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The Guide is designed to provide Commonwealth Executive Department agencies with the necessary information and tools to conduct effective workforce planning.  For more information about the Commonwealth of Massachusetts Workforce Planning Initiative, visit us at www.mass.gov/hrd/MASSWFP.
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executive Summary

The Challenge

Strategic workforce planning is a best practice of high performing organizations; while it is always the “right thing” for agencies to be doing, it is now becoming a business imperative.  The nation is on the brink of a workforce crisis due to emerging major trends which we cannot control:  the impending retirement of Baby Boomers, increasing turnover across employees of all ages, the greying of the workforce and the exponential rate of change in the nature of jobs and the competencies required to fill those jobs.  As we prepare for the exodus of a significant portion of the workforce, the ability to recruit and retain staff will be extremely challenging.  At the same time, we must take action now to ensure that we do not lose institutional knowledge and that existing employees develop the skills and competencies that will be needed to fulfill their functions tomorrow.

Workforce Planning:  The First Step in Addressing the Challenge

Workforce planning (WFP) is grounded in an assessment of the agency’s strategic direction with a focus on a three to five year vision, as well as an understanding of workforce-related operational challenges being experienced in the present.  After selecting a function to target for workforce planning based on the criticality of the projected talent gap, workforce planning consists of a four-step process:  
(1) analyzing the current workforce, (2) identifying future workforce needs, 
(3) establishing the gap between the present and future, and (4) planning for and implementing solutions to address the gaps between the present and future workforce needs, enabling an organization to accomplish its mission and strategic objectives.   
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Workforce Planning is an ongoing process that requires review and readjustment of Workforce Plans over time, based on progress achieved. In addition to revising the existing Workforce Plan, each year the plan should be expanded to include additional functions. Ideally, the workforce planning cycle coordinates with and informs both the annual budget planning and manager performance planning and evaluation cycles.  

The Commonwealth’s Approach

The Human Resources Division (HRD) has developed a standardized approach and a set of tools for workforce planning, with an emphasis on meaningful planning over extensive documentation.  HRD encourages agencies to focus on the most critical talent gaps first, expanding their Workforce Plan to include other functions in future years.

[image: image5.jpg]Workforce Planning: An Overview of
Concurrent and Intersecting Activities

Workforce Planning:
Agency, Secretariat, IT Enterprise

Secretariatand IT
Workforce Plans

Implementation of
Secretariat/ITD
Strategies





Concurrent and intersecting workforce planning efforts address talent gaps at the agency level, as well as across Secretariat-based and enterprise-wide IT functions.  These activities feed into the development of a comprehensive Commonwealth Workforce Plan highlighting the common themes and strategies needed to address critical talent gaps.

Expected Outcomes and Benefits of Workforce Planning 

Workforce Plans for all Executive Departments will be submitted in the Fall of each year.  In addition to these agency-based plans, a comprehensive Commonwealth Workforce Plan identifying common themes and recommendations will be submitted to the Secretary of Administration and Finance each December.  Benefits of workforce planning, including implementation of the resulting Agency Action Plans, include:

· Having the right people in the right job with the right skills at the right time, as well as “securing” institutional knowledge 

· Increased opportunity to leverage proven low- or no-cost innovative strategies being implemented across the Commonwealth today.  Many agencies are implementing innovative solutions to address recruitment, retention, institutional knowledge and skill development gaps.  The standard workforce planning approach will facilitate information sharing regarding the success of these strategies so that more agencies may benefit from them

· The power of a collective voice in securing new and creative solutions.  While many strategies for addressing talent gaps are within the control of agencies, some solutions may require legislation and/or collective bargaining. Needed strategies will be identified through agency workforce planning, and the resulting data will inform recommendations to the Administration

· Progress on funded solutions, informed by the knowledge of agency talent gaps.  Data from Workforce Plans will inform the prioritization of limited funding for activities such as updating job specifications and developing and delivering new enterprise-wide training.

Tools to Support Workforce Planning

A range of resources has been developed to support the Executive Department workforce planning activities:   

· The Workforce Plan Template is based on a review of best practices across state and local governments nation-wide and modified based on a Workforce Planning pilot conducted by eight agencies across all Secretariats in the spring of 2014.  A sample Workforce Plan is also provided.

· A Resource Guide providing information about the workforce planning process as well as information regarding strategies that can be used to address critical recruitment, retention, skill development and organizational preparedness gaps.

· Checklist of Workforce Planning Activities provides a summary of the activities involved in the development of the Workforce Plan, including deadlines and responsible parties.

· Two professional development programs are offered by HRD:  one for HR professionals who will facilitate the workforce planning process, and one for Agency managers who will work with HR Facilitators to analyze their workforce needs and develop an action plan to address critical talent gaps.

· HRD offers a series of three webinars to orient Workforce Planning Team members to the activities involved in completing a Workforce Plan.  These webinars are listed in the Commonwealth’s learning management system (as of this writing, known as PACE).

These standardized resource documents are available to download on the Workforce Planning webpage located at www.mass.gov/HRD/MassWFP.  

Using the Resource Guide

This Guide was developed to provide Executive Department agencies with the necessary information and tools to conduct effective workforce planning in a standardized way, and is intended to support Agency Workforce Planning Teams to successfully navigate the Workforce Planning process.  

The Guide is organized around the activities necessary to complete the Agency Workforce Plan, as well as to implement, monitor and revise the Agency Action Plan.

· Stage 1:  Obtain Strategic Direction and Identify Workforce-Related Operational Challenges

· Stage 2:  Identify Workforce Planning Target(s)

· Stage 3:  Assess the Talent Gap

· Stage 4:  Select Potential Mitigating Strategies

· Stage 5:  Develop the Agency Action Plan 
· Stage 6:  Obtain Approval of the Agency Workforce Plan

The first five chapters of the Guide provide information about and outline activities related to the workforce planning cycle.  The Workforce Plan Template has been designed to capture information related to each activity.  The Guide chapters provide questions to consider during workforce planning discussions. Consistent with our intention to encourage a meaningful process over extensive documentation, note that topics covered often extend beyond the questions included in the Workforce Plan Template.  For ease of use, the chapters also include the Template questions.  Since this Guide is intended to be a dynamic document, consult the latest version located on the HRD website as your agency continues to implement the Workforce Plan and examine other functions for workforce needs.  

To get maximum benefit of the Guide:  

· We recommend that you read Chapter 1, (Introduction to Workforce Planning) and Chapter 2 (Obtain Strategic Direction and Identify Workforce-Related Operational Challenges) as you get started, before meeting with leadership and members of the senior management team.  They will guide you in the early phase leading up to the selection of a function to target during this cycle of workforce planning.  

· Once a function has been selected, Chapters 3 (Assess the Talent Gap) and Chapter 4 (Select Potential Mitigating Strategies and Develop an Agency Action Plan) will help to pinpoint workforce talent gaps, identify potential solutions and develop an Agency Action Plan.

· Chapter 5, Implement and Monitor the Agency Workforce Plan, provides information on facilitating a successful implementation, including the development of a change management plan.

The Workforce Planning Solutions Tool Kit introduces potential strategies for mitigating recruitment, retention, skill development and organizational preparedness challenges.  Should your agency decide to include some of these strategies in the Agency Action Plan, the chapters provide guidance on how to proceed.  

The Solutions Tool Kit includes:
· Chapter 6, Strategies for Skill Development, includes information on On-the-Job Training and Cross Training and Job Rotation.

· Chapter 7, Strategies for Retention, includes strategies such as Onboarding, Mentoring and Coaching, Stay Interviews and Exit Interviews, to name a few.

· Chapter 8, Strategies for Recruitment, includes information on Recruitment as well as Internships and Fellowships, including Private and Public Co-Ops.

· Chapter 9, Strategies for Organizational Preparedness, includes information on Succession Planning, Knowledge Transfer and Business Process Redesign.
The Guide concludes with additional resources"
· Chapter 10, Other Resources, includes the Checklist of Workforce Planning Activities, and a glossary.
I. Introduction to Workforce Planning

Workforce Planning (WFP) is a methodical process of analyzing the current workforce, identifying future workforce needs, establishing the gap between the present and future, and developing an action plan to address the talent gap.  The focus of the planning is three to five years into the future.  The annual cycle also includes implementing solutions identified in the Agency Action Plan, assessing progress and revising the action plan. 

Effective workforce planning ensures that "the right people with the right skills are in the right job at the right time” and that an organization has both the talent and institutional knowledge it needs to achieve its mission and strategic objectives.   

Strategic Workforce Planning 

The Workforce Planning initiative uses an approach that centers on a global view of anticipated agency changes within in the next three to five years and possible solutions to ensure the mission and/or strategic objectives of your agency are met with employees who possess the necessary critical skills.   This stands in contrast to a reactive approach, which focuses on replacement needs as positions are vacated (ongoing operational recruitment activities).  Strategic workforce planning includes consideration of workforce composition, turnover trends, and projected retirements, as well as anticipated changes in the skills and competencies needed and the availability of institutional knowledge.

Benefits of Workforce Planning 

Many benefits, both direct and indirect, result from workforce planning:  

· Having the right people in the right job with the right skills at the
right time  

· Increased opportunity to leverage proven strategies in use today within the Commonwealth, many of which are low or no cost
· The power of our collective voice to secure new and creative enterprise solutions
Alternatively, failure to do workforce planning can result in:

· The loss of institutional knowledge

· Decreased morale due to lengthy vacant position(s) and the shift of  workload to remaining, overextended employees 
· Negative impact on service delivery 
· Increased time to fill vacancies

· An applicant pool that becomes even leaner than it is today

The Difference between Workforce Planning and Succession Planning

The goal of workforce planning and succession planning is the same: putting the right people with the right skills in the right jobs, at the right time.  However, the difference between workforce and succession planning is distinct. 

Workforce planning focuses on the workforce at large (primarily staff-level jobs), and uses hiring forecasts and internal resource projections. 

Workforce planning requires:
· Understanding trends that will impact programs, customers, services, and regulations 

· Understanding how anticipated changes will impact job requirements and internal work activities

· Understanding labor-market demographics, talent resources, training needs and organizational preparedness readiness

· Examining hiring, recruitment plans and processes, orientation and onboarding plans

Succession planning supports workforce planning and assists management in tapping into the institutional knowledge that would be lost due to retirement and general attrition.  It focuses on leadership and skilled professional positions, and is a systematic approach to ensuring the availability of an internal candidate pool that is trained, experienced and ready to assume future leadership positions.  
Succession planning requires: 

· Identifying anticipated vacancies and backup resources for management and leadership

· Accurately assessing the interest and readiness of senior staff and mid-level managers to assume greater responsibility

· Assessing organizational culture and diversity

· Developing individualized training, professional development and mentoring opportunities to reduce gaps in skills and experience

· Identifying required support to ensure succession planning activities are workable while the incumbent is still in his or her current job

· Focusing on individual and team evolution to ensure a successful transition and performance in the new or expanded roles


Succession planning is a potential strategy agencies can use to address a projected talent gap, and is covered in Chapter 9.

Potential Obstacles and Challenges

Implementing workforce planning is not without challenges.  Members of your agency may not be aware of the increasing talent challenge facing the nation and the Commonwealth in the coming years.  Others may acknowledge the problem but don’t believe they have the time or the tools to address the problem.  Some may incorrectly believe that workforce planning is the job of the Human Resources (HR) unit as opposed to a business process that must be driven by agency leadership and managers. Operational challenges will likely make it challenging to dedicate resources for workforce planning.  

As with all major strategic initiatives, the extent to which your agency leadership is aware of and actively involved in championing workforce planning will be a key factor in the effectiveness of workforce planning efforts.  
Commonwealth Leadership and Stakeholders

Following the February 2014 announcement of the Workforce Planning Initiative by Glen Shor, Secretary of Administration and Finance, HRD worked collaboratively with its partners to identify the critical Commonwealth stakeholders and their roles.  These are summarized below. 
	Stakeholder
	Role

	Executive Office for Administration and Finance (ANF)
	· Champions of the Administration’s efforts

· Helps advocate for funding for recommended enterprise-wide solutions

	Human Resources Division (HRD)
	· Serves as Project Sponsor for the initiative

· Develops all materials and tools 

· Ensures executive communication

· Develops comprehensive Commonwealth Workforce Plan identifying common themes among Agency Action Plans

· Advocates for needed enterprise-wide tools requiring legislation, funding and/or collective bargaining

	Human Resources Advisory Council (HRAC)
	· Champions the need for workforce planning with Leadership

· Serves as an experienced partner to agencies developing a Workforce Plan 

· Approves Agency Workforce Plans before submission to HRD  

· Identifies common themes in Agency Action Plans

	Information Technology Division (ITD)
	· Collaborates with Secretariat Chief Information Officers to do an in-depth analysis of IT functions

· Develops an IT Workforce Plan for the Commonwealth

	Secretariat Chief Information Officer  (SCIO)
	· Conducts workforce planning for Secretariat specific IT functions

	Agency leadership
	· Ensures resources are dedicated for the completion of the Workforce Plan and Agency Action Plan 

· Provides input on strategic direction and operational challenges to agency Workforce Planning Teams

· Strives for and measures successful results 


Agency Roles in Workforce Planning
Engaging those in your agency who have a vested interest in workforce planning early and often is critical to the success of your Agency Workforce Plan.  Building internal awareness and interest, and relating the work to core business priorities is fundamental to understanding and accepting the business value of workforce planning.   

Workforce Planning Team
The key roles involved in the successful implementation of workforce planning include the Agency Champion, Human Resources Facilitator, Agency Diversity Officer and Function Manager.  The Secretariat Human Resources Director plays an important role in paving the way for a successful launch of workforce planning, and an ongoing role in monitoring the progress of workforce planning.  Following is a description of each role.

Secretariat Human Resources Director is responsible for selecting the HR Facilitator for an agency and collaborating with agency leadership to identify the Agency Champion.  They monitor the progress of agency workforce planning and provide feedback to agency Workforce Planning Teams.  The Secretariat HR Director is responsible for presenting the completed plans to the Cabinet Secretary for Secretariat approval. 

Agency Champion is responsible for collaborating with leadership and the HR Facilitator to identify the title(s), job(s) or function(s) on which the agency will focus.   The Agency Champion relays timely updates to leadership.  In addition, the Champion works to eliminate obstacles that may impede workforce planning and are responsible for appropriately allocating and organizing internal resources to ensure the successful adoption and completion of the implementation in the agency.

Characteristics of an effective Agency Champion include:

· The ability to demonstrate value, influence, and credibility with agency leadership

· Having access to senior management

· Possessing a wide breadth of knowledge and experience in the agency and across disciplines

Agency Human Resources (HR) Facilitator is responsible for the workforce planning process and works to ensure the most effective and efficient approach for completing the Agency Workforce Plan.  They also serve as a workforce planning subject matter expert (SME).    Their invaluable knowledge of recruitment, retention, skill needs, training resources, potential labor relations issues, and the depth of their analytical skills will ensure the feasibility of the Agency Action Plan.  

Agency Diversity Officer informs the Agency Workforce Plan by providing pertinent information from the agency Affirmative Action and Diversity plans.  The Diversity Officer collaborates with the HR Facilitator and Agency Champion to obtain strategic direction and identify operational challenges in the agency.  In addition, the Diversity Officer partners with the Function Manager and HR Facilitator to analyze the workforce to identify the priority function(s), selecting potential mitigating strategies and developing the Agency Action Plan.  

Function Manager oversees the function targeted for the current cycle of workforce planning efforts, and is responsible for leading the agency Workforce Planning Team in the analysis of the function’s workforce to select potential mitigating strategies, and to develop the Agency Action Plan.  The Function Manager is identified after leadership has selected the title, role or function that will be targeted.

Other agency staff may serve as consultants to the Workforce Planning Team as needed.

	Consulting Role
	Responsibility

	Agency Recruiting Manager
	· Provides information on effectiveness of current and previous recruitment approaches 

· Shares feedback from applicants on why they didn’t accept job

· Identifies expanded recruitment options with Diversity Officer

	Agency Labor Relations Manager
	· Guides the team on any solutions/remedies that require notifying or negotiating with applicable unions

· Contacts the HRD Office of Employee Relations to discuss any issues that arise

	Agency Training Manager
	· Perform skills assessments

· Recommends curriculum that will address skill gaps

	Subject Matter Expert (SME)
	· Provides insight into current or projected future challenges 

· Recruitment

· Retention

· Changing nature of job

· Impact of technological change

· Future skills needed 


Corresponding Questions on the Workforce Plan Template

1. What is your Secretariat? 

2. What is your Agency Name? 

3. Please list the name of each Workforce Planning Team member under the appropriate function/role.

- Agency Champion 

- Function Manager

- HR Facilitator 

- Diversity Officer 

- Other Team Members 

- Others who served as consultant

II. obtain strategic direction and identify workforce-related operational challenges

Strategic workforce planning is grounded in an informed anticipation of where an agency is headed as well as having an understanding of current workforce-related operational challenges.  At the beginning of the workforce planning cycle each year, the Workforce Planning Team will gather information from leadership and senior managers regarding strategic direction and operational challenges.  This information will guide the identification of titles, jobs or functions to be targeted in the Agency Action Plan.  

Use Agency Workforce Data

Each agency will receive a summary report with Executive Department and agency-specific aggregate information along multiple data dimensions.  The workforce data is extracted from HR/CMS, the official payroll system of the Commonwealth.  Agency Workforce Planning data points will include:

Demographics  
· Gender

· Minority Status

· Veteran Status

· Disability Status

Tenure 

· Average Age, Median Age, and distribution by generation age groups (i.e. Millennials, Baby Boomers, etc.)

· Turnover (the number of people who have left state service altogether)

· Retirement Eligible (based on age and years of service eligibility requirement)

· Retirement Likely (based on past state patterns on the average retiree)

Position 

· Number of Employees by Bargaining Unit 

· Most Populated Job Series (based on job titles)

Limitations of Data

The data provided is as accurate as the information in the payroll system. The Commonwealth supports a voluntary process of self-identification.  Some employees who are a minority, veteran, or a person with disability may not have self-identified.  If an employee has had a break in service the years of service may be inflated.  In addition, retirement eligibility (as determined by the State Board of Retirement) and retirement-likely data does not take into account employee service from other state or local retirement systems that are eligible for creditable service.  

While looking at past aggregate hiring, termination, and retirement trends, keep in mind that the past is not always a predictor of future trends.  The state of the economy, state budget, salary increases and other benefit enhancements will have a direct impact on our ability to attract and retain employees.

Meet with Leadership and Senior Management
After reviewing reference documents including the Agency and Secretariat Strategic Plans, agency priorities and objectives, the Secretariat IT Workforce Plan and the Agency Affirmative Action/Diversity Plan, the Workforce Planning Team should meet with agency leadership and senior management teams.   The information received will be included in Section 1 of the Workforce Plan.

QUESTIONS TO CONSIDER:
· What is the agency’s mission, strategic objectives and/or business priorities?

· Does the agency anticipate changes in your strategic objectives, agency priorities, programs and/or services? 

· Does the agency anticipate consolidating or reorganizing work units in your current location(s)?
· Does the agency anticipate closing or opening new locations?

· What functions will remain and which will change? Are there functions that will be absorbed elsewhere?
· Does the agency anticipate a staffing shortage, a surplus, or the right amount of staff?
· What new skills will the current workforce need to perform the work in the future?

· What new technology or budget constraints are anticipated and how will they impact the current workforce?

