanding.  Expert interviews can be used in many situations.  The best place to begin is with people who have unique knowledge developed over a long period and who have the potential for leaving the agency soon.  The next step might be to identify mission critical processes or programs where only one or two staff has a high level of technical knowledge.

· As mentioned in the Retention Primer, internal job fairs or knowledge fairs are helpful in introducing staff to other aspects of the organization they may be interested in pursuing.  

· Develop a formalized process for organizing and storing information developed and gathered by program staff.  For example, assigning subject matter experts who determine the storage of files in shared drives where electronic documents relating to a program can be filed, retrieved and archived. 
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Retention, Development, and Recruitment Strategies Checklist




Form  WP4



The strategies listed below are detailed in the Workforce Planning Model Primers.  Select the strategies that you are currently utilizing.  This will assist you in taking an inventory of the programs and methods you have been using to recruit, develop, and retain employees.

	Recruitment:

	

	 FORMCHECKBOX 
  Review Vacancy Announcements
	
	

	
	
	

	 FORMCHECKBOX 
  Ensure Education Requirements are appropriate
	
	

	
	
	

	 FORMCHECKBOX 
  Simplify Advertisements
	
	

	
	
	

	 FORMCHECKBOX 
  Employee referral program
	
	

	
	
	

	 FORMCHECKBOX 
  Signing Bonuses
	
	

	
	
	

	 FORMCHECKBOX 
  Consider options such as job share, telework, part-time, flexible schedules
	
	

	

	 FORMCHECKBOX 
  Open House

	

	 FORMCHECKBOX 
  Career Fairs


	 FORMCHECKBOX 
  Reference Checks

	

	 FORMCHECKBOX 
   Update Screening Materials



	 FORMCHECKBOX 
   Track Applicants 


	Retention:
	Development:

	
	
	

	 FORMCHECKBOX 

	Organizational Climate Surveys
	 FORMCHECKBOX 
  Mentoring Programs

	
	
	

	 FORMCHECKBOX 

	New Employee Orientation Programs
	 FORMCHECKBOX 
  Collect/Share Best Practices

	
	
	

	 FORMCHECKBOX 

	Flexible Work Schedules
	 FORMCHECKBOX 
  Leadership Development Programs

	
	
	

	 FORMCHECKBOX 

	Job Shadowing
	 FORMCHECKBOX 
  Job Shadowing

	
	
	

	 FORMCHECKBOX 

	Employee Recognition Programs
	 FORMCHECKBOX 
  Documentation of work processes

	
	
	

	 FORMCHECKBOX 

	Job Sharing
	 FORMCHECKBOX 
  Job Expert Interviews

	
	
	

	 FORMCHECKBOX 

	Employee Motivation
	 FORMCHECKBOX 
  Internal Job Fairs

	
	
	

	 FORMCHECKBOX 

	Staff Involvement in Planning
	

	
	
	

	 FORMCHECKBOX 

	Respectful Treatment of Employees
	

	
	
	

	 FORMCHECKBOX 

	Good Physical Work Environments
	

	
	

	 FORMCHECKBOX 

	Training Opportunities

	
	

	 FORMCHECKBOX 

	Leadership Development

	
	

	 FORMCHECKBOX 

	Special Projects/Temporary Assignments

	
	

	 FORMCHECKBOX 

	Globalize Environment

	
	

	 FORMCHECKBOX 

	Current Job Descriptions

	
	

	 FORMCHECKBOX 

	Communication and Feedback

	
	

	 FORMCHECKBOX 

	Exit Interviews

	
	

	 FORMCHECKBOX 

	Other: ___________________  
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Define the Future








Examine and Redefine:





-Vision








-Mission








-Goals








-Objectives





-Strategic Plan





-Core Competencies


   





Analyze your Workforce








Examine:








-Where you are now





-Key Positions & Retention





-Position Competencies





-Career Paths





-Identify Gaps





Close the Gap











Examine:








-Recruitment strategies





-Training, development and mentoring


-Knowledge Transfer





-Restructuring Reorganizing


-Leadership Development





-Work Environment











Monitor, Evaluate and Revise





-Measure Progress





-Make Adjustments
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