· What is the impact of number and location of your agency sites (facilities) and/or hours of work on recruitment and retention?
· How will anticipated changes impact the current workforce? Clients/customers?
· Are there opportunities to improve or enhance the diversity mix in the agency?
Corresponding Questions on the Workforce Plan Template

4. Does your agency anticipate agency mission, services, or operational changes in the next 3-5 years? 

5. Does your agency anticipate funding, legislative, or regulatory changes that will significantly impact the agency in the next 3-5 years? 

6. Does your agency plan to consolidate, close, or open new agency locations in the next 3-5 years? 

7. Based on efforts to improve service delivery and current business trends, what skills will be needed in the future that the current workforce does not have today? 

8. Are there any occupational short or long term workforce trends that are likely to impact your ability to recruit and/or retain employees? 

Identify Workforce Planning Targets 
Given the limited time and resources, comprehensive agency-wide workforce planning is likely an unrealistic goal.  HRD encourages an incremental approach to workforce planning, beginning with one or more titles, jobs or functions with the most critical talent gaps.  In future years, the targets should be expanded to include additional functions.  Key criteria to consider when selecting functions to prioritize include the criticality of the role, impact of the function to operations, diversity and associated recruitment, retention, or skill development challenges for the function.

Workforce analysis is the foundation of a well-developed workforce plan, and will determine the selection of a workforce planning target.  Workforce analysis considers such information as job functions, skills, experience, retirement eligibility, diversity, turnover rates, education, and trend data. 

QUESTIONS TO CONSIDER:
Recruitment
· Is there a market shortage of a particular skill?

· Is there a market shortage of diverse talent to recruit for key positions at all levels?

· Is there increased competition or difficulty in attracting applicants in New England? Massachusetts?  The region? 

· Which titles have had low application rates for previous postings?  Which titles have consistently required re-postings in order to successfully fill the position?

· Which functions have had vacancies that have gone unfilled for extended periods of time?

· Which functions, if any, have required overtime in order to provide coverage for vacancies?

Retention
· Are the number of retirement eligible and retirement likely employees in the agency above average?  Which functions have the highest numbers?
· Is the agency experiencing high turnover? Which functions have the highest turnover?
· Is the turnover solely due to retirement or other factors in the organization?
Skill Development
· Is there a need for specialized skills? 

· Does the agency anticipate new skill requirements in any titles, jobs, or functions? 
· Is the agency prepared (budget, competent and capable resources) to reskill or upgrade the skills of the incumbent workforce?
Organizational Preparedness
· What is the impact of ramp-up time for employees to be fully functional? 

· Has the recruitment cycle to fill open position(s) become elongated?

· What has been the impact of vacant position(s) on the workload of remaining employees who have to assume the duties until the position is filled? 
Corresponding Questions on the Workforce Plan Template

9. In light of the agency’s business-related trends and current budget projections, identify the top three to five titles, jobs or functions that raise concern regarding a potential talent gap. 

10. Please identify the title, job, or function that will be the primary focus of the Workforce Action Plan. 

11. Please indicate classification(s) of role.

12. Explain the direct business impact of not having the staff and skills the agency need in this role in the next 3-5 years. Detail any other consequences of not addressing the issues now. 

13. Identify the drivers that create a retention challenge for this function in relation to the existing workforce.  

14. Identify the drivers that create a skill development challenge for this function in relation to the existing and future workforce.

15. Which of the following drivers (if any) create a recruitment challenge for this role? Specialized skills are required, experience level needed in minimum entrance requirements, difficulty attracting candidates, competition with federal and municipal agencies for this talent, etc.
III. Assess the Talent Gap
Once a priority function has been identified, the Agency Champion will meet with leadership to identify a manager of that function who will join the Workforce Planning Team.  The Function Manager will lead the work to establish the talent gap resulting from a disparity between the numbers, composition and skills of the current workforce and those needed for the future workforce.  
Analyze the Current Workforce

The three sources of information that should be used to analyze the current workforce are outlined below:  
Review Workforce Data for Selected Title, Job, or Function

Each agency will be provided a report detailing information for each employee in the agency.  The report will include demographic information, age, years of service, title, functional title, location, position type, supervisor name, and several other data fields. To delve into the selected title, compare data for the selected function to the aggregate agency and Executive Department numbers provided in the summary Agency Workforce Planning Data report discussed earlier.  Additional information that can more easily be considered once a function has been targeted includes an analysis of turnover (voluntary vs involuntary), transfers to other state agencies (not included in turnover numbers), and the number of new hires in recent years for that job function.

Review Internal Agency Data/Information
In addition to the data provided by HRD, the HR Facilitator will be able to provide additional information that resides with the agency.  Examples of data to research include:

Vacancies

· Average number of resumes received for the title
· Number of candidates selected for interviews from the applicant pool

· Information on time to fill for previous postings
· For difficult to fill jobs, reasons finalists provide for not accepting an offer or withdrawing their application

· Total overtime for a function and a “guesstimate” of what portion of this amount can be attributed to coverage for vacancies

Turnover

· Turnover rate

· Turnover rate variation across elements of diversity (generation, minority status, gender)

· Reason for turnover (retirement, transfer, poor performance, other)

In some cases, quantifiable data will not be available for information you are seeking.  In these cases, anecdotal feedback from those directly involved in the hiring or exit process will be helpful.  
Review Job Descriptions

Review the current position descriptions for bargaining unit titles and Management Questionnaires (MQ) for management titles, as well as the most recent EPRS or online performance evaluation (ACES) forms which may more accurately reflect current job duties/responsibilities.  The last Commonwealth Employment Opportunity (CEO) posting for the role will also be an informative resource.  Determine if these documents accurately reflect current job duties and the skills required for proficient full performance in the role.  
After these sources of information have been reviewed, the team can proceed with an analysis of the current workforce.

QUESTIONS TO CONSIDER:
· Do any variances or irregularities surface for the selected function in terms of age, minority status, length of service, generation group distribution, job title retirement likely or eligibility?  

· Are the employees in the selected function concentrated in one or two work locations or spread across the state?

· Are there any age groups or job levels that experience more significant turnover than others?

· Are there observable recruitment challenges and patterns?

· What skill gaps exist in the current workforce?

· What is the overall demographic composition of workforce in the identified function, overall and in the management levels i.e., diversity, gender, veteran status and disability status?

Corresponding Questions on the Workforce Plan Template

16. What number and percentage of the agency's total workforce does this Title, Job, or Function represent? 

17. Do other state agencies use a similar Title, Job, or Function? 

18. Are there any diversity concerns with respect to the current composition of your workforce for this Title, Job, or Function?

19. Are there multigenerational concerns regarding the composition of your current workforce and pending retirements?

20. Identify any concerns in terms of turnover trends over the last few years.
21. What number and percentage of the incumbents in the Title, Job, or Function is retirement eligible? 

22. What number and percentage of the incumbents in the Title, Job, or Function is "retirement likely"? 

Identify Future Workforce Needs

Once Workforce Planning Team has analyzed the current workforce, the next step is to project future workforce needs.  Discuss your agency’s knowledge of recent and anticipated occupational trends (i.e. reduced paperwork and more online entries).  Consider augmenting this with information from the United States Department of Labor’s occupational projections for the next 20 years (www.bls.gov).  The job role may be in high demand in the near future (i.e. labor shortage) as applicants drop or the number of graduates in the field cannot keep pace with extraordinary growth in the field.   Keep these trends in mind as you consider the recruitment, retention, and skill development questions in the workforce planning template.
QUESTIONS TO CONSIDER:
Based on occupational trends and agency plans:

· What changes in job duties and/or technology are expected in the next three to five years?
· How many employees will be needed in the next three to five years?  In what locations?

· What new or different required skills will be needed in the next three to five years?
Establish the Talent Gap 
Based on current staffing and projected future staffing needs, establish the talent gaps.
QUESTIONS TO CONSIDER:
· Based on current and projected retention, retirement and recruitment trends, does the agency anticipate a challenge in having either the needed number or representational diversity of employees to fill the function?  
· What type of training will need to be offered to prepare current employees to meet the more advanced demands of their evolving role?

· Are current employees capable of developing these skills?
· Is there a concern that critical institutional knowledge will be lost?
Corresponding Questions on the Workforce Plan Template

23. Identify the talent gap in terms of number of staff needed, and/or the composition of the staff needed, in this Title, Job or Function in the next 3 – 5 years.

24. Identify the projected skill development needs for existing staff in this Title, Job or Function in the next 3 – 5 years.

25. Identify the organizational challenge in terms of availability of institutional knowledge in the next 3 – 5 years.
IV. Select Potential Mitigating Strategies and Develop an Agency Action Plan

Once the talent gap has been established, the next step is to select strategies that will mitigate areas of vulnerability.  A comprehensive plan considers strategies that are both within the control of the agency as well as larger systemic strategies that may require legislative or collective bargaining action.  Both should be identified in your Workforce Plan.  In addition, Agency Action Plans should be designed using a mixed portfolio approach of short, medium, and long-term objectives and activities.  
Chapters 6 - 9 include a wide variety of recruitment, retention, skill development, and organizational preparedness strategies.  These four chapters provide a solution toolkit comprising program definitions, key elements for successful implementation, and “bright spots” which highlight innovative and effective programs in the Commonwealth or other organizations.  In addition the chapters outline steps to get a program launched and a list of helpful resources that will promote a successful program.  Give full consideration to these options, realizing some approaches may be appropriate to include in this Agency Action Plan while other options may be feasible in a future phase of workforce planning.  

Identify Strategies Within the Control of the Agency

When considering the approach your agency will take to address potential talent gaps, consider a variety of approaches.  Section 4 of the Workforce Plan Template includes many options within the control of the agency.  Some solutions will not address specific workforce needs or may not mesh with your agency’s culture.  Some of the strategies are free or low-cost while others require investment of time and/or funding.  
Please remember that some of the strategies may have a legal or collective bargaining impact.  We recommend you check with the agency labor relations and legal departments before developing and implementing any strategies to ensure there are no caveats or barriers. 
QUESTIONS TO CONSIDER:
Is the agency able to support developing the skills of current staff?  If no, how will the agency address this need?

Does the agency anticipate reskilling or up skilling initiatives to fill anticipated talent gaps, if necessary?

Corresponding Questions on the Workforce Plan Template

26. Following are strategies and tools to facilitate successful recruitment. Select from list including, but not limited to, leverage use of social media to recruit, diversify your recruitment sources, participate in or host career fairs, etc.
27. Following are strategies and tools to facilitate successful retention. Select from list including, but not limited to, establish or bolster current new employee orientation and onboarding process, promote participation in tuition remission program, establish a mentoring program, etc.
28. Following are strategies and tools to facilitate skill development. Select from list including, but not limited to, implement cross-training efforts across and within work teams, implement a coaching training program, implement a job rotation program, etc.
29. Following are strategies to facilitate organizational preparedness. Select from list including, but not limited to, document institutional knowledge, implement a succession planning program, etc.
Identify Strategies Outside the Immediate Control of the Agency  

In some cases, mitigating talent gaps will require strategies that are outside the immediate control of the agency, such as actions that require legislative change or collective bargaining.  Identifying these needs in the Workforce Plans enables HRD, the Secretary for Administrative and Finance, and other Commonwealth stakeholders to make well documented recommendations and effectively advocate for enterprise-wide reform with a united and powerful voice.   Please identify these strategies in the Workforce Plan.

Corresponding Questions on the Workforce Plan Template

30. Following are a list of additional potential remedies that are not within an agency's control or which may require collective bargaining or change in law or regulations.  Please rate your interest in the potential remedies

31. Does your agency have additional enterprise solutions or strategies you would recommend the Commonwealth explore and/or develop?

Identify Expected Results and Measures to Assess Progress

Before beginning to develop the Agency Action Plan, it is important to establish what your agency hopes to accomplish and how you will evaluate progress.  For example, a goal may be to increase the appropriateness of the applicant pool or to reduce turnover, and the measure might be the percent of applicants who meet both required and preferred entrance requirements, or a decrease in the turnover rate.  Other examples include:

· If retention of new employees is your agency’s workforce planning challenge, measuring new employee performance and competencies during the first year and turnover rates will help assess if the Agency Action Plan activities have helped remediate the problem.

· If a loss of institutional knowledge is of concern, the agency may seek to formalize knowledge transfer for a well-defined set of functions.  The agency can measure the success of the Agency Action Plan by the number of policies/processes documented and the number of employees cross-trained in a function. 

· In cases where skill development is the priority area, your goal may be to develop the skills of an identified percent of the workforce, which may be measured through training participation rates and a self-assessment of the skill level of employees before and after training.

In some cases quantifiable data will not be available to assess goal attainment.  In these cases, anecdotal feedback can be used to measure the impact of the workforce planning activity.  Examples of this type of feedback include agency satisfaction levels, employee morale, improved or new services offered, benefits to internal and external customers, collaboration among work units on the Agency Action Plan, and increased awareness of importance of workforce planning as evidenced by the term becoming part of everyday agency language.
Corresponding Questions on the Workforce Plan Template

32. What will you be trying to accomplish with your Agency Action Plan?

33. Describe the metrics that will be used to evaluate the success of your strategies for addressing the talent gap for this Title, Job, or Function.

Develop your Agency Action Plan

Once your Workforce Planning Team has selected potential strategies that will mitigate the talent gap, you are ready to develop your Agency Action Plan, with a focus on strategies that are within the control of your Agency.  

Begin by identifying the major activities that will enable your Agency to accomplish its goals.  In addition to the strategies listed in Section 4 of the Workforce Plan Template, Chapters 6 – 9 of this Guide provide a more detailed description of effective strategies.  Review strategies related to your talent gap; the chapters provide information that will be useful in creating your Agency Action Plan.  Include a portfolio of short, medium and long term activities that will result in early progress as your work towards more robust outcomes that require more time to realize.
Once you have identified actions and programs that will meet the agency’s needs, document them in the Agency Action Plan.  The Agency Action Plan should include at least five major activities.  Each activity will include: 

· An objective which should be SMART; 1) Specific – there should be some level of detail provided instead of a generic description.  For example instead of having your activity be “offer a training program”, you could include “offer a one week classroom based project management course for new managers.” 2) Measurable – include metrics that will reflect whether the activity has been successful 3) Achievable – given the available resources and other agency priorities include activities which are feasible to successfully accomplish in the desired timeframe 4) Realistic/Relevant – ensure the activities will directly address the priority workforce issues you have identified and are realistic given current or obtainable resources and  5) Time-bound – the objective and milestones should include specific deadlines 

· A targeted completion date – this is the date an objective is expected to be accomplished.  Date should be periodically reviewed if circumstances require the date to be moved earlier or later

· Intermediate milestones – the use of milestones enables the team to break down an objective into several more manageable pieces while staying on schedule for the targeted completion date.  Milestones may be deliverables or actions 

· Measures of success – Include quantitative (i.e., data that can be measured) or qualitative (i.e. data that can be observed but not measured) metrics so you can track success on an objective.  Metrics within an activity refer to measuring the progress on the individual objective rather than on the measures you identified earlier for goals to be achieved through entire Agency Action Plan

· Contingencies – include dependencies such as funding, staffing, change in law, or new regulations that need to be present in order for the planned activity to take place

 QUESTIONS TO CONSIDER:
· Is the agency plan realistic?  Strongly consider the impact of solutions that require legislative change, significant funding, or collective bargaining on the Agency Action plan.  Solutions such as these could stall progress toward resolving agency workforce issues.

· Does the agency plan include a mixed portfolio of solutions that will result in quick wins as well as solutions that may take more time to yield substantial results?  
· Are all relevant parties including leadership and the Agency Champion involved in developing and approving plan?
· Have identified roadblocks to the Agency Action Plan been documented?
· Have legal and labor relations implications been addressed? 
· Has the CFO been advised of solutions that require funding to be included in the October spending plan for following fiscal year’s budget?
· Has the Diversity Officer confirmed that the actions in Agency Action Plan are consistent with the goals in the Affirmative Action Plan?
· Have Form 30’s and Management Questionnaires (MQ’s) been updated? 
Corresponding Questions on the Workforce Plan Template

35. Describe the specific activities your agency will implement to enhance recruitment, retention, skill development, and/or organizational preparedness. Next, list the time bound milestone(s) you will used to mark progress in your action plan. Following the milestones list the measure you will use to evaluate the success of your plan. Include specific quantitative and qualitative measures. Ensure you list any contingencies or internal or external dependencies (if any) for success. 

     Agency Activity #1 - Identify an objective in your Agency Action Plan.  Please ensure the objective is written using the SMART approach specific, measurable, achievable, relevant, and time bound. 

•  Objective 

•  Targeted completion date 

•  Intermediate milestones 

•  Measures of success 

•  Contingencies (if any)

36. Agency Activity #2 

37. Agency Activity #3 

38. Agency Activity #4 

39. Agency Activity #5 

40. List the measures you will use to evaluate the overall success of your Agency Action Plan, including specific quantitative or qualitative metrics and the threshold for defining success. 

•  #1 Metric definition 

•  #1 Metric target 

41. Explain in detail how this Workforce Action Plan supports your affirmative action and/or diversity plan.  

Debrief from the Workforce Planning Process
Once the plan has been reviewed and approved, take some time to reconvene the Workforce Planning Team to do a “post-mortem” analysis while the experience is fresh in their minds.  For any major initiative within workforce planning, we recommend you convene a lessons learned meeting.  This is an opportunity for the Agency Champion, Function Manager, HR Facilitator, Diversity Officer, and other team members to discuss what worked, what would they do differently, how they would approach workforce planning in the future, etc.  This debriefing should occur close to the time the work activities have been implemented so the input is accurate.
V. implement and Monitor the Agency Workforce Plan

Once the Agency Workforce Plan and Action Plan have been developed and approved by leadership, work begins on implementation of the Action Plan.  

Develop a Project Plan
Working with the Agency Champion and Function Manager(s), identify the workgroups and membership needed to accomplish objectives identified in the Agency Action Plan, identifying a team lead for each workgroup.  Launch the workgroups with a meeting that provides the background regarding the talent gap and the Action Plan designed to mitigate the gap.  The team lead will lead the workgroup through development of a project plan to accomplish needed activities and assess progress along the way.   If there are contingencies such as securing funding or staffing or getting the green light on any legal or labor relation issues, develop a contingency plan on how progress can be made in the interim, until resources are available and/or approval to proceed has been received.  Establishing a regular meeting schedule will ensure ongoing work is completed on time and the team is moving toward achieving Plan objectives.

Determine Impact of Anticipated Change(s)

If your Agency Action Plan includes objectives relating to skill development, retention or organizational preparedness, the potential impact on existing employees must be evaluated.  Seek input from stakeholders as needed when conducting this assessment, including the Agency Champion, Agency leadership, Labor Relations staff, HRD and others as needed. The results of this assessment will feed into the development of a change management plan, including communication, training, policy development and revision, and other activities as necessary to support the successful implementation of new programs and/or changes being implemented to support the Agency Action Plan.  The change management plan should be incorporated into the overall project plan.

Implement the Project Plan 
To facilitate success:

· Reconvene the workgroup periodically to monitor progress in relation to measures of success, as well as to review interim data on the metrics used to evaluate overall success of the Agency Action Plan.  Adjust the project plan as needed.
· Provide regular progress reports or status updates to leadership 

· Encourage networking with other Executive Department agencies and with control agencies, to learn about the successes of other agencies implementing similar initiatives 

· Encourage leadership to support or require linkage between implementation of the Agency Action Plan and the annual Performance Planning and Evaluation Process (ACES) as appropriate, by encouraging managers to develop an individual objective on their ACES form.

· As part of your agency’s participation in MassResults, include workforce planning as a strategic objective.  Workforce planning outcomes and accomplishments should be included on a scorecard in the annual performance report
· Share your agency’s innovative ideas and programs with the Human Resources Division and other Executive Department agencies.  
Revise and Expand the Workforce Plan

Workforce planning is an annual process that includes the following activities:

· Reassessment of the agency’s strategic direction and workforce-related operational challenges 
· Identification of additional functions to target for workforce planning
· Development of a new Agency Action Plan for newly targeted functions
· Revision of the previous Workforce Plan and Agency Action Plan based on progress to date
This process should benefit from lessons learned from the Workforce Planning Team from the previous cycle (see section Debrief from the Workforce Planning Process).  In addition, as the annual cycle comes to a close, obtain feedback from the original Workforce Planning Team as well as the workgroup(s) responsible for implementing the project plans supporting the Agency Action Plan. 

QUESTIONS TO CONSIDER:
· Have assumptions (forecast on agency goals and occupational trends) changed?

· What changes need to be made?

· What still needs to be done?  

· Do any of those things that didn’t go well need to be redone? 

· Have the conditions changed so that the strategies need to be revisited?

· Is there a need to modify the action items? 

· Are the assumptions of the demand and supply models still valid?

· What other job functions should be considered for the next round of workforce planning?

· Have there been changes in the workforce that would cause the strategies to need revision? 

VI. Solution Toolkit: Strategies for Skill Development

Cross Training and Job Rotation

“Across the country, cross training is helping governments maintain a high level of service delivery with fewer staff and resources.” 

Governing magazine, A Cross-Training Rundown, Heather Kerrigan

Overview

Cross Training

Cross training is teaching an employee hired to perform one job function the skills required to perform other job functions.  With the increasing demand of having to do more with less, it has been found that employees involved in cross training not only become skilled at tasks outside the parameters of their job, they become greater assets for the organization while gaining knowledge and skills that personally benefit them. In addition to increased workforce flexibility, lower turnover and higher skill sets, cross training has helped employees see the big picture and become happier at work. (HRM, SkinnyOhio.org)

Cross training often results within the unit in which an employee works.  It typically consists of an employee being trained to do a new duty/task not previously learned.  Training is usually done by a co-worker or a supervisor who has performed the duty and possesses the skill set required to do the task.  Cross training provides staff with a broader view and knowledge of unit responsibilities and affords them an opportunity to develop skills for future advancement.  Cross training often prevents stagnation of very rote duties.  

Job Rotation

Job rotation is the assignment of new responsibilities to the employee, typically outside of the employee’s job description and maybe their primary work unit.  Job rotation can be used as a positive learning mechanism to afford employees an opportunity to expand their knowledge and to develop new skill sets.     

Difference between Cross Training and Job Rotation

Cross training or job rotation, is the assignment of an employee to learn new duties or a new role.  The distinction is cross training may occur within the same unit where an employee assumes a new duty or duties to expand their unit knowledge base.  The training or learning of new assignments is far less apparent often because this is no change in the employee’s work location or unit.  Job rotation often places an employee in a new unit or new role for a defined period of time to assume a new job fully.  With job rotation, the employee's role is different since the rotation may be into a new unit and work location.   Some sources state that job rotation is a more sophisticated form of cross-training which usually involves extended periods (form one month to six months).  

Benefits of Cross Training and Job Rotation

When cross-training is done right, there are benefits for both employers and employees. The cross-trained employee knows more, can do more, and becomes potentially better positioned for a promotion or a lateral move.  Both cross-training and job rotation create a team of workers who are more knowledgeable, can easily replace each other when needed and who gain new confidence regarding their professional expertise.  The two techniques lead to great motivation throughout an organization. 

There are many good reasons to do it right and make it part of an overall employee development program:

· It provides staffing flexibility when an employee is absent for a planned vacation, emergency or after a position is vacated. When cross-trained employees step in and fulfill open job responsibilities, you don't have to spend money on temporary staff.  

· Employees gain an understanding of the connections between departments and tasks to run the business. As a result, they are better able to answer customer questions and effectively handle problems that come up.

· Problems and suggestions for improvement may be identified when a different person performs a task.

· Employees feel valued because the employer is investing time and resources in their development.

· Candidates for higher level jobs may be identified during the process.

Elements of a Successful Solution
Creating a Vision for Cross Training and Job Rotation

When developing a cross-training or job rotation program, there are a number of decisions that need to be made before the program begins.  A successful training program should have full support and buy-in from top management.  It is critical to communicate the challenge of workforce planning to all stakeholders and clearly convey goals, expectations, and reasons for creating these programs. Employees should be included in planning the cross-training and job rotation program and asked for their feedback to understand the potential benefits to the whole organization. A poorly implemented program can result in resentment from employees who feel they’re assuming more responsibility without recognition, and/or decreased morale from those employees who feel their jobs may be in jeopardy. 

Some of the key factors when planning the cross-training or job rotation program are:

· Eligibility requirements (whether the training will be voluntary or mandatory)

· How the training will be administered (internally or externally)

· If the training will be restricted within job classifications

· The accommodations necessary to give cross-trained employees the time needed to absorb and practice their new skills

Commonwealth Bright Spots
Engineering Fellow Cross Training Program (Massachusetts Department of Transportation – Highway Division)

The Highway Engineer Fellow Cross Training Program is a two-year rotational program for identified Engineer Fellows.  In preparing for succession planning the program provides exposure to the core goals & values of MassDOT.   The program was developed in 2013 as a result of the 2009 Transportation Reform Legislation.  Engineer Fellows begin the program at the Boston executive office site and then are assigned to a District Office under the direction of a District Highway Director. During the two years, Engineer Fellows rotate and gain knowledge through departments and sections within a District, such as:  Construction, Design & Engineering, Operations & Maintenance, and Project Controls & Performance Oversight.  Fellows benefit from the cross training and have a better understanding of all facets of engineering.   Individual departments benefit with additional resources. 2014 marks the first year of a two year program.  Evaluation of the program has not yet been done.

US Air Force Rivet Work Force Program

The Rivet Work Force Program (RWF), incorporated in 1987, was designed to create a more flexible, survivable, and mobile workforce to more effectively support Air Force needs across the full spectrum of possible conflicts.  The Air Force initiative’s focus was to reduce and consolidate the number of aircraft maintenance Air Force Specialty Codes (AFSCs) [employee classifications] required to support a weapons system (such as the F-15 aircraft program).   

A cross training plan was developed for the squadrons and core tasks were identified for retraining aircraft maintenance technicians, engine, and hydraulics specialists. Trainees were given one year to complete their new on-the-job training and at that time the former airframe power plant general (APG) and the aircraft specialist flights were disbanded with all maintenance personnel consolidated into the newly formed Mechanical Flight.

RWF progress was tracked in each individual’s Air Force training records and each task assigned required a start date and completion date that were initialed by both the trainee and their supervisor.  The trainees were required to pass a practical evaluation administered by their supervisor on the tasks completed before they were certified in their training records to perform this work without supervision. Trainees were also evaluated by quality assurance (QA) when they were performing random over the shoulder inspections on the flight line. If they failed a QA evaluation, they were retrained in that area as any other mechanic would be and recertified by their supervisors. 

While no formal evaluation methods have been used to document the success of the program, the ability to have each mechanic fully qualified in multiple areas has resulted in a more mobile workforce with higher productivity levels.  Overall, the program has inspired an increased camaraderie and teamwork and has been deemed a success.

Getting Started
Cross Training and Job Rotation Program Implementation Team 

Agency Leadership – Leadership, support and clear communication from the top is essential for the success of the cross-training or job rotation program.  All levels of leadership engagement are needed to ensure everyone in the office knows and understands the goals, expectations, and reasons for implementing the program. 

Human Resources - HR is responsible for overseeing the development and implementation of the program, including, assisting management in the identification of cross-training opportunities, writing job descriptions, and matching employees with similar skill sets to participate in such programs.

Department Stakeholders – Sponsoring departments who have identified the need for within their departments will work with HR to develop a work plan for cross training/job rotation.

Employees – Employees participating in the program will collaborate with department stakeholders to identify skills required of their jobs.  

Steps for Implementing a Cross Training and Job Rotation Program

· Address the areas of greatest need:  Each department should draw up a list of functions and tasks that are necessary for its day-to-day operations, and then prioritize those tasks to determine which opportunities will be included in the cross-training and job rotation program. Any skills, knowledge or abilities which are prerequisites for placement in training should be described.  

· Make matches carefully:  Identify who has the required knowledge that needs to be transferred (these are your subject matter experts).   Carefully screen candidates who demonstrate the attributes, skills and organizational commitment to make the investment in the program worthwhile.  Have employees to review the list of functions and tasks to be performed to identify the functions/tasks the employee already knows how to do and those they would like to learn.  Finally, match employees to the various tasks that need cross training or job rotation coverage.

· Develop Timelines and Schedule for Training:  Once you’ve selected the candidates for cross-training or job rotation, develop a realistic timeline and schedule.  It is also beneficial to conduct a cross-training orientation session. An orientation checklist may be used to help the supervisor introduce the trainee to their new area or work and to confirm the conditions of the training program. Make any logistical arrangements required for the training. Implement short self-paced training that the employees can incorporate into their work schedule with minimal disruption.  Schedule employees for any mandatory or job specific formal classroom training required for the assigned task/function.  Allow employees the chance to make mistakes in a safe learning environment where the only repercussion of their mistakes is to correct them. It is also valuable to allow your employees to practice what they’ve learned within a few days of the training session, while the information is still fresh in their mind. You want to ensure they can retain these skills for the long term. 

· Track Progress and Maintain a Database of Participants:  It’s important to document the training covered in each session to track the employee’s progress. Real-time, constructive feedback should always be provided to the trainees for the tasks completed.  At the midpoint of the training, the supervisor and trainee should complete a cross-training progress report together and submit it to the HRD Training and Development Office.  It is also beneficial to maintain a database of cross-trained personnel for future reference in case they are needed.

Evaluate outcomes

It is very important to set realistic expectations when developing the program goals. Employees being cross-trained may never be as competent in a new role as the individuals who trained them. Also recognize that cross-training will take time and can be completed successfully in just a day or two. Typical sessions can take a few hours each day or perhaps months.  Ask participants for their feedback about the program, both during and after a series of sessions. Validate that those providing the training and those being training are given sufficient time and support.  
Potential pitfalls and considerations

A poorly implemented program can result in less productivity, dissatisfied customers and possibly even costly mistakes.  Other potential effects include:

· Decreased morale-if employees feel that they are in jeopardy of losing their jobs.

· Resentment-if employees feel that they are assuming more responsibility for the same pay.

· Confusion-if employees lose sight of their primary responsibilities.

· Loss of specialized knowledge-if employees spend all of their time learning a little bit about everything.

Union Implications
It is critical to have union participation in this process to ensure a smooth implementation.  Specific language may need to be drafted to address issues surrounding: compensation; promotional opportunities; selection; and duration of the assignment.  Your agency’s labor relations unit and/or the Office of Employee Relations will work with you in the development of the core requirements and its roll-out with the affected unions.

Resources/References
· “The Pros and Cons of Cross Training Employees,”
 

· “How cross-training can benefit your team,” Robert Half International, 2011,
  
· “Cross Training,”
 
· Ohio Human Resources
  

· Cross training
  

· “Cross Training in Business”
 

· “Kicking up cross training:  cross training can be a key component in developing your employees and your organization,”  HR Magazine (2008)
 

· Individual Learning Strategies
  
· “How to Implement Employee Cross-Training Techniques “ by Tara Duggan, E-How Contributor

On the Job Training (OJT)

Overview

On-the-job-training (OJT) is training that takes place within the work place and involves a hands-on approach. The goal of OJT is to teach knowledge and skills necessary to meet the expectations of a specific job. Often OJT occurs as the employee performs actual work but can be flexible to accommodate the needs of all parties involved in the process. It is most effective when a structured versus a “follow someone around” approach is used. 
Elements of a Successful Solution

A successful OJT program includes all or most of the following components:

· A structure and goal oriented plan developed with the end goal in mind.  The training delivery method should be standardized and consistent throughout the organization.

· An OJT champion who actively promotes the program in your organization.  The champion is a proponent of the benefits of the program.

· An environment that promotes knowledge sharing combined with well-defined professional roles boundaries of the individuals at work, dramatically enhances the effectiveness of OJT.  Leveraging knowledge is possible only when the people value building on each other’s ideas and sharing their insights.  The culture of an organization influences behavior, decision making, and the organization’s approach to customers.  

· Prepared OJT material and resources focused on the job and its duties.

· A knowledgeable, experienced and capable coach who possessed the core knowledge in the subject matter being delivered.

· A method to monitor progress to the goal.  Gathering feedback and evaluating the progress of OJT provides an opportunity to make adjustments and avoid pitfalls.

Commonwealth Bright Spots
Information Technology Division (ITD) CommonHelp Service Desk

ITD CommonHelp successfully implements OJT structured approach.  CommonHelp management defines clear roles and goals, sets reasonable timeframe, aligns the goals with the agency mission to provide measurable service, and creates an environment of continued support and learning.

Resources
Improving On-the-job Training and Coaching By Karen Lawson (Book)

Effective Goal Setting and Follow-Through Training (Course by MassHR)

CDC Coaching Skills for On the Job training

Coaching, Evaluating and Delivering Constructive Feedback - Learning Series

Creating a Knowledge sharing culture

On the Job Training Video (classic)

Disadvantages of on the Job Training by Kenneth Andrews

Getting Started

To ensure successful OJT, agencies must determine the goals and expected outcomes, who will deliver the training, what subjects will be covered and the duration of the training. OJT is very effective when a new procedure, policy, or technology is being introduced. 
Guidelines for Developing a Successful On-the-Job Training Program:

1. Determine the goals and outcomes

Setting a realistic timeline helps to focus the employee on the acquisition of knowledge, and helps him or her organize time and resources to achieve the learning goal.  The goals should be SMART (Specific, Measurable, Attainable, Relevant and Time-bound).

2. Determine who will be delivering the training

The person providing the on the job training should be a subject matter expert with core experience or knowledge in the subject that is being delivered.  It is important to understand that OJT is a time commitment for the coach/trainer and existing responsibilities will need to be reevaluated. 

When selecting a coach/train deliver consider the following:

· Take into account existing team dynamics, the coach/trainer’s ability to handle confidential or sensitive information, their enthusiasm and willingness to teach, and their ability to be flexible.    Sincerity and honestly are also important qualities in a coach/trainer.  

· Take into account the coach/trainer’s time and existing responsibilities.  Daily responsibilities may need to be shifted to another employee for the duration of the OJT.  

· Clearly communicate the expectations of the coach/trainer to the person being considered.  Explain the terms of commitment in light of current work responsibilities.

· During the OJT process, recognize the coach/trainer for their extra efforts.  

3. Identify the subject(s) and support materials that will be covered in the OJT Plan
· Identify topics/functions/tasks to be covered 

· Confirm the topics/functions/tasks the employee already knows

· Establish learning goals and expected outcomes for the identified topics/functions/tasks
· Collaborate with subject matter experts, other OJT coach/trainers and supervisors, as appropriate to develop training materials
· Training support materials should be reviewed periodically to ensure that the content is relevant and current with organization processes and procedures.  

4. Set duration of the training

· The duration of the training must be realistic and must be determined by the goals to be achieved.  A clearly defined training timeline will set realistic expectations of the time commitment to the training for both the coach/trainer and employee receiving the OJT.  

· At the end of the set duration, the knowledge transferred should be evaluated to determine if the OJT should be extended.    

Potential pitfalls and considerations

· Not having a clear set of goals

Without SMART goals it is difficult to measure the success of the knowledge transfer and or skill development 

· Unpreparedness

Being unprepared for OJT have a negative effect.  Unpreparedness could be interpreted as not knowing how to do the job or not caring to do the job.  It may also push the student to make their own, and sometimes wrong, conclusions on how things ought to be done

· Unclear expectations

Both the coach/trainer and the employee engaged in an OJT plan must know and understand the expected level of commitment to the plan as well as the expected outcomes of the plan

· Training material and duties must be title-appropriate

Avoid creating and delivering training outside the scope of the job duty.  By including the proper team in the creation of the material, you can ensure that the training stays focused on the job duties

Change Management/Communications/Readiness

· Consider the impact on the work environment, coaches/trainers, other employees and customers.

· Involve employees, don’t impose on employees.

· Communicate clear guidelines and expectations.

· Anticipate errors and be ready to correct them.

· Select and prepare OJT Trainers/Coaches.

· Work with supervisors for successful implementation.

· Monitor progress and make necessary adjustments

· Assist the coach/trainer to be ready and capable to do the training and tend to daily responsibilities

VII. Solutions Toolkit: Strategies for Recruitment 
Internships/Fellowships 

Overview

Internships can be a “value added” resource in workforce planning.  According to a 2012 Internship.Com survey “there was a 36 percent increase in the number of companies that launched internship programs in the past year.” “Combining this dramatic growth with an 85 percent employer satisfaction rate proves that internships have evolved into a premier recruiting tool. “ 

Also, according to a 2013 student survey conducted by the National Association of Colleges and Employers (NACE), students who participated in internships felt that they had a distinct advantage over their counterparts who did not participant in internships. Of those students who participated most did so to obtain work experience, improve knowledge and skills, and/or to make connections and network with other professionals.  Internships allow organizations to build a pipeline of bright students for entry-level positions.  In very competitive fields, that can be a real advantage.  

Fellowships similar to internships, can also be a “value added” resource in creating talent pipelines for workforce planning.   In the public sector, fellowships are opportunities for students to gain practical experience and develop leadership skills in their chosen field of study.  The White House Fellows Programs is one of America’s most prestigious programs for leadership and public service.  The Commonwealth offers the Commonwealth Diversity Fellows Program (CDFP). Most recently, the Commonwealth launched two additional fellowships, the Women Leadership Fellowship and the Innovation Fellowship.

Regardless of the type of program you are seeking to launch, internships and fellowships share some common factors, they are competitive, and candidates are selected on the basis of strict criteria.  Interns and fellows who have worked with an organization are pre-trained, pre-qualified; familiar with the organizational culture, and are likely to generate savings in terms of the time it takes to become productive.  Interns-turned-employees also tend to have higher retention rates.

Key terms:

· An internship is a temporary position with an emphasis on on-the-job training rather than merely employment, and it can be paid or unpaid.

· Paid internship is a temporary position that emphasizes on-the-job training with the added benefit of compensation.

· Unpaid internship is an unpaid temporary position that emphasizes on-the-job training.   

· Fellowship - is being used here to describe students (undergraduate and/or graduate) who are offered a first- hand, high-level experience with the workings of state, federal government or another institution.  The fellowship can cover a broad spectrum or body of work or be more tailored.  The fellowship is designed to give the student some leadership responsibilities for a specific deliverable(s) by the end of the fellowship.

· Individual with a disability – An individual who has a physical or mental impairment that substantially limits one or more major life activities, a record of such impairment, or is regarded as having such impairment.

· Reasonable accommodation – Any change in the policies, procedures, or environment of the workplace that enables an individual with a disability to enjoy equal employment opportunities. Examples of reasonable accommodations may include, but are not limited to:

(A) making new and existing facilities used by employees, interns and fellows readily accessible to and usable by individuals with disabilities; and
(B) job restructuring, part-time or modified work schedules, reassignment to a vacant position, acquisition or modification of equipment or devices, appropriate adjustment or 
modifications of examinations, training materials or policies, the provision of qualified readers or interpreters, and other similar accommodations for individuals with disabilities.   

Elements of a Successful Solution 

The critical components for successful internship and fellowship programs are:
· Well-written job descriptions

Prepare job descriptions with the specifics of the assignment the intern or fellow will be performing during the internship or fellowship.  The job descriptions should include  the following:

· Clear objectives

· Measures of success

· Timelines for completion of task(s)

· Clear Roles:

Supervisor: The duties of the internship/fellowship supervisor include: assigning specific duties and responsibilities to the intern/fellow, setting and monitoring the intern’s /fellow’s work schedule, and evaluating the performance and work product of the intern/fellow.  The role of the supervisor may also entail providing written and/or verbal evaluation of the intern’s/fellow’s performance to their academic institution.  Supervisors must have sufficient time to dedicate to the intern/fellow
Mentor:  Mentoring is one of the oldest forms of influence and teaching.  It is a powerful way for people to learn personal and professional skills.  This role is included to provide support to the intern/fellow during their time with the agency.  The mentor serves as a role model, challenger, and guide for the intern.   The mentor also serves as a point of information, as the individual(s) serving in this role is generally more experienced than the intern/fellow.  Connecting with the intern/fellow is crucial to their success
Intern/Fellow  Coordinator:  This individual develops, implements and oversees the agency’s overall Internship/fellowship program
Intern/Fellow  Orientation Program
· Develop an orientation class for interns/fellows to share necessary information about the agency, work location, and work assignment  (i.e. hours of operation, dress code, ethics, rules of conduct, agency polices around communications, confidentiality and data security etc.; as well as “housekeeping items for a productive internship and or fellowship) 

Intern/Fellow Project Presentations

· Designate a time for intern/fellow project presentation and include members of senior leadership

Intern/Fellow Exit Surveys

· Conduct Exit Interviews with both the intern/fellow and the Intern/fellow supervisor.  Seek feedback on what went well and areas for improvement.

Commonwealth Bright Spots:
Executive Office of Energy and Environmental Affairs

The Executive Office of Energy and Environmental Affairs (EEA) have offered internships to students for many years.  In 2008, the intern program shifted from a program managed by the Human Resources Department to one with greater collaboration with the EEA Office of Policy.  An employee with broad experience with a number of policy issues was invited to expand the program.  What was once an opportunity for three or four blossomed into an organized effort for over 15 students, ranging from undergraduate students to doctoral candidates. The expanded effort was warmly welcomed by senior management, most of whom had memories of similar internships early in their careers. 

 

Staff quickly found the youthful energy and desire to learn refreshing and motivating.  The ability to leverage one’s time with the aid of an intern to sift through research and check the details of analytical formulas upon which policy is often founded has been well received.  The interns have found the experience very enlightening due to their work in an office setting and the application of what they have been studying in the classroom applied to real time issues and problems.  The Secretariat as a whole benefits from the input of inquisitive and helpful students. 

 

A key underlying program objective is to give each student an introduction into the broad variety of careers available to them in the environmental realm, and an understanding of the skill sets necessary to succeed in those careers.  To that end, specific project tasks with deliverables are required in writing from a potential intern supervisor before they are permitted to have an intern.  The individual intern candidate is interviewed by the potential supervisor before offered a position to be sure the expectations are clear.   Additionally, the participating interns gather periodically for informative lunches where guest speakers from many different backgrounds working on environmental issues (legislators, representatives from non-governmental organizations (NGOs), EEA’s Commissioner, private consultants, etc.) discuss the experiences which contributed to their personal success.  At the end of the summer session, each intern is invited to present on their work to the Secretary and senior staff.  Just as the staff will critique the interns work, the intern is also asked to complete a closing paper which reviews their experiences and asks for recommendations for improving the internship program as a whole.   

 

Massachusetts Department of Corrections

The Department of Correction (DOC) Internship Program became a reality in November 2009 when the Department’s first Internship Policy was approved by the Commissioner.  Under the leadership of Monsi Quinones, and in collaboration with the Division of Human Resources, the initiative was designed to provide college students with a comprehensive overview of the DOC policies, procedures and practices.  

The DOC reached out to all public and some private universities throughout the state to build a good working relationship between the schools, students and the DOC.  Internship opportunities are offered in areas throughout the DOC such as Operational Management, Re-entry Services, Classification, Offender Case Management, Strategic Research and Planning, and the Legal Division.

The DOC works with student interns  from various colleges and universities, including Mass Maritime College, Northeastern University, Suffolk University, Fitchburg State College, Bridgewater State College, Mt. Wachusetts Community College, Simmons College, Boston University, Univ. of Maine and Roger Williams College to name a few. 

The DOC ‘s internship program is thriving and meeting the needs of  both the students and the various departments of DOC as is exemplified by the number of current interns as well as applications being processed.  DOC also enjoys a favorable conversion rate of students landing full-time positions upon graduation.

Commonwealth Diversity Fellows Program (OAO/ODEO)

The Commonwealth of Massachusetts Office of Access and Opportunity (OAO) and the Office of Diversity and Equal Opportunity (ODEO) launched the Commonwealth Diversity Fellows Program (CDFP) in partnership with The Commonwealth Compact, and UMass Boston through the College of Public and Community Service.  The Commonwealth Diversity Fellows Program’s purpose is to provide individuals with a first-hand, high level experience with the workings of state government through engagement in a fellowship experience of such duration and intensity that it enhances the education of the participant and fulfills a public service objective.

Women’s Leadership Fellows Program

The paid, one-year fellowship couples full-time management experience in state offices for women with a comprehensive leadership training program.  The fellowship is targeted toward women in master level programs with an interest in executive leadership development. 

Commonwealth of Massachusetts Innovation Fellows (CMIF) program

The CMIF program will nurture and grow the innovation culture among Commonwealth employees, attract and retain talent, and meet agency demands for well-qualified resources to address complex, high-impact business issues.  The Commonwealth Chief Information Officer (CCIO) and the Government Information Officer (GIO) are selecting up to 8 fellowships annually for a term of up to one year for candidates with recent private sector experience and expertise.  

Innovation Fellows will:

· have deep subject-area knowledge and a track record as a self-starter who works well with teams and across organizational boundaries; and,

· exhibit a broad interest in regional and national government operations, as well as some familiarity with policy concerns and issues facing the Commonwealth of Massachusetts and its economy.

Resources:

· The Executive Office of Energy and Environmental Affairs Volunteer Internship Program

· Department of Energy Resources Internship Program

· Department of Fish and Game – Division of Marine Fisheries Internships and Volunteering

· The Massachusetts Department of Corrections Internship Program

· White House Fellows Program

· University of Michigan’s Administrative Fellowship

· The Partnership Fellows Program

· The Attorney General’s Fellowship Program

· The Executive Office of Health and Human Services Communication Fellows

· Women’s Leadership Fellowship

Getting Started

1. Gain buy-in of senior leadership and other key stakeholders 

2. Establish eligibility and selection criteria

3. Develop a  strong marketing campaign  to recruit  interns/fellows

4. Develop a  solid communication plan (internal and external communications) that  clearly articulates of purpose of program and how interns/fellows apply
Potential pitfalls and considerations:

When considering the launch of any new program, there are potential pitfalls and common concerns/considerations that one must weigh. Below are a few with respect to internships/fellowships:

Unions

· Any internship/fellowship program impacting bargaining unit work of the agency should be negotiated with the Union prior to its inception.

Commonwealth Employment Opportunities (CEO) Postings

· Develop a link on CEO for easy access to ALL internship/fellowship positions( the link would take the individual to the agency’s webpage)

Accessibility and Inclusion 

· Ensuring your internship and fellowship programs are inclusive and accessible to the plethora of students who may be seeking viable internship and fellowship opportunities is important.  

· The requirements of Executive Order 526 apply to the employment activities of interns, fellows, and co-operative education students (co-ops).  As such, individuals with disabilities may not be denied participation or an equal opportunity to benefit from any aspect of their work experience with the Commonwealth because of their disability.   Working with their respective ADA/504 Coordinator, all state agencies must make reasonable accommodations for the known disabilities of otherwise qualified interns, fellows, and co-ops unless an undue hardship would result. Further, consistent with the Commonwealth’s Model Employer Initiative, agencies utilizing internship and fellowship programs should seek to both increase the number of individuals with disabilities working within their agency and establish a workplace that is capable of supporting an individual with a disability while fostering a meaningful work experience. 

Program accessibility – the obligation a state agency has to ensure that all of its programs, services, and activities are readily accessible to and usable by individuals with disabilities.

Effective communication – A requirement of the Americans with Disabilities Act which requires that whatever is written or spoken must be as clear and understandable for people with disabilities as it is for people who do not have disabilities. This is often achieved through the utilization of auxiliary aids & services (e.g., interpreters, captioning services, and large print materials) or other reasonable accommodations.  

Fair Labor Standards Act (FLSA) 

The FLSA governs the requirements for paying minimum wage and overtime at work. Paid interns must be paid at least the minimum wage. Although there are some exceptions for those who “volunteer” in public sector, it is best that unpaid interns meet the following six factors to avoid inadvertently meeting the definition of employee for the purpose of wage and hour laws. Violations of the wage and hour laws may result in liability for unpaid wages, including treble damages.  An employer must be able to meet all six of the following factors to establish that a true internship program exists under the FLSA:
1. The internship, even though it includes actual operation of the facilities of the employer, is similar to training that would be given in an educational environment;

2. The internship experience is for the benefit of the intern;

3. The intern does not displace regular employees, but works under the close supervision of existing staff

4. The employer that provides the training derives no immediate advantage for the activities of the intern and on occasion its operations may actually be impeded; 

5. The intern is not necessarily entitled to the job at the conclusion of the internship; and 

6. The employer and the intern understand that the intern is not entitled to wages for the time spent in the internship.
Private/Public Co-op Programs  

Overview

Cooperative Education is a structured method of combining classroom – based education with practical work experience.  Cooperative Education programs offer paid jobs where students receive hands-on, multi-semester experiences related to their major, while earning academic credit.  Developing work experience through cooperative education seems to lend itself to success, and many colleges have begun to embrace this concept.  

Northeastern University’s Cooperative Education Program started in 1909 and is well over 100 years old.  Wentworth Institute also offers a comprehensive cooperative education program.  Experiential learning complements traditional classroom learning with a chance to build important skills and professional connections.  

Over the years several of the Commonwealth’s Executive Branch agencies have participated in Northeastern University’s Cooperative Education Program and report great success.   A student graduating from academic programs which include Cooperative Education has the potential to advance quicker because of the time invested during the cooperative education experience.

In  addition, to exploring the possibilities of establishing a formal process with Northeastern University, this document proposes the development of a partnership between Massachusetts public institutions of higher education and state agencies as one means to address critical workforce shortages highlighted in completed agency workforce plans.

Modeled similarly to the extremely successful program at Northeastern University, agencies would work with appropriate state colleges and universities to develop career paths in selected titles for interested students before graduation. Eligibility for the program would begin in the sophomore year.  Students would be actual employees as opposed to contracted interns or paid consultants.  Compensation would be commensurate with skill level, increasing with advancement of education and skill.  

A successful outcome would be a consistent source of energized, motivated and qualified future employees for the agency while providing participating students the opportunity, to achieve post graduate employment in a field related to their degree concentration.
Elements of a Successful Solution

Create Job Descriptions

Prepare job descriptions with the specifics of the assignment the co-op student will be performing during the co-op.  Aim for jobs that are mutually beneficial, those that provide the student with challenge and the ability to gain needed skills while providing the agency with a tangible work product that can be implemented to provide better service to customers.  The job descriptions should include  the following:

· Clear objectives

· Measures of success

· Timelines for completion of task(s)

Identify a Mentor for each Student

If possible ensure that each co-op student has an opportunity to be paired with a mentor.  Mentoring can provide valuable learning experiences that cannot be replicated in a textbook.  Through mentoring co-op students are able to gain insight and advice from top leaders and technical experts. 
Explore feasibility of Loan Forgiveness or Scholarship Incentes

A desired critical component on the public co-op side is the development of a loan forgiveness or scholarship incentive for students in the co-op program in exchange for an agreement to serve in the Commonwealth for a minimum of two years following graduation.
Commonwealth Bright Spots

The Department of Revenue (DOR) partnered with Bunker Hill Community College in an innovative degree and certificate program to prepare students for a career in state taxation.  This partnership was specifically developed to help create a rigorous program in the face of a critical shortage of workers. DOR will lose more than 500 long-time and skilled employees over the next five years due to retirement or new opportunities.  

The program utilizes the expertise of public employees to help develop curriculum for a community college-based training program that puts people to work while addressing the growing need for skilled workers by public employers.  As part of the new curriculum, DOR staff makes presentations on Massachusetts state tax law. Upon successful completion of prerequisite courses, the students may be eligible for a paid internship at DOR.

Bunker Hill Community College began offering the new certificate program in the fall of 2013 and specialized classes within the Business Administration Associate Degree with the Taxation option in January 2014, as such an assessment to determine success of this program has not yet occurred.

Testimonials - Private Co-Ops:

Becky Shuster (MCAD): “I've now had about 27 consecutive full-time coop students.  More recently, we have added a second coop position working with our testing unit, and then even more recently, a third position working with enforcement.  All three positions are work study.   We occasionally have Northeastern Law School co-ops which are unpaid positions.  And we've had an additional unpaid undergraduate coop student to help with intake and administrative work.   We've found the program to be invaluable.”

Allan Motenko – MOD:  “The Massachusetts Office on Disability has participated in the Northeastern University Program on several occasions over the past four years.  They have had multiple coop students though, most were law students.  They worked a 37.5 work week, for three months.  Their students were Work Study or received academic credit but did not receive money from the agency.  The experiences were very positive, and the process was easy.  They have not hired anyone yet from co-op, due to lack of vacancies at the time.”
Michelle Waters-Ekanem – DEP:   “The Department of Environmental Protection has worked with the Northeastern University Program since 2009.  They have no limits on the number of students they can place.  Most of the Coops are unpaid.  Students receive academic credit, unless the school covers the salary under their Work Study Program.  They are six month Coops, students from various majors such as administrative, environmental and business.  They have hosted sophomores – juniors. They are customer focused.  The process is very easy and working with my assigned coordinator (Joanne) is a joy.”

Monsi Quinones– DOC:  “The Office of Diversity oversees the Coop Program.  They have participated for several years, not sure when the partnership actually started.”  The experience has been very positive and mutually satisfying.  They have made a couple of hires, but it is not always possible, really depends on if there are vacant positions at the time.”
Resources

As this proposal is an inaugural program with public colleges and universities, written articles are not yet available.

Massachusetts Department of Correction Internship Program

Northeastern University Cooperative Education Program

Wentworth College

Getting Started

1. Gain support of leadership/management

2. Secure Funding for Source
3. Identify current jobs/projects for co-op students

4. Develop job description

5. Create Partnerships with both Private and Public Colleges
6. Contact the institution and set-up meeting with Co-op Coordinator.  The Co-op Coordinator can: 

a. Advise you about what level and type of students are available, what types of tasks are appropriate for a co-op position, and how students can benefit your agency. Since you are assigned a co-op coordinator is based on the college you are recruiting from.  Your assigned co-op coordinator may also refer students form other majors/colleges, depending on the nature and requirements of the job 

b. Assist with the review of resumes of co-op students.  Co-op coordinators identify appropriate candidates and send you resumes to review.

c. Set up interviews with the candidates– Once you have reviewed the resumes and selected the candidates you wish to interview,  the co-op coordinator can assist you with setting up interviews-( on campus/or at your worksite).

d. Provide tools for the evaluation of the co-op student- some colleges have online evaluation tools (evaluation form and exit interviews) for evaluating your co-op student.

7. Select the individual that will oversee the co-op student. Determine the type of training you need to provide in order to get the co-op student started the right way.  In addition to meeting the agency’s present needs, co-op is a great recruiting opportunity to develop your future employee pool. Cultivate the future talent of the agency.
Recruitment
Overview

Recruitment involves creating and implementing an overall strategy to attract and retain employees.  A successful recruiting strategy involves senior leadership, hiring managers and HR partners.  The strategy used to hire mid or senior level talent may differ from the strategy used to attract an entry level candidate.  This chapter will outline some effective recruiting strategies that will help to increase your ability to attract high quality candidates.

Find the Candidate

Agencies can expand their outreach in many ways that do not cost money.  In addition to the mass.gov Commonwealth Employment Opportunities (CEO) site:

1. Use Social Media 

Only 8.8% of students reported searching for jobs on federal website USAJOBS compared with 17.3% on Linked In, 15.5% on Career Builder and 14.5% on Monster.  Meet the candidates where they live – social media:  Facebook, Twitter, LinkedIn, Instagram and/or Instagram.  LinkedIn and Monster are the most popular sites for mid and senior level career searches.

Once you’ve ventured into the social media realm, be sure that your HR and leadership teams are advertising your outreach on the email signature line (example below):

ITD’s Mission is to support, enable and transform state government through the strategic use of technology in order to better serve constituents, businesses, and local government.  Twitter:  @MassITjobs
Join my listserv & get IT openings in your inbox! Email the following address & hit send: join-itd-massitjobs@listserv.state.ma.us
2. Use of Free Online Job Sites 
One of the most effective ways to increase your outreach for candidates is through on-line job sites.  Some of the best free online jobsites:
· Ziprecruit

· Indeed.com

· Resumizer.com

· Craigslist

· College and alumni job boards

When posting to external sites make sure your job description includes information about your agency and mission.  Also include a job description that reflects not only the duties of the job but provides an explanation of why a candidate would be attracted to this posting.  Eliminate ‘government speak’ or acronyms that reference information only those who work in government would know.  Limit your job description to 2-3 paragraphs.  Candidates search for jobs by industry standard titles.  Make sure job titles use industry standard language rather than the Commonwealth’s Bargaining Unit job categories.  Offer applicants the opportunity to apply via email or regular mail.
3. Job Fairs/Career Centers
Job Fairs and College recruiting are excellent opportunities for recruiters to meet prospective candidates and promote the organization.  The process is most effective when the recruiter goes beyond spurring interest among prospective candidates to actively engaging recruits and helping them navigate the hiring process.  
4. Target Campus Recruiting 
If focusing on industry specific jobs, target recruiting to those schools that have a robust curriculum in that job area.  
5. Outreach to current and former employees and interns
The existing workforce can be an excellent resource in finding new talent – particularly in the hard-to-recruit areas.   In addition, keeping in contact with former ‘star’ employees and interns can be a great recruiting tool.  

6. YearUp/ Broadening Advanced Technological Education Connections (BATEC) 

Year-Up and BATEC provide excellent base-line training for students interested in careers in IT or finance.  Both programs serve a diverse inner-city student population and have had great success with placements in the public sector.

Manage the Message

An effective outreach requires a job posting that piques the interest of prospective candidates and conveys a positive message about your agency.  Job postings are considered advertising for your organization.  Hiring Managers and HR partners can work together to create interesting and timely job descriptions.

7. Market Agency Mission and Culture
Government agencies must work to understand and respond to the needs and interests of your target talent groups.  Hiring Managers and recruiters should consider focusing on job attributes and public service in general.  Branding is key – tell people what you do and why you do it.  Utilize your best messengers to meet with key recruits.  This could be someone who has risen through the ranks into a leadership role or a more recent hire who might be eager to talk about their experience.  Think about the people in your organization who most exemplify your mission, culture, values and diversity and ask for their assistance as ambassadors.

8. Create an Interview Committee a Recruit Can reach out to with ‘Real- world Questions’.  
Don’t talk about jobs, talk about mission.  Maintain a presence in the public market continually emphasizing potential opportunities.  Don’t promote government as a career, but as an opportunity.

Target the Message

It’s important to keep in mind that there are varying factors that will drive different generations to work for the Commonwealth.  Millennials are likely to change jobs every few years and want to work for organizations that foster creativity and innovation.  Hiring managers and recruiters need a nuanced understanding of college students’ interest in and perception of government as well as their professional expectations.   Mid and senior level candidates may find the benefits package and job stability to be important factors in their job search.  These are also the candidates for whom the value of the whole compensation package may be more relevant.  It is important to think about the kind of people you need to attract then create a recruiting program that will help you market your organization.

Feeding the Pipeline

1. Internships provide an excellent way to introduce students to government service, evaluate talent and build a pipeline.  A positive internship experience coupled with an overall likelihood of full time employment at the end of school are the most effective means of creating positive PR at the schools and a robust pipeline of interested students.  Use a combination of senior and junior employees to assist with recruiting efforts.  Flexibility and agility are key to making the experience rewarding for the students and a rewarding experience will earn great positive ‘buzz’ on the campus (conversely a negative experience can take years to undo).  Agency leadership should be actively engaged in the intern program.  Even a small amount of exposure to senior leaders is very meaningful to interns.

2. Stay in touch with candidates who are not selected.  It takes very little time to fire off an email 6 – 12 months later asking how things are going.  This is most often very flattering to the candidate and will garner tremendous positive response (even if they don’t end up working in the agency).

3. Take advantage of career days.  We have a tremendous wealth of local high schools, community colleges and universities in the area.  All of these entities are eager to provide their students information about career opportunities.  Encourage agency leadership and HR partners to arrange to speak at career days.  This can be a fun opportunity for alums to go back to their respective schools and promote government service and an excellent way of keeping government ‘on the radar screen’ of prospective employees.

Elements of a Successful Solution

A successful recruitment program requires involvement at all levels of the organization; consistent and persistent outreach to your target audience; a passion for your organization and mission; an ability to be creative and proactive in marketing your agency;  and the inherent knowledge that it is our collective  job to successfully encourage candidates to choose to work for the Commonwealth.  Every person you meet, whether in an interview or on campus, is a potential ambassador for your organization.  Success can be measured by the number of interns who want to return; the number of applications received; the positive comments about the process even by those who did not receive offers.  A good recruiting program can go a long way in changing the public perception of government work.  For some easy initial wins, agencies can consider participating in a ‘Job Shadow’ or ‘Take your son or daughter to work day’.  Both provide an opportunity to show-case the benefits of public sector work to the next generation workforce.

Commonwealth Bright Spots

In an effort to attract Technology professionals to the Commonwealth the Information Technology Division (ITD) has developed a robust social media presence that includes Facebook, Twitter and LinkedIn.  ITD actively recruits IT interns and entry level candidates from all local colleges.  They administer a comprehensive intern program that includes the assignment and monitoring of substantive, meaningful projects, interaction with and inclusion in meetings of state-wide Senior IT leadership.  Interns have weekly check-ins with the program manager and the commitment of consideration for full time employment after graduation.   There is tremendous competition for a relatively small number of IT graduates.  From 2008 - 2013 ITD hired 52 interns for all Secretariats, 32 of whom have been hired as FTE’s.  There are a total of 30 interns joining the Commonwealth for the 2014 internship program.  The development of this pipeline will play a critical role in the overall workforce planning efforts for the Commonwealth’s IT workforce as a whole.

Resources

· Do you give hiring managers recruitment advice?

· Creating effective job postings that attract the best talent: A recap

· Best 50 niche job boards

· Top 10 tips for successful employee recruiting

· Thirty innovative recruiting tips for 2012

· 14 tips on how to user Twitter for social recruiting

· 15 recruiting tips for hiring millennials in Government and Defense industry

· Why effective employee job descriptions make business sense

· What great job postings have in common

Getting Started

The creation of a successful and robust recruiting strategy is critical to the success of the implementation of long-term workforce plans.  
1. Agencies need to engage major stakeholders to work together to come up with creative ways of promoting the organization and attracting quality candidates.  
2. Appoint a team comprised of agency leadership
3. Select Hiring Managers who will be the evangelists for the agency and an HR partner who can coordinate and manage the program.  
4. The HR partner can work with Hiring Managers on creating job descriptions that will attract quality candidates (when in doubt, Google the job title for samples).  This is a great win for HR because it allows us to be seen as partners in the war for talent.  
Potential pitfalls and considerations:

The major pitfall is the inability to follow through.  An agency will lose credibility – and talent – if it is unable to make the outreach work.  HR, finance and senior leadership need to be on board with the initiative.
VIII. Solutions Toolkit: Strategies for Retention
Affinity Groups and Diversity Councils
Overview

The emphasis on technology driven communication can lead to a reduction in face-to-face communication which is vital to the workforce because it keeps people connected.  People deeply value that connection and it leads to productivity and employee retention.  Given this, it is essential for organizations to support efforts for employee engagement through other means. 

Affinity groups can provide opportunities to collaborate with your agency’s leadership.  They can also provide practical support, inspiration, motivation, and fun.  Diversity Councils are popular vehicles for creating organizational change within your agency leadership and they can help provide focus to Diversity and Inclusion initiatives.

These groups have existed in Corporate America for the past two decades, but according to Diversity Inc. Magazine, it has only been over the past five years that we have seen the value of these groups as key drivers for recruitment, retention, engagement, and talent development.

Key terms

· Affinity Group:  "An affinity group is a group of people who share interests, issues, and a common bond or background, and offer support for each other. These groups can be formed between friends or people from the same community, workplace or organization...Affinity groups can represent a narrow or broad definition of a dimension of diversity: African ancestry or Black employees, Asian Indian, Chinese, Gay and Lesbian, Hispanic or Latino, People with Disabilities, Mideast and Southeast Asian, Veterans, [and] Women. In some corporations, groups that include men, virtual workers and new employees are also forming." (Bernard Hobes Group, 2004).  The group can be formal or informal.  Affinity groups can provide practical support as well as inspiration, motivation and fun.  

· Diversity Council: A diversity council is a group of employees, including senior leaders or executives that act on behalf of the company to jump-start and manage Diversity and Inclusion (D&I) progress. While diversity councils do have the power to shape and modify organizational culture, they—of course—do not immediately solve all problems related to diversity and inclusion. (Verna R. Ford, 2001)

A diversity council serves as an advisory board to an organization, and is made up of employees and/or external experts who “lead, advocate for, coordinate, inform, and/or monitor the Strategic Diversity Management process. (Prism International, 2006)

Diversity councils are popular vehicles for creating organizational change and help provide focus to D&I initiatives. D&I initiatives are intended to increase the demographic diversity of employee populations and/or to leverage such diversity to improve organizational performance and access (Catalyst 2010).   Diversity councils, as part of a strategic diversity management plan, are an inclusive and effective mechanism for managing these organizational changes. It provides a formal structure for staff and feedback from the council.  
· Employee Resource Groups: Employee Resource Groups (also known as ERGs or business network groups) are voluntary, employee-led groups that can have any number of members. They are formed around common interests, issues and/or a common bond, backgrounds, shared characteristics or life experiences.  A well-formed and vibrant group of ERGs can provide the organization with:

· Activities with direct impact on business development (product development, marketing, branding)

· Activities aligned with talent acquisition and retention

· Activities that support workplace diversity and inclusion

· Identify gaps in services and resources

Diversity councils and employee resource groups often collaborate when the group’s leadership works as a council to oversee ground-level network activities.

· Diversity Officer: The diversity officer is pivotal to the diversity council.  The Officer does not have to be mentioned as a member, but it is understood that they assist in the facilitation of communication between the agency head and Diversity Council.  The Diversity Officer can be a member of the diversity council, but does not necessarily need to lead the council.
Elements of a Successful Solution

Affinity Groups/ERG

Affinity Groups are formed and directed by employees to enrich employee engagement or offer professional development and support to a specific group of employees.  For instance, an agency that serves a significant number of Spanish speaking clients may necessitate more Latino/a employees assistance in that area.  The Latino/a employees may begin to create a Latino/a employee resource group that shares ideas on appropriately serving this population and could even hold career fairs to hire more Spanish speaking employees to meet the need of the agency.  The driving force behind Affinity Groups is dependent on the employees need for the group, so the focus may shift if the needs for those groups change.  Having a charter or bi-laws and regular meetings and having support of top management are crucial aspects to a successful Affinity Group.  

While an affinity group can provide much needed support for members, care must be taken to ensure that non-members are not negatively impacted or disadvantaged.   Participation in affinity groups must be voluntary.  In addition, the opportunity to form an affinity group should be available to all employees.  Each affinity group must have a formal mission statement that has been reviewed by management, and HR should periodically monitor the activities of the affinity group to ensure they are in compliance with workplace policies.  All affinity groups should be treated equally by the employer.  Affinity groups should have no authority to make or influence employment decision. 
Diversity Councils

Before forming a Diversity Council within an agency it is critical to meet with top management to gain buy-in and support for developing a council.  Research indicates that an essential component in developing a Diversity Council is to link the formation to meeting a strategic goal within the agency. This strengthens the purpose of the Council while pushing agency initiatives forward and creates synergy within the agency as the Diversity Council partners with different units within the organization.  Employee involvement in a Diversity Council increases when the announcement of the Council is done by the Agency Head.  Once the Council is formed, it is important to: identify what diversity means for/in the agency; define diversity; develop a charter or bi-laws; and have regular meetings with defined deliverables.  Quarterly or semiannual attendance by the Agency Head reinforces employee engagement and validates the work of the council.

Commonwealth Bright Spots

Human Resources Division (HRD) Diversity Council 

The HRD Diversity Council was formed as a direct result of the HRD Diversity Plan.  The Diversity Council was created to increase awareness and appreciation of diversity in the HRD workforce.  The Council enhances a greater visibility and integration of diversity within HRD.

The Diversity Officer along with representatives from the Office of Diversity and Equal Opportunity were involved in the planning and formation of the Council.  The Chief Human Resource Officer was involved in the formation to gain buy-in and support from him.  A presentation was made to senior staff about encouraging involvement of their staff on the council.  The formation of the HRD Diversity Council was announced at the Mid-winter all staff meeting.  

The Council was formed recently (Spring 2014), and includes a representative from each unit within HRD.  It is too early to tell who will benefit and the outcomes.  There is an objective to onboard new employees, but the roll-out of this process is still under development.    

Evaluation methods are being formulated and the Council has agreed that metrics to measure success will be useful in the long run.
Department of Children and Families (DCF)

In 2007, in accordance with Executive Order 478 (superseded by 526) or in accordance with the policy of the Commonwealth of Massachusetts, Commissioner Angelo McClain took immediate steps to comply with this policy and promote diversity, non-discrimination, and equal opportunity.  Affirmative Action and Diversity plans were developed and the Diversity Officer was assigned to establish a diversity leadership workgroup, in compliance with these plans.  DCF recognizes that issues of identity and diversity are central to children’s welfare, thus it is important to have a comprehensive diversity plan which includes specific goals, strategies to reach those goals, and measures to evaluate success that go beyond workforce demographics to encompass DCF’s connections to families, communities, and providers.

The Commissioner, the Diversity Officer, and several DCF employees (representative of DCF’s diverse workforce) were involved in the formation of the DCF Diversity Leadership Workgroup (“DLW”) which developed the DLW Charter outlining specific goals and implementation strategies. DCF has Regional and Area Diversity Teams which also set goals to address specific issues within their office and/or communities. Not only is the DCF workforce impacted by the work of the Diversity Teams and the DLW but also the children and families we serve. Over the years DCF employees have developed voluntary employee resource groups, one with staff interested in serving the LGBT children and youth, and one with staff interested in improving racial, ethnic and language capacity of DCF. Both groups brings constituent issues to the DLTs and the DLW to inform practice, policy and the Department’s strategic plan

The DCF workforce, consumers, providers and collaterals all benefit from a diverse and culturally competent workforce. For example, current goals include, but are not limited to, providing culturally competent care and services to LGBTQ youth and the Deaf and Hard of Hearing. The work of the ERGs has helped the Department to focus on recruitment and hiring of bilingual and bicultural employees to better serve the diverse families on our caseloads. 

The current Diversity Plan outlines five specific goals, strategies to reach those goals, and measures to evaluate progress. For example, one goal is to increase the agency’s capacity to provide culturally competent care and services to LGBTQ youth and families. Strategies include providing training, resources, and the development of a practice guide for direct service staff. In terms of measuring success, the practice guide is complete and should be implemented by June 2014 and trainings are ongoing.  

MassDOT Women’s Employee Resource Group

Formed in January 2012, MassDOT Women's Employee Resource Group (ERG) supports the Diversity and Inclusion goals and objectives that have been developed by the Secretary of Transportation and its Board of Directors. The MassDOT Women’s ERG exists to assist in the development and advancement of women by working strategically, both internally and externally.  This group meets monthly.
Its Mission Statement is to create an inclusive work environment and culture that will champion the development, promotion, recruitment and retention of women.  The following are the Women’s ERG objectives: 

· Provide professional development.

· Create solutions to resolve workplace issues and barriers for women.

· Provide mentoring and mentorship opportunities for women.

· Provide information and resources regarding work life balance issues that affect women.

· Conduct recruitment efforts to increase the representation of women in the organization.

· Create a safe environment for women to share ideas and get advice and guidance

The Women’s ERG offers female employees a community, camaraderie, and connections to the organization, giving them a sense of belonging.   Moreover, the Women’s ERG introduces new and current employees to the organizational culture, and helps build and maintain employee engagement and satisfaction.

In addition, the MassDOT Women’s ERG provides female employees with opportunities for:

· Personal development

· Showcasing their skills and greater visibility within the organization

· Networking

· Positively impacting the business through business development, often channeling their voices to advocate for change.

The MassDOT Women’s ERG includes the following roles: Executive Sponsors (two), an Advisory Committee, and a Working Committee.  Roles for each include:

Executive Sponsors
· Obtain the assistance of the Advisory Committee to communicate and execute all ERG programs and initiatives

· Participate as active members of the Women's ERG

· Act as advocates for the Women's ERG

· Share information about the Women's ERG activities with MassDOT Executives and Board of Directors

· Guide the development of the Women's ERG

Advisory Committee
· Senior managers from each MassDOT business unit

· Help communicate the Women's EGR objectives, initiatives and activities within their business units

· Support and provide guidance and direction to the business units ERG Working Committees

· Help increase membership within their business unit

· Participate in Women's ERG activities 

Working Committee
· Help Increase membership within their business units

· Help coordinate the logistics of the ERG meetings

· Attend ERG Working Committee meetings to share ideas and knowledge

· Assist in the communication of all Women’s ERG meetings, activities and initiatives

Private Best Practice Organizations

The Merck Company is an example of a” Best Practice” organization for Diversity and Inclusion.   Diversity and inclusion are integrated into their leadership model, and are considered an essential leadership skill for all of their employees.   Merck provides employees with a number of programs and resources that promote and celebrate diversity. There are nine Employee Resource Groups that represent women; African-Americans; Hispanics; Native Americans and indigenous people; Asian Americans; lesbian, gay, bisexual and transgender (LGBT) people; military veterans of all services and ranks; people of various religious faiths; and people who are differently abled. 

Their Employee Resource Groups (ERG’s) are voluntary, Merck supported groups or employee networks that foster professional development, find informal mentors, participate in teams that provide business insights, and serve as an educational and cultural resource for other employees and business groups. These employees also act as contact points within their communities outside of work.  The Employee Resource Groups include, Allies for Disabilities, Asia Pacific Network, League of Employees of African Descent, Merck Hispanos Organization, Merck Interfaith Organization, Merck Rainbow Alliance, Merck Women's Network and Veterans Leadership Network.
Merck also created the One MERCK Diversity and Inclusion Award; this international annual award celebrates and recognizes diversity and inclusion excellence at all levels, by individuals and teams across Merck.

Price Waterhouse Coopers (PwC) is another example of a “Best Practices” organization with respect to Employee Resource Groups.  Their approach to diversity is based in a belief that each employee has personal accountability for success in this area.  They provide their people with training and tools to help increase their awareness and understanding of differences and why they matter, so their actions can contribute to the organizations inclusive and high-performing workplace culture.  The PwC Circles is an example of their commitment.  Their various circlers include: Minority Circles, Women's Networking Circles, Parenting Circles, and Gay, Lesbian, Bisexual and Transgender (GLBT) Circles are designed as professional forums to help women, ethnic minorities, parents, and gay and lesbian professionals connect with one another and provide mentoring, learning and development opportunities. They also give professionals access to role models that help them develop and advance.  

Recently they established the Special-Needs Caregivers Circle with the mission to provide a nationwide support network to professionals who have a disability or special need or have someone in their lives with a disability or special need. 

Resources

· ERG’s come of Age: The Evolution of Employee Resource Groups, Study by Mercer's Global Equality, Diversity, and Inclusion Practice, January 2011

· EARN( Employer Assistance and Resource Network): A toolkit for Establishing and Maintaining Successful Employee Network Groups – www.askearn.org
·  Establishing a Diversity/Cultural Competency Advisory Council,  Lee Gardenswartz, Ph.D., and Anita Rowe, Ph.D., Society for Human Resources Management (SHRM) Diversity Library, 02/07
· How to start a resource group

· The DiversityInc top 10 companies for employee resource groups

· Diversity is woven into every aspect of our work

· About PWC Office of Diversity

Getting Started

1. Gain the support of organizational leadership, including an Executive Sponsor and Diversity Officer   


2. Gain support of external stakeholders, including Advocates and Advisors.  Conduct external focus groups to assess interest and aid in  targeting efforts
3. Create a charter for the Affinity Group, Diversity Council or Employee Resource Group, specifying the mission, goals, objectives and ground rules.
4. Create Partnerships with your Diversity Teams
5. Get Employees Involved.  Look for talented people to be group leads and establish internal communication plans to attract members and build momentum.  Utilizing champions to plant seeds at the local level to encourage and inspire participation
6. Secure Funding/Resources.  Create funding mechanisms if needed
7. Establish success measures to assess how has the group helped the organization
Potential pitfalls and considerations:

1. Leveraging the talent to benefit the agency rather than falling into hidden agendas

2. Employees seeing the affinity groups/diversity councils/employee resource groups as grievance tools

Alternative Work Options 
Overview 

Alternative work options (AWO) allow flexibility in employee work schedules.  These schedules have appeal to all generations in the workforce as employees strive to create a work/life balance. Whether they are pursuing education, helping as a caregiver to their children or parents, or have another job or hobby, an employee may prefer alternative scheduling options.  This benefit is a creative no-cost or low-cost way of accommodating an employee’s needs while retaining valued staff and attracting skilled applicants.  An AWO program may include some or all of the following options:  part-time positions, job-sharing, flextime, staggered work hours, compressed work weeks, and telecommuting, depending on business requirements.

Importance of these programs to retention and recruitment

Offering work/life programs makes good business sense.  In 2012 the Families and Work Institute issued a report “Study of Employers” which concluded that employees with flexible workplaces have greater engagement, higher levels of job satisfaction, stronger intentions to remain with their employers and experience less negative spillover from home to job and vice versa.  This study also found the primary reasons employers offer flexible work options are to boost retention at all levels, help employees manage work and family life, improve employee morale, increase retention of highly-skilled employees, and enhance recruitment at all job levels. 

Offering work-life options isn’t optional if you want to recruit strong applicants and retain your most talented employees.  “High performers want and expect their employer to make work-life solutions available,” according to “Work-Life Balance is not a Perk” article in Talent Management Magazine, September 2011)

A second challenge relates to implementing an AWO program in a fair and equitable manner. 

Key Terms
AWO terms are often used interchangeably but there is a distinct difference between each of the options.

· Compressed workweeks are a form of flextime enabling employees to work four or four-and-one-half day workweeks. 

· Flextime permits employees to establish variable arrival and departure times within guidelines established by agency management.   

· Job-Sharing enables two (or more) employees to share the responsibilities assigned to one specified position. 

· Part-time employees are scheduled to work at least half-time but less than full-time, or at least 18.75 but fewer than 37.5 hours per week. Some state positions operate on a 40-hour workweek basis; in these jobs, part-time employment is for at least 20 hours per week. 

· Staggered Work hours is a scheduling option enabling employees to establish fixed arrival and departure times other than the standard 8:45 AM and 5 PM. There is no opportunity to make up missed work time; an employee must use accrued leave for time away from the office.  

· Flexible hours are times during the working day when employees may choose their arrival and departure times, within the limits established by the flextime plan for their work unit. Examples of flexible hours are 7 AM - 9 AM and 3:30 PM-6 PM.  

· Bandwidth is the span of time between the earliest an employee may arrive at the office and the latest an employee may leave. The office or worksite is not necessarily open to the public during the entire bandwidth. Typically, the standard business hours of state agency offices are 9 AM-5 PM. A bandwidth may extend from 7am to 6pm for example. 

· Core hours are times when all employees must be at work, regardless of their individual flextime arrangements. Generally, these are the hours when meetings are likely to be scheduled, because all employees are present. Examples of core hours are 9am-11:30 AM and 2 PM-3:30 PM.  

· Telecommuting is a form of telework, which is the use of telecommunications technology to work from any remote location. In most instances, it is the act of working from home, thus eliminating travel to and from an office.

Elements of a Successful Solution
An agency that wishes to adopt or revise an alternative work options plan must obtain approval from the Human Resources Division and the Office of Employee Relations (OER) if bargaining unit members are eligible to participate.  To ensure consistent treatment within an agency we strongly recommend agencies adopt a standardized application process with defined criteria for approval, eligibility, periodic review and evaluation, and notice requirements if any agency or employee wants to change their schedules on an ad hoc basis or if the program is going to be terminated.  Communication and trust between supervisor and the employees are instrumental in setting a foundation for a successful program.  Another key component is striking the right balance between employees’ interest in participating in this program and the agency’s responsibility and accountability to maintain levels of high quality and timely service delivery and ensure all operational needs are met.

Commonwealth Bright Spots

Many agencies offer one or more alternative scheduling options to some or all of its employees.  

Resources

· Flextime Information Sheet

· Part-time Employment Guidelines

· Statewide Telecommuting Policy Issued August 1, 2000
     
· Telecommuter Agreement

· US Office of Personnel Management

· 2013 Status of Telework in the Federal Government

· Flexibility for Success:  How Workplace Flexibility Policies Benefit All Workers and Employers, by the National Partnership for Work and Families

Getting Started
1. Inventory current policies (if any) and document existing practices.  

2. Assess the interest of senior management in introducing and/or expanding your current program.  

3. Draft a policy, procedure and accompanying forms.  Include HR and labor relations to ensure the proposed procedure incorporate the ability for management to terminate AWO agreements based on operational needs, and that the approval process provides for fair and equitable access to the program.   

4. Obtain approval of the proposed policy from the Human Resources Division and the Office of Employee Relations (OER).  OER will facilitate a review with applicable unions.

5. Communicate programs to employees as appropriate.  In addition, consider including information about alternative work options in recruitment announcements, as appropriate.  
Potential pitfalls and considerations:

Reluctance to offer AWO frequently centers on job requirements, employee workload, the potential for reduced productivity, and concerns about the ability to provide effective supervision.  Rather than discounting an AWO program in its entirety due to these potential obstacles, those interested in designing a program should analyze the duties and responsibilities of jobs across the agency in relation to each potential obstacle, and identify opportunities where options can be introduced or expanded without impacting organizational, team or individual performance.

Career Planning
Overview

Career planning is the process of establishing career objectives and determining appropriate educational and developmental programs to further develop the skills required to achieve short- or long-term career objectives.  This tool is helpful for current employees who want to: 

· Grow in their current position 

· See a future and career progression with the Commonwealth as their employer

· Seek a promotion within state government

· Switch to other types of state work

· Explore options if their job role is being eliminated/phased out

All state employees, regardless of age or position level, may be interested in understanding typical career progression patterns within their state agency and the Executive Department as a whole.   State agencies should share information with employees about traditional career paths so employees understand the potential to advance and would therefore have realistic expectations about how much time it might take to be transferred or promoted to a job with a different level of responsibility. 

Career Paths – Traditional and Non-Traditional

Often employees consider promotions up the ladder as the only way to advance.  Several trends suggest that agencies and employees should broaden their perspective on career paths:

· Organizations are becoming flatter with fewer layers of hierarchy 

· Many retirement-eligible employees are delaying their retirements for financial reasons; this trend results in suppressed promotional opportunities for employees in their earlier stages of their career

As a result employees should be encouraged to explore other ways of expanding their knowledge and skills and ensure they have a defined career path.  

According to a Mercer consultant, “Horizontal or lateral movement is definitely becoming the norm. These sideways maneuvers within the company are increasingly just as important as moving vertically up the career ladder.”  (Source: HR Executive article)

Moving Forward

Career planning is an underutilized practice in both the public sector and in private industry.  A Cornerstone OnDemand survey of companies in 2012 found that only 25 percent of workers met with their managers to develop an individual career plan. (Source:  www.workforce.com).   Moving forward with incorporating career counseling and mentoring into your agency now will give you a competitive edge in recruitment.  A survey of Millennials by Price Water House Cooper (PwC) found that having opportunities for career progression (52%) was the number one factor in making an organization an attractive employer.  “Most are intensely ambitious and are looking for rapid career progression –one in five who are currently employed said they were already unhappy with the opportunities for progression in their organization.”

Elements of a Successful Solution

· Career Growth Objectives are built into performance reviews for managers through the ACES performance evaluation system and are discussed at the various touch point meetings during the different phases of the evaluation year

· A separate meeting between manager and employee is scheduled to discuss an employee’s career aspirations, development needs, and possible ways to expand their breadth of knowledge and skills

· Share professional development ideas
 with employees

· Individual career plans should be written and periodically reviewed and updated

· Incorporate career discussions into mentoring programs

· A document that visually depicts typical career paths for a function including average length of time between advancement between levels

· Program that acknowledges lateral transfer or assignments are often a good way to build skills to better prepare for future advancement opportunities

Public Sector Bright Spots

Career Mobility Office (CMO), State of New York

The State of New York has a dedicated Career Mobility Office (CMO) that provides free services to state employees and state agencies.  The New York Governor’s Office of Employee Relations and Department of Civil Service provides the staff and some of the funding for the CMO.  Additional funding of the office is the result of provisions in two collective bargaining agreements. 

Resources offered to state employees include:

· Two 1/2 day workshops on the topics of resume preparation and interviewing skills

· Tools and other supportive documentation to support career planning and development 

· Assistance with exploring options for other state jobs when there are organizational changes such as positions or titles being eliminated, facilities closing, etc.

Additional services are offered to state agencies:

· Customized career counseling for careers and jobs in demand 

· Development of retraining programs to address workforce needs 

Career Planning at the U.S. Internal Revenue Service (IRS)

The IRS has mapped out the average time from one level to another and found that typical career paths may involve as much as 10 years before advancement although the employee may have reached full proficiency at their current position level after three years.  What results is a 7 year period of high risk for a highly talented and strong performing employee to search and secure different employment that provides development and promotional opportunities much earlier in their tenure. 

Focus area:  Improving cross-functional opportunities so more employees may consider moving to another division within the IRS to gain broader experience which prepares them for leadership positions

Solutions:  The IRS will implement an online system to share development opportunities such as job shadowing and mentoring with employees and help facilitate a match between an employee need and an available resource.  In addition, development opportunities would be categorized by the competencies required for a leadership position so development would be targeted in improving in the right skills needed.

Focus area: Building career paths at all levels of the IRS which encourage cross-division transfers

Solutions: The IRS will develop a standardized process for mapping career path requirements making career paths more flexible and highlighting cross-functional opportunities.  Another strategy the IRS will deploy is improving employee awareness of career advancement and development opportunities by more frequent and effective communication with employees.

Focus area:  Incorporating a common goal of development of future leaders into the performance evaluation form for senior managers and executives.

Solution: Discuss development opportunities with each direct report and collaborating on a career learning plan.  Provide employee opportunities to gain new skills and knowledge by coaching and training employees.

Focus area:  Improve IRS Career Management Resource Center website which provides information to employees about identification of skill gaps, educational opportunities, career paths, and IRS job vacancies.   Suggested additions to the website include addition of career paths to managerial and executive positions and listing technical and leadership competencies.

United States Postal Service

Workforce planning, succession planning, and career development in fiscal year are top priorities for the US Postal Service.  In FY12, 35 percent of executives were eligible to retire and it is estimated the number will soar to 49 percent by FY15. To address the concerns of building a pipeline of talent to rise through the ranks when the retirements occur, the Postal Service expanded an existing leadership succession planning program to include top performers early in their career progression. In addition, another leadership development program has been expanded to include talent from multiple organizational levels, early in careers or with critical skills.

Resources

·  “As Career Development Lags, Workers Grow Restless”, Workforce.com      January 16, 2013
 
·  “Building a Better Pipeline”, Human Resource Executive, February 11, 2014

· “Career Pathing Preferences Employment Value Proposition Center”, Corporate Leadership Council 

· “Cultivate Your Workforce”, Human Resource Executive, October 29, 2013

·  “Managing the Millennials”, Talent Management Magazine, June 6, 2011

·  “Millennials at Work Shaping the Workplace”, Price Waterhouse Cooper (PwC), 2011

Public Sector Bright Spots

· “Corporate Succession Planning Program Management Advisory Report”, Office of Inspector General US Postal Service, April 23, 2014.

· New York State Career Mobility Office (CMO)

· “Workforce of Tomorrow Task Force Final Report”, U.S. Internal Revenue Service (IRS), August 2009.

Economic data on careers and occupations

· U.S. Department of Labor, Bureau of Labor Statistics Occupational Handbook

· Occupational projections by region in MA

Career Counseling

· Executive Office of Labor and Workforce Development, Career Center Services

An extraordinary variety of employment-related services for job seekers and businesses are available at the Commonwealth's network of One-Stop Career Centers.  Services for job seekers include career counseling, resume critiques, access to resources including PCs, reference materials, resume building software, and economic data and access to networking groups

One-Stop Career Center Locations

Getting Started

1. Discuss employee career plans at least once a year

2. Have managers and supervisors share with their direct reports how their career has progressed within and outside state government

3. Determine a “typical” career path for a function including average length of time to progress so employees have realistic expectations from the time they are hired

4. Make employees aware of services you can provide


5. Make employees aware of services provided by the Massachusetts Executive Office of Labor and Workforce Development (EOLWD)

6. Offer resume tips to internal applicants

7. Offer interviewing tips to internal applicants

8. Send employees periodic reminders about tuition remission benefits

9. Encourage employees to register for courses in PACE and take full advantage of the eLearning opportunities in AMP

10. Refer to the Mentoring and Coaching  chapter in the Tool Kit:  Strategies for Retention section of this Resource Guide to see if career counseling can be built into a mentoring program

Conducting EXIT Interviews

Overview

Exit interviews provide an opportunity to develop candid feedback from departing employees. If conducted appropriately, the exit interview can be used for constructive purposes. Departing employees should have nothing to lose by being honest about their reasons for leaving, their experiences with co-workers and managers or their opinions of the organization.  Beyond the traditional reasons of recruitment and retention to conduct an exit interview, a premium benefit is to create ambassadors of good will for the organization. 

Elements of a Successful Solution


The design and implementation of any organizations’ exit interview process is crucial. Putting some thought into developing an exit interview strategy is well worth the time. It also lets people in your organization know that management really cares why someone chooses to leave.  In asking a variety of questions related to the employee’s experience, organizations receive valuable insights into ways to improve employee satisfaction and prevent unnecessary positional turnover in the future.

Who Conducts the Exit Interview?

Typically, exit interviews should be conducted at the highest levels. The reason for this is that a departing employee, given the opportunity to address a high level manager, is more likely to be frank in their discussion. Good candidates to conduct exit interviews are senior level Human Resource professionals.  An employee’s direct supervisor should not conduct an exit interview as any feedback has the potential for lacking candor.

What should be Covered?

First and foremost, you want to put the person being interviewed at ease. Written and in-person exit interviews are most effective when the Human Resource professional assures the employee that the information provided during the exit interview is entirely confidential, except in a situation where the law has been broken.  Being transparent with the employee with how the information will be used is also essential.  Questions should be framed in a conversational way.   Some examples of questions are:

· What would you change if you were the leader of this organization?

· What could have been done differently to influence you to stay?

· What made you decide to leave the organization? 

· What did you find most satisfying about working for the organization? 

· What did you find least satisfying about working for the organization?

· How would you rate the level of support you received to perform your job duties? 

· Try not to ask leading questions (these require a simple yes or no answer).

When should the Interview take Place?

Many organizations hold the exit interview on the employee’s last day or during the last week of employment. However, this can be an emotional challenge for some employees and /or the interviewer.   Of the many schools of thought on timing, there seems to be some benefit until waiting between one and three weeks after the employee has left.   Some organizations choose to allow up to three months of time to elapse for the former employee to settle in their new organizations to conduct an exit interview.  However, it is not recommended to go beyond 1-3 months depending on the employee situation.

There are also some organizations who have found success in sending a question template in advance of the exit interview to the employee to give additional time for employees to thoughtfully respond with answers that may lead to constructive change in the organization.  During the interview the interviewer must be cognizant of non-verbal observations and follow-up question opportunities beyond the “scripted” responses.
Where should the Interview Take Place?


Make sure the interview is formally scheduled, setting a time and private setting is important. The key consideration is the employee’s comfort level in the environment.   Don’t just stop an employee in the hallway or in a public area, as you want to create an environment of trust and put the employee at ease. Telephone interviews also provide a level of convenience particularly for those employees that have already left the organization.

Some Do’s and Don’ts

ACTION NOTE:  Exit interviews are only effective if the data and information are used to recruit and retain employees, and make strategic changes within the organization that are demonstrated in the employee environment. 

DO’s:

· Create an agenda – plan your questions and conversation in advance. Always choose the one question you would want to know the answer to if you only had the chance to ask one question.
· Use open ended questions – You want this to be a dialogue not a series of yes and no answers.
· Be strategic - about when and where you hold the interview — and who conducts it. If possible, hold the interview after the employee’s last day

DON’TS:

· Don’t be defensive – Try not to react to negative information that the employee shares. The purpose of the interview is to learn about your organization, not defend it. Listen carefully and ask follow-up questions.
· Don’t focus on where the employee is headed next – You don’t want to make the employee uncomfortable or think that you may do something to interfere with their new position.

Resources

· Society for Human Resource Management (SHRM.org)

· Frase-Blun, Martha.  “Making Exit Interviews Work.”  HR Magazine. Vol. 49, No.8.

· Fernandez, Kim.  “Tie Up Loose Ends.”  Staffing Management. Vol. 3, No.1.

· National Federation of Independent Business

· Hammock Inc. 2009.

Getting Started

1. Identify roles and workgroup members to support the initiative.  The agency head should be informed about or should lead the implementation team.  Others who should be involved include: champions, stakeholders, subject matter experts (SMEs) and /or other roles in the agency.
2. Finalize the questions to be included in the exit interview.
3. Establish HR professionals as the individuals conducting interviews.
Potential pitfalls and considerations

· Create an environment where the employee feels comfortable being honest is critical to getting effective feedback
· Exit interviews are only valuable if the data is analyzed and used to improve recruitment, retention, and strategic development
Change Management/Communications/Readiness

· Meet with the agency head to discuss the implementation of this tool, then meet with senior management 
Conducting Stay Interviews
STAY INTERVIEWS: AN ESSENTIAL TOOL FOR WINNING THE WAR TO RETAIN OUR EMPLOYEES 
Overview

A Stay Interview is the antonym of an exit interview.  Exit interviews have been a best practice in organizations for many years for understanding the reasons why employees exit the organization.  Employee engagement studies have identified that intent to stay is one of the most important questions in determining employee commitment.  Stay Interview discussions strengthen bonds with your best people—and uncover reasons why they remain with your organization. Stay Interviews are potentially low-cost, high-yield activities that present opportunities for greater levels of employee commitment and productivity.  

Key Terms

· Engagement: the extent to which an employee is passionate about their work, committed to their organization, and put discretionary effort into their work.

· Retention: Those employees the organization wants to stay (keep) in their organization.

What’s a Stay Interview discussion? 

A Stay Interview discussion is an informal interaction between an interviewer and the interviewee to learn why the employee is committed (engaged) and why they stay (retention) in the agency, department or business unit.  Employee Stay Interviews allow organizations to understand what employees value in their relationship with their manager, agency or secretariat, what they think their organization is doing well, and what possible workplace issues should be addressed.  They provide employees with an outlet to give consistent, reliable feedback.   Stay Interview discussions address a number of topics including job satisfaction, supervisor performance, compliance issues, career opportunities and barriers, development needs, the impact of recent changes in the organization, cultural issues, and staffing concerns which all impact the employee’s desire and intent to stay.  

The Stay Interview can be conducted with all direct reports.  However, the discussions should be prioritize based on your estimate of the negative dollar business impact if a highly valued, top performing employee left and the probability that they might actually leave within the next 12 months. 

Employee responses in the Stay Interview discussion inform the specific actions the manager (or agency) must take to strengthen the employee engagement and retention.

Stay Interviews do three things:

· They provide information that can be used today, in real time

· They give insights for engaging and retaining individual employees, including top performers

· They put managers in the solution seat for developing individual stay (action) plans.  

Stay Interviews are very different from Engagement Surveys.  They focus on individual employees including top performers, and put managers in the solution seat.  Engagement surveys provide data about the aggregate pulse of the workforce.  They do not offer or imply solutions. Through the Stay Interviews process, real time solutions are identified.  NOTE: Stay Interviews combined with engagement surveys of the entire workforce, inexpensively provide "actionable intelligence" and build goodwill.

What a Stay Interview is Not…

It is important to know what a Stay Interview is and is not.  The Stay Interview is not a negotiating session or a platform to rationalize the status quo.  Rather, the Stay Interview is an opportunity to listen carefully to the Commonwealth’s most valuable asset – our employees. 

There is a distinction between Stay Interviews and Exit Interviews.  Stay Interview discussions focus on key employees who are at risk of leaving and surface why they stay in the organization.  Exit surveys occur after-the-fact when it is too late to make a difference.    

Benefits of Stay Interviews

Some of the reasons why Stay Interviews have proven to be an effective retention include:

· Stimulate the employee – most employees are excited simply by the fact that their organization is concerned about their future and that their manager took the time to consult with them.

· Personalized – this approach is customized to the individual employee.

· Include actions – Stay Interviews encourage the employees to identify actions that can improve the overall employee experience, and actions that can help mitigate major frustrations or turnover triggers.

· Focus on the positive – most of the interview discussion is focused on identifying and then reinforcing the positive factors that the employee enjoys about their job. Although some negative factors may be covered, they are not the primary focus of the interview.

· Low cost – these informal interviews don’t require a budget. In most cases, an hour of a manager and an employee’s time are the only major cost factors.

Who should conduct the Stay Interview?  

A successful Stay Interview discussion is based on the interaction between an interviewer and the interviewee.  One of the first decisions is to determine whether to conduct Stay Interviews internally by a manager or outsource them to HR or another manager.   Although creating opportunities for meaningful discussions between a manager and his/her direct reports is positive, occasionally when the Stay Interview is conducted by the manager, the employee may be less likely to be authentic about their real intentions related to staying with or leaving the organization. Employees may feel they will be retaliated against if they reveal truthful intentions about their intent to leave.  Sometimes Stay Interviews conducted by an outside objective third party such as an HR representative or another manager, can create the opportunity for the employee to reveal genuine and critical issues that are affecting them and their intent to stay.  This is particularly true if the manager is negatively impacting the employee. 
Elements of a Successful Solution

· Leadership must be openly committed to the Stay Interview process:

Leadership must:

· Must approve and support the execution of the Stay Interview Strategy in their organization.  

· Act on the stay reasons identified to increase employee engagement and retention.

· Managers must be prepared for and committed to the Stay Interview process:

Managers must:

· Prepare completely for the Stay Interview with each direct report in order to learn why that employee stays with the organization.  

· Act on the stay reasons in order to increase the likelihood the employee will stay with the organization and be more productive.

· Record the stay reasons for their combined team and forward the information HR for employee value proposition plan and other actions can be planned for based on common stay reasons

· Managers must participate in training to enhance their trust building and Stay Interview leadership skills:

· Building trust is a critically important leadership skill for workforce planning retention and engagement. Managers who fail to build trust will struggle initially when conducting Stay Interviews.  Employees will be reluctant to be truthful.  Managers can build trust by asking, listening, probing, taking notes, and developing and following through on stay plans that meet the needs of each employee.

· Stay Interview meetings must be regularly scheduled:

· Stay Interviews are not one-time events.  They should be conducted at least once per year separate from the performance review meeting.  Stay Interviews are not recommended to be in progressive discipline or remediation discussions.  The goals and intended outcomes of the respective meetings are separate and distinct.

· Stay Interviews should be conducted on a more frequent basis for new hires — after the first 30, 60, or 90 days on the job.

Commonwealth Bright Spots

Office of the Comptroller – Commonwealth of Massachusetts

In the fall of 2013, the Comptroller began a wellness and engagement survey in which employees are asked to meet with an HR Director. Participants are asked simple, opened ended, questions, i.e. what do you like (or not like) about the agency or your bureau? 

The keys to the success of this program are two-fold: 

· First, the interviews take place in person, face-to-face in a scheduled but casual one-on-one meeting. The concept is to make sure that the participants are comfortable and are reassured that their specific comments or criticisms will not be shared with managers or fellow-employees but the information will be used to provide general guidance in how the agency can improve processes, communication, and morale. 

· Second, there has to be follow-up and action in order to prove management’s commitment and engagement. Many recommendations are simple and can be instituted easily, others take time to vet but all are addressed in global communications, which are positive and forward looking.

The program has been remarkably well received by managers and staff alike and is used to establish a dialogue with employees, who we seek to engage, measure their wellness, and most importantly to provide the best opportunity to maintain our employees long-term. 

Resources

· The Power of Stay Interviews for Engagement and Retention - Richard P. Finnegan (Author)

· Stay Interview Discussion Questions Template

· Stay Interview Action Plan

Getting Started

1. Gain the buy-in of Senior Leadership ( Secretary, Commissioner, Executive Director, etc.) for Stay Interviews

2. Establish and execute an education strategy for managers about the process and stress the “value add” to workforce retention and employee engagement.

Role/Responsibility:

Agency Leadership: In workforce planning communications, leadership should acknowledge and establish the Stay Interview discussion process as a component of the agency’s workforce planning strategy

HR: Provide guidance to managers regarding HR polices and business practices.  Share aggregate Stay Interview results with HRD for enterprise action planning.

Manager:
The role of the manager is vital to the success of the Stay Interview.  The manager must be able to build trust and probe to learn additional, deeper information from the employee. The “ideal” manager will have fostered an open environment where employees share their true reasons for staying and potentially leaving.  Prepare and commit to the Stay Interview Process 

Stay Interview Planning Process:

Before the Stay Interview meeting 

· Identify a location for the interview. Consider an offsite location.

· Identify the questions to be asked.

· Prioritize employee meetings by employee contribution value and risk level, if they were to leave.  Begin with your employees whose contributions are of high value and are the greatest risk to lose. One employee at a time.

· Schedule a time to meet with the employee.  Include a brief explanation of the purpose of the meeting.   

· Consider your opening remarks and set the tone up for a positive interaction

· Connect with your HR Office to confirm that your Stay Interview plan and questions are aligned with agency policies and business practices

During the Stay Interview
· Be a great listener...(Listen more than talk) to build trust

· Do not guide the conversation 

· Be Honest. If there are areas where you can't act, be clear with the individual

· Be creative in finding the win/win.

· Do not negotiate

· Remember to probe...to learn real, emotional reasons

· Take notes...to stay focused and record information

· Take responsibility for drafting the Action Plan

· Before closing the meeting, review the action items, assignments and agreed upon due dates.  

· Establish when a final draft of the Action plan will be sent to the employee 

· Thank the employee and close the meeting

After the Stay Interview
· Finalize individual Action Plans

· Send Action Plans to the individual employees as agreed.  Indicate when the first follow up meeting will occur

· Implement individual Action Plans

· Capture the stay reasons for your combined team and forward the information to HR

Possible Stay Interview Questions…to Consider

There is no required, standard set of questions that must be used in Stay Interview discussions. However, you want to limit the number of questions that you select so that you finish the interview within one hour. Following are possible questions to consider.  

CAUTION: Managers are advised to coordinate with their HR/Payroll Departments to script responses for issues regarding pay, benefits, work schedules or other topics related to agency policies and business practices.  In addition, Managers should coordinate with Labor Relations departments to ensure Stay Interview discussion questions are appropriate for bargaining unit employees.

A. Introductory questions

· Approaching the employee – approach the employee using an introductory statement something similar to, “I want you to know that both I and the agency appreciate your commitment and the great work that you have been doing.  If you have a few minutes, I would like to have an informal conversation with you to ensure that we fully understand the factors that cause you to be engaged and that keep you here; and any possible actions we can take to support your job experience and sustain your commitment.”

· Starting the interview – start the interview with a simple introductory statement like the following. “Thanks for taking the time to have this discussion. As one of our top performing employees, I want to informally ask some simple questions that can help me to understand the factors that cause you to enjoy and stay in your in our unit and in this agency.  During our discussion, I will also ask questions in order to identify any factor that could possibly frustrate you to the point where you might begin to consider other job opportunities.”

B. Identify the factors that make the employee want to stay

1. Positive stay factors – tell me specifically, what factors cause you to enjoy your current job and work situation (including people, job, rewards, job content, coworkers, management etc.), and as a result, they contribute to your staying here for as long as you have?  Help me to identify the factors that make you more passionate and committed to our team and to the agency.

2. Reasons you give to others – if you were ever asked why you stay at our agency, what reasons would you give?

3. “Best work of your life” factors – do you feel that you are currently doing “the best work of your life?” Describe the factors that could contribute to you “doing the best for your life?” 

4. “Job impact” factors – do you feel that your work makes a difference in the agency and that externally it has a noticeable impact on customers (if applicable)?   Do you also feel that your coworkers think that you make a difference? 

5. Fully used factors – do you feel “fully utilized” in your current role? If so, can you identify the factors that make you feel fully utilized?   Tell me what additional things that we can do to more fully take advantage of your skills and interests?

6. Are you listened to and valued – do you feel listened to by me and your colleagues (co-workers)?  Do you feel we value your ideas, inputs, and decisions? How can this area be improved?

C. Identify the positive actions related to retention that might further increase this employee’s loyalty and commitment to your firm

1. Better managed – if you “managed yourself,” what would you do differently (in relation to managing “you”), that I, as your current manager, don’t currently do?

2. More positive elements and fewer less desirable ones – Describe for me the elements or motivation factors in your current role that you like best and that you would like “more of?”   What factors would you miss most if you had a completely different job?  Describe for me the less-desirable elements or frustrations in your current role that you would like to do “less of?” Are there any frustration factors that keep you up at night, that enter your mind while driving to work, or that cause you to dread having to come to work at all?  Describe those factors to me.

3. Dream job – if you were given the opportunity to redesign your current role, can you make a list of the key factors that you would include in your “dream job?”

4. Where would you like to be –help me understand your career progression expectations?  Where would you like to be in the organization two years from now?

5. Challenge factors – describe for me the most challenging but exciting aspects of your current job? What actions would you suggest we take to further challenge you in your current job?

6. Recognition – Describe any recent recognition and acknowledgment that you have received that increased or reinforced your commitment? Tell me how we can improve employee recognition.

7. Exposure – can you highlight a recent exposure to leadership and decision makers that you have experienced? How might we increase or improve that exposure?

8. Learning, growth, and leadership – describe for me your positive experiences in the area of learning, development, and growth? How could we increase that growth? The employee might also be asked if they desire to move into a leadership role, and if so, what are their expectations, their timetable, and their concerns.

D. Identify the possible “triggers” that may cause the employee to consider leaving

1. Triggers are occurrences or events that drive loyal employees to begin considering looking for new job.

2. Identify possible retention triggers – if you were to ever begin to consider leaving … help me understand what kind of “triggers” or negative factors that might cause you to consider leaving? Please include both job and agency trigger factors.

3. Recent frustrations – think back to a time in the last 12 months when you have been at least slightly frustrated or anxious in your current role. Tell me the frustration factor or factors that most contributed to that anxiety?  Would you also help me understand what eventually happened to lower that frustration level?

4. Others made you think – if you’ve had conversations with other employees who have considered leaving or who have actually left the agency, did any of the reasons that they provided for leaving cause you to at least partially nod in agreement? If so, what where those factors?  Why they, at least, partially justifiable as a reason for leaving to you?

5. Past triggers – what are the prime factors that caused you to leave your last two jobs? Are there factors from your previous jobs that you hope you will never have to experience again at our agency?

Stay Interview Challenges

Stay Interviews are not without challenges for HR professionals, Agency Heads, and managers. 

Stay Interviews may surface:

· Unpleasant truths, or bad feelings toward someone specific or group of people, like leadership.   

· A request for a raise or promotion that aren’t in the budget.  

· A training request or something out of the scope of their job/role.

· A request for a job or role the employee doesn’t have the skills to do

· Issues are identified that are irresolvable
Potential pitfalls and considerations

Managers are advised to coordinate with their HR/Payroll Departments to script responses for issues regarding pay, benefits, work schedules or other topics related to agency policies and business practices.

Mentoring and Coaching

Overview

There is a distinction between Mentoring and Coaching.  

Mentoring is a dynamic, professional relationship where a more experienced person (the mentor) guides a less experienced person (the mentee) to grow professionally and personally.  The mentee drives the partnership - there is no direct responsibility or accountability for performance between the two parties.  Mentoring is linked to the development of both the mentor and mentee and it is a strategy designed to meet one or more business needs.

Key Terms

There are different types of Mentoring that an organization can utilize.

· One-On-One Mentoring
The most common mentoring model, one-on-one mentoring matches one mentor with one mentee. Most people prefer this model because it allows both mentor and mentee to develop a personal relationship and provides individual support for the mentee. Availability of mentors is the only limitation.

· Resource-Based Mentoring
Resource-based mentoring offers some of the same features as one-on-one mentoring. The main difference is that mentors and mentees are not interviewed and matched by a Mentoring Program Manager.  Instead, mentors agree to add their names to a list of available mentors from which a mentee can choose. It is up to the mentee to initiate the process by asking one of the volunteer mentors for assistance. This model typically has limited support within the organization and may result in mismatched mentor-mentee pairing.

· Group Mentoring
Group mentoring requires a mentor to work with 4-6 mentees at one time. The group meets once or twice a month to discuss various topics. Combining senior and peer mentoring, the mentor and the peers help one another learn and develop appropriate skills and knowledge. 

· Training-Based Mentoring
This model is tied directly to a training program. A mentor is assigned to a mentee to help that person develop the specific skills being taught in the program. Training-based mentoring is limited, because it focuses on the subject at hand and doesn’t help the mentee develop a broader skill set.

· Executive Mentoring                             
This top-down model may be the most effective way to create a mentoring culture and cultivate skills and knowledge throughout an organization. It is also an effective succession-planning tool, because it prevents the knowledge "brain drain" that would otherwise take place when senior management retires.

Coaching could be a component of mentoring as it focuses on concrete issues such as strategic thinking or public speaking, it is short term so that once the skill is learned, and the coach is no longer needed.  Therefore coaching is more of a tool for specific training and where mentoring is long term and is more relationship orientated rather than task.  Mentoring is development driven while coaching is performance driven.  Both approaches are essential to professional development.  The practice of mentoring should be considered when developing leaders or a talent pool as part of succession planning.  An organization that can build and sustain a coaching culture will be in a much better position to deal with change and to maximize the efforts of people in understanding their personal contribution to the organizations success.
Elements of a Successful Solution

· Ensuring  accessibility

· Ensuring Diversity and Inclusion

· Having a component for a 24/7 and field operation employees

· Ensuring that the program is fair and equitable for all Collective Bargaining staff/Buy In from the Collective Bargaining Units
Commonwealth Bright Spots

Department of Correction (DOC) – Employee Mentoring Program

The DOC Mentoring Program provides a mechanism for support, training and counsel to help employees succeed in the DOC through the development of positive relationships

Mass DOT – Lifting As We Climb

The Lifting as We Climb Program identifies and develops employees as future leaders and supports personal and professional growth through training, encouragement, direction and insight by professional colleagues.

Department of Revenue (DOR) – Mentoring at DOR

As DOR continues to promote an environment of learning and growth for all employees, mentoring is one way the agency can help enhance the employee experience.  The goal is to help contribute to the success of employees during their tenure.  This strategy is targeted to retain and develop talent at DOR.  Ultimately, the success of DOR benefits from mentoring programs.

Executive Office of Health and Human Services (EOHHS) – MasSP Program

Workplace mentoring is a developmental partnership where two individuals share knowledge, skills, information, and perspective that foster the personal and professional growth of both parties. An important goal of the MasSP Mentoring Program is to increase the diversity of qualified applicant pools for supervisory, managerial and leadership positions. 

Resources

COACHING

· University of Leeds - Developing People through Effective Workplace Coaching

MENTORING

· Management Mentors - How to Build a Mentoring Program Toolkit

Getting Started 

1. Identify the Program Manager to oversee the development, implementation, monitoring and evaluation of the program.  The Program Manager should be familiar with the adult learning, coaching, and mentoring techniques and able to commit the time and resources to accomplish the responsibilities of the role.
The person selected as the Program Manager should be knowledgeable about the organization’s mission, vision, and goals and how the organization is structured.  
2. Identify Senior Level Champion responsible to communicate the purpose and need for the program to the organization’s stakeholders, obtain their support and approval, as appropriate, and ensure that the benefits are understood across the organization. 
The Senior Level Champion should be a senior level member in the organization committed to achieving the purpose and goals of the mentoring program.
3. Develop the program
4. Solicit employees to serve coaches/mentors
5. Orient coaches/mentors to roles and expectations
6. Communicate program availability to recruit potential coaches and mentees 

Onboarding     







Overview

Onboarding is a strategic process of bringing a new employee into the organization and providing information, training, mentoring and coaching throughout the transition. The process begins at the acceptance of a signed job offer letter and extends at least throughout the first several months of employment.  The traditional onboarding process has typically been about bringing a new hire in and focusing on the organization’s identity and immersing the new hire in its culture and processes; it put less emphasis on the new hire and what he/she brings to the table. A solid onboarding program should be more about the new hire—customized to help him/her succeed. 

The following are some of the goals that should be targeted in onboarding: 

· Familiarize the new employee with the agency, its culture, mission, goals and processes

· Help the new employee establish a rapport with other colleagues, hiring managers, etc.

· Make the new employee feel comfortable in his/her role with a defined picture of duties

· Inspire the new employee to become productive faster

· Encourage the new employee to confirm that he/she made the right decision by joining your organization and is going to be successful in the  position

A well designed onboarding program positively impacts employee engagement, morale, productivity and retention. It is crucial to pay particular attention to this first step in welcoming a new employee to the Commonwealth.  It is very instrumental in setting the new hire up for long-term success.
Elements of a Successful Solution

To implement a successful onboarding program, enforcement and implementation of the program must be led by the Human Resources Director or designated person at the agency.  The hiring manager should work with the Human Resources Director while the employment offer to the new potential employee is being extended. A successful onboarding program is entirely dependent of the actual implementation of each of the following five phases.
1. Preparation

Welcome Kit - ideas for what to include:

· Welcome letter from a New Employee Mentor/Buddy (identify person at this time)

· Organizational chart

· List of area restaurants

· Commuter and parking information

· Phone numbers of all employees and titles in agency/unit

· Model Employer initiative handout with agency ADA coordinator’s contact information

· Weather emergency information

2. Orientation

· Meet with benefits coordinator to review the new hire packet information

· Provide union contact information if applicable

· Distribute an email announcement to all employees in the agency/unit on the day the new hire starts to introduce her/him

· Walk the new hire around the office/facility and make in-person introductions

· Explain the agency culture

· Organize an optional agency-wide brown bag lunch with new employee and all staff to create a welcoming environment

· Provide new employee with a list of other state agencies/units and make introductions with partner agencies if appropriate

3. Integration

· Explain what EPRS/ACES training is and how it is used to measure performance; review the different stages involved in the EPRS/ACES performance measures

· Confirm New Employee Mentor and new hire are in contact by phone, email or in person on a weekly or at least monthly basis

· Monitor mandatory and optional training schedule, e.g. PACE

· Understand new employee's expectation and if they are being met

4. Engagement

· Continue integration and assimilation to the team

· Consider organizing a group social event that falls in line with the mission 

(for example, volunteer at a soup kitchen or have a team building event)

5. Follow-up

· The New Employee Mentor/Buddy should plan 3-month and 6-month brown bag lunches to follow-up with the new hire and address any questions, concerns or issues about the work environment

· A follow-up survey to the onboarding process could be presented at this time as a tool to measure onboarding success

Commonwealth Bright Spots

Department of Youth Services (DYS) - Turning the First Day into the First Year
The Department of Youth Services’ (DYS) 12-month onboarding program called “Turning the First Day into the First Year” is customized for each new hire’s individual needs. A more personal element to the process engages new employees, giving them the ability to identify their personal goals with the overall success of the organization. A schedule of activities begins prior to an employee’s first day and includes milestones for Day 1, Weeks 1-3, Day 30, Months 2-5, Month 6 and Month 12. 

Massachusetts Commission for the Blind (MCB) – 4 Day Onboarding Program 
In 2014, Massachusetts Commission for the Blind (MCB) launched a comprehensive new employee onboarding program.  This 4-day instructor-led training program includes an overview of MCB’s programs and services, job specific training and general skill development.  A New Employee Checklist details components of the program and all activities the new employees are expected to engage in within the first 6 months. Some of the activities include mandatory training, EPRS/ACES, the DVD “What to Do When You Meet a Blind Person”, an Eyeball 101 PowerPoint, desk guides,  3 eLearning programs including “Blind Basics”,  field visits to partner agencies, and job shadowing. 

Human Resource Division (HRD) - Diversity Council Onboarding Program
The Human Resource Division (HRD) Diversity Council is launching a new employee onboarding program. The purpose of the Diversity Council is to work in congruence with the present needs and initiatives that are being carried out by HRD.  This initiative to create an onboarding program was supported by the agency head and senior staff. Additionally the Diversity Council felt that being the frontrunners in this onboarding program exemplifies the diverse welcoming environment HRD fosters. All members of the Diversity Council will be involved with the onboarding program once a new employee is hired. The Diversity Council will write and send a welcome letter to the next new HRD employee to begin the onboarding process. Directly following this letter, the Diversity Council will follow the steps in the Onboarding: Guidelines for Conducting New Employee Orientation (link provided in Resources section below). In addition to implementing the steps in this guide, the Diversity Council is in the process of creating a survey for the new employee to complete after 90 days to measure the success of the onboarding program. (For more information, see the Affinity Groups & Diversity Councils chapter of this guide.)
Resources

Human Resources Division (HRD)


· Onboarding: Guidelines for Conducting New Employee Orientation and Checklist

· New Employee Orientation Guide

· Commonwealth of Massachusetts Human Resources Division Main Webpage

· HRD Commonwealth Employment Opportunities

· HRD Managers Handbook (the “Red Book”)

· MassHR Employee Service Center
 

Group Insurance Commission

· Group Insurance Commission (GIC) Webpage

· GIC Active State Employee Benefit Decision Guides

Retirement  

· State Board of Retirement Webpage

· Great-West Financial Retirement Services - Deferred Compensation Program

External Resources

· What to Include in Orientation Training - Training Daily Advisor Article

· 10 Ways to Wow Your New Hire - HR.com Article

· How to Build an Onboarding Plan for a New Hire - Inc. Magazine Article

· Society for Human Resources Management Guide - Onboarding New Employees:  Maximizing Success
 

· Onboarding 2013: A New Look at New Hires - The Aberdeen Group Report

· Why Top Talent Leaves: Top 10 Reasons Boiled Down to 1 – Forbes Magazine Article

· The 10 Commandments of Employee Onboarding – CareerBuilder Article

· First Minutes Are Critical in New-Employee Orientation – Forbes Magazine
 

· Making Onboarding Work – Harvard Business Review Article

· Onboarding: Guidelines for Conducting New Employee Orientation and Checklist
 
Getting Started 

1. Gain the buy-in of Senior Leadership ( Secretary, Commissioner, Executive Director, etc.) for the improved onboarding program

2. Establish and execute an education strategy for managers about the onboarding process and stress its critical importance to workforce retention and employee engagement

3. Plan for the items listed in the Five Phases of a Successful Solution section of this chapter

4. Identify who will be on the Onboarding team such as HR representative, managers, supervisor, co-workers, and mentor/buddy

5. Review the Buddy System section of the  Onboarding: Guidelines for Conducting New Employee Orientation and Checklist
  

6. Schedule a Kick-Off Meeting for the onboarding team to learn about their roles and create an onboarding plan for your group

7. Charge ahead and put your team’s onboarding plan in motion! 

Potential Pitfalls/Considerations

· Lack of follow through with onboarding the new employee leads to frustration and disappointment for the new hire

· Implementation of a formal mentoring program to continue the onboarding relationship is preferred over informal

· Setting the stage for success prior to the new employee’s first day is essential for the new employee and the agency

Change Management/Communications/Readiness

· Announcement of formal onboarding program to all employees
· Invite experienced leaders who might be resistant to change to impart their institutional knowledge.  
IX. Solutions Toolkit: Strategies for Organizational Preparedness

Business Process Redesign 

Overview

Planning for a workforce that is equipped to effectively manage the volume of work, that possess the appropriate skills and that operates in the most efficient manner is a delicate balance.  It is a balance that involves planning for adequate human resources to efficiently meet the needs of the organization so that it achieves its goals and serves its customers. The organization should strive to amass a workforce that possesses the needed talents, and to assure that those talents are allocated and managed appropriately. To achieve that balance, it is optimal for the organization to possess a thorough knowledge of the business processes that make up its daily operational activities. Approaching those processes with an attitude of efficiency, a commitment to quality and creating a culture of flexibility and openness that encourages innovation and the sharing of ideas. This culture fosters a belief in and the practice of “continuous improvement” and should also be among the organization’s primary goals.  Knowledge of these processes and the resource requirements to underwrite these practices gives the organization an edge in its workforce planning activities. 

In the day to day operations of an organization, there are countless “business processes” in place that allow for work to be accomplished, to produce products and provide services that add value for the organization’s customers. In the Commonwealth, these processes may stand alone, but most often they interact with or influence the effectiveness of other processes within our agencies, sister agencies, secretariats, municipal governments, the public, outside vendors and communities.  A business process is a series of tasks performed in a particular sequence by staff and/or electronic systems determined necessary to achieve a business outcome. The process is triggered by an input, which may be in the form of an inquiry, a decision, an application or another process.  The process then goes through a transformation of a physical or informational nature where the actual work to produce the product or service is performed.  The process ends with the output of some type, including decisions, services or a product. Some business processes may be simple, but others are very complex in nature and may include additional sub-processes.

Key Terms

Business Process Redesign (sometimes referred to as Business Process Re-engineering) is the practice of examining a business process with an eye toward eliminating inefficiencies and waste, helping our employees to “work smart”, researching and instituting best practices, standardizing business practice wherever and whenever possible, meeting the needs of its customers and delivering quality products and services, and instituting a practice of continuous improvement.

Elements of a Successful Solution

Preparing for a Business Process Redesign

When a determination has been made that a redesign is in order, a Business Case is made for the redesign. This may include the following:

· Rationale for the redesign: why this redesign is being initiated citing any baseline metrics available that illustrate and reinforce the rationale.

· Goals for redesign: This details the expectations of what the organization will accomplish by engaging in this redesign event. The stakeholders should produce a statement of the expected gains, savings and benefits of such an effort.

· Guiding Principles: What are the overarching principles that will influence the process (i.e., a focus on the customer, designing the process in the most simple form, establishing results-oriented metrics, leveraging technology)

The Business Process Redesign Procedure

With these preparations in place, the process begins in a three tiered process:

· Documenting and Reviewing the As-Is Process: 

To design a new process effectively, the present process needs to be looked at and fully understood. This step is designed to provide to everyone involved in the business process redesign an accurate picture of what the present business process looks like and how it works. The scope of the process (beginning, end, what is and isn’t going to be included) should be determined to facilitate clarity and efficiency. A group of individuals who are strongly involved in the process should be involved. This should include representatives of the staff who perform the work, may include customers (internal and external) who receive benefits from the process, and supervisors/managers who manage the process.  These are your Subject Matter Experts (SME’s).  The group meets and maps out the business process visually, task by task, documenting each role (staff and systems) in the process, and a flow chart model to create a visual representation of the business process.  This provides an in-depth visual of the process, revealing the valuable tasks that move the process along, policies and laws that need to be considered and pain points such as roadblocks, redundancies, inefficiencies, excessive hand-offs and steps that do not add value and benefit for the customer.  This is the groundwork for the redesign effort to go forward – the baseline. After the As-Is Process is documented, a validation process enables the participants to ensure that the process was accurately documented, policies and laws are noted and present responsibilities for each task are reflected.  The analysis of the As-Is Process and its findings then inform the next step.

· Designing the To-Be Process:  

The next step is where the SME’s in conjunction with others such as the IT Group, Legal, HR, and other parties with pertinent expertise get together to explore possibilities.  Brainstorming, researching best practices, collaboration, thinking outside of the box is an important part of this step.  It is imperative that the work done in the As-Is step is reviewed by those involved in the To-Be Process.  The results of the analysis done in the As-Is step allows the group to address pain points, streamline processes, utilize new technology, explore what-if’s, etc. It is important to once again revisit the goals, and guiding principles developed in preparation for this redesign and to add to or make changes as necessary based on the findings of the previous step.  Documenting the To-Be Process is completed in the same manner as the As-Is with a visual workflow, documenting the process in its’ most optimal form. The goal of this step is to reinvent the process at varying levels, eliminate pain points (inefficiencies and waste), finding solutions to process issues and create an efficient, expedited model, while maintaining or increasing the quality of the service or product.  Once the To-Be process is completed, the group validates the model making sure it adheres to the goals, guiding principles and Commonwealth of Massachusetts policy and law. Once validated, the As-Is and To-Be processes need to be reviewed and analyzed to begin the next phase.

· Gap Analysis and Creating a Plan for Managing Change

This phase deals with change on many levels.  After completion of the first two phases, the third phase, Gap Analysis and Change Management, are essential to the success of the Business Process Redesign effort. The Gap Analysis is the analysis of the gap between the present process and the future process with subject matter experts and key stakeholders.  What will be needed to successfully implement the new process?  Some examples of the considerations when analyzing the gap may have to do with:

Process Implications:

· Changes in the way work gets done

· Change in data sources or inputs

· Change in reports or outputs

· Change in the frequency of the work

· Change in communication or interaction

· Change impacting clients or vendors

· Change impacting technology

People Implications:

· New skills required

· Tasks added

· Significant additional training needs

· Tasks eliminated

· Behavioral/Cultural change

· Anticipated resistance

Structural Implications:

· Change in number of staff required

· Change in accountability/reporting relationship

· Change in location where work is performed

After the gaps are identified then a plan for managing this change is a must have.  This plan should be predicated on the answers to the following questions and should be addressed by a collaborative group representing the different groups within the organization.
· Who is impacted? (roles, offices, agencies/departments, etc.)

· What is impacted? (systems, locations, activities)

· How will we prepare for these changes and what are the mitigation activities needed to aid the organization through these changes. (A communication plan, training, bargaining units, staff movement/reassignment, issues with resistance, and security situations may be just a few).

· How will we measure and monitor these changes, analysis of these measures to determine their effectiveness, and how does the new process effect the organization, its staff and its clients?

A good, effective and thoughtful communication strategy is crucial and should fully integrate the organization’s Change Management Plan.  

Commonwealth Bright Spots

Division of Capital Asset Management and Maintenance (DCAMM)
DCAMM adopted a methodology of Business Process Redesign known as Lean Six Sigma.  As of May, 2014, DCAMM made “Lean” a cultural priority in its everyday operations. To further this commitment, one quarter of DCAMM’s staff  of just over 400 has been trained as Lean Green Belts or Lean Champions and has held approximately 16 major Business Process Redesign events, redesigning some of their most crucial business processes. The Green Belt staff and Champions are committed to a leadership role in the elimination of waste, raising or maintaining quality of products and services and furthering “Lean Thinking” as a cultural priority.  

The Leadership of DCAMM, headed by Carole Cornelison, Commissioner, in alignment with the goals of Governor Patrick and ANF’s Strategic Plan drove this effort.  Everyone in the agency became involved with Lean through an Awareness Training and many others chose to be involved on a much deeper level through Champion and Green Belt Training.  
Resources

Books:

· The Outstanding Organization: Generate Business Results by Eliminating Chaos and Building the Foundation for Everyday Excellence by Karen Martin

· The Toyota Way to Continuous Improvement: Linking Excellence to Achieve Superior Performance by Jeffrey Liker and James K Franz

· Creating a Lean Culture: Tools to Sustain Lean Conversions by David Mann

· Office Kaizen: Transforming Office Operations into a Strategic Competitive Advantage by William Lareau

· The Ultimate Gide to Business Process Management: Everything you need to know and how to apply it to your organization by Theodore Panagacos

· Business Process management: Concepts, Languages, Architectures by Mathias Weske

· Transforming Performance Measurement: Rethinking the way we Measure and Drive Organizational Success by Dean R. Spitzer

· Beyond Change Management: How to Achieve Breakthrough Results Through Conscious Change Leadership by Dean L. Anderson and Linda Ackerman Anderson

· Teaming:  How Organizations Learn, Innovate and Compete in the Knowledge Economy by Amy C. Edmondson

Courses:

· Business Process Redesign, Commonwealth of Massachusetts, Human Resources Division
· Building and Maintaining a Results Oriented Culture, Commonwealth of Massachusetts, Human Resources Division

Getting Started

1. Build the case for the event.  Include the following:

a. Rationale (why the event is being pursued), 

b. Goals you want to accomplish

c. Guiding Principles (what principles guide your actions; i.e., customer focused, leveraging technology, designing in simplicity, etc.)

2. Identify participants: begin with a group of individuals who are interested in being a part of the redesign event and are the Subject Matter Experts (people intimately involved or affected by the process).

3. Build support for your effort with Leadership

4. Communicate your progress, allowing others to view the process redesign in action.

5. Prepare to facilitate your workshop sessions

6. Coordinate your workshop logistics (As-Is process, To-Be Process and Gap Analysis/Change Management sessions)

7. Report out your results and Action Plan

8. Begin implementation

9. Measure results

10. Continue the process

It is always advantageous to have a mentor to guide you through the rough parts, and whenever there is change, there will be rough patches.  If you do not have individuals available with Business Process Redesign experience, make use of some of the resources above and the individuals within other organizations within the state with the expertise.  

Change Management/Communications/Readiness

As discussed before, change is difficult and you will be challenged by the products of that change. Each organization will have its own challenges; however some challenges are universal.  Here are a few to consider:

· Resistance may be encountered from many areas of the organization.  Be sensitive to the underlying causes of resistance such as fear, rumors, change in position or how work is done.  Remember that collaboration with the staff and effective, thoughtful communication of the process and progress of this effort will go a long way to obtaining buy-in from those most affected by the redesign.
· Enlisting Leadership Support is necessary for your redesign success.  Have a solid Business Case for your redesign effort and a solid plan for carrying it out.  Let your goals speak to efficiency, quality and cost/time savings for the organization.  Never focus on fault finding or blame.  That will not foster support. Enlist the support of your leadership through communication and alignment of the goals of the redesign effort with those of the organizations. Communication on the process and progress is key to leadership’s continued support.
· Scope Creep can impede your efforts for a focused, effective Business Process Redesign effort.  Determine the scope of the process and the level of detail at which you will be working before you begin the event.  The group will need to agree on the point at which the process begins, the point at which it ends and what tasks/sub processes are included or not included. Scope Creep can actually enlarge the focus of the event and minimize the effectiveness of the effort.  Beware of scope creep!
· Creativity/Thinking Outside of the Box needs to be encouraged.  Create an open, safe place to share ideas, innovations and to problem solve.  Do not let the dreaded words “this is the way we’ve always done it” get in the way of new ideas. Always make sure that what is thought to be policy or law is actually policy or law. Balancing perspectives can be tricky, and good collaboration is a balancing act at times. Try to build your team with an eye toward the prize of working smarter and better. Focus on creating value.
· Implementation will have its share of challenges.  Start with a good plan. Account for the impacts on business, customers, and staff.  Stay strong and on track.  Measure your progress with good solid metrics that paint a successful picture and/or point the way to additional improvement efforts.

Knowledge Transfer 

Overview

Knowledge transfer is a method of collecting, understanding, documenting, and sharing information and experiences with others so the knowledge does not leave the agency when the employee does.  The magnitude of the potential loss of knowledge was described in an article by Price Waterhouse Cooper. “When an employee leaves a position, the organization can lose up to 80% of that individual’s professional knowledge — the wisdom that is gained and compounded day to day, project to project, year to year, and interaction to interaction.” (Source: PwC article)  Knowledge transfer makes good business sense, whether you are preparing for potential retirements and planned absences such as vacations, or unplanned absences such as an unexpected long-term illness.  

A retired Harvard University professor coined the term “Deep smarts” which is defined as “the intuition, judgment, and knowledge, both explicit and tacit, that is stored in the heads and hands of your employees; this accumulated expertise is what makes your organization viable.” "Deep smarts are the engine of your organization. You cannot progress without them, and you will manage more effectively if you understand what they are, how they are built and cultivated, and the ways they can be transferred." Source:  Harvard Business Week article

Another factor complicating the challenge is the breadth and magnitude of an employee’s interactions with others which often is not appreciated until an employee has left the agency and there is a gap in knowledge. “Research suggests that employees typically interact within a social network of between 50 and 150 key contacts in performing their job functions; and most organizations are hard pressed to replicate the complex patterns of interaction and communication they represent — and to preserve the knowledge that exists within these relationships. When are phone calls made? To whom? Who provides what kind of guidance and support? How do we determine levels of priority?” Source:  PwC article

Key Terms

· Institutional (tacit) knowledge: Information carried in an employee’s head that isn’t always easy to instantly recall or quantify but if available may help resolve a current work issue

· Explicit knowledge: Structured knowledge which is stored or organized in a deliberate, thoughtful, logical and accessible way in electronic or paper format 

· Unstructured knowledge: Information that exists but requires searching to locate it in scattered locations and formats such as email, MS Word documents, PowerPoint presentations, etc. 

Elements of a Successful Solution

These are a number of available knowledge transfer strategies for you to consider.

Written

· Job Aid which includes step-by-step instructions that guide an employee through a process or procedure.

· Process Documentation such as flow charts with steps covering an entire business process 

· Expert System which is a computer based program that documents common or complex problems and includes troubleshooting tips and possible remedies. 

· Story Board is a group of pictures that tell a story and provides a graphic representation with easily recognized symbols of what to do and how to do it.  This tool is ideal if a complex process can be documented in an easy to follow chart which is a standalone document.

· Knowledge map is a list contacts and for what business reasons

· Lessons learned involves identifying intended goal, actual outcome, reasons for results and what needs to be adjusted in the future.

· Computer-based repository is a reference tool so employees can access all pertinent documents on a particular process. The documents could include lessons learned, eLearning materials, job aids, policies, and procedures. 

Oral

· Story Telling  is a very effective way to transfer knowledge and includes discussing experiences and important information with others

· Best Practice Meetings or Studies are a chance to share the tools and approaches used successfully by other organizations facing similar issues

· Critical Incident Interview is documenting causes of difficult non-routine situations and solutions by seeking input of seasoned knowledgeable staff who were involved in the project

· Community of practice – this is a voluntary groups of professionals in the same field or discipline that meet to discuss common issues, review best practices, and troubleshoot  problems.  By spreading their knowledge they lessen the loss to their agency if they leave state service as there is a network of subject matter experts (SMEs) that can be consulted.

Demonstration

· A mentor can share some institutional knowledge and social norms while also providing career guidance and acting as a sounding board. See Chapter on Mentoring for information

· Pairing a less experienced employee with a more seasoned employee to learn what is involved in the job 

· Double filling two employees in the same job simultaneously so the departing employee can impart knowledge to the new employee

· Tapping the knowledge of employees who are planning to retire in the coming months, providing forums for them to share institutional knowledge and help document and transfer knowledge to employees or successor.  

Additional Best Practices:

Organizations that provide systems that capture knowledge in a central repository which can be indexed or queried find the increased access and ease of access to information makes knowledge transfer more successful.  Since knowledge is not static, another important component is updating knowledge as practices or policies change so employees are aware of the current state.

Public Sector Bright Spots

At least seven states have a portion of their human resources website dedicated to knowledge retention and transfer resources, tools, and guides.  In some cases, the knowledge transfer effort has become an institutional movement powered by leadership support and executive orders requiring these efforts.

The state of Delaware had some insightful questions that could help target areas of vulnerability and will help facilitate planning around knowledge transfer.

· If you had to leave suddenly and only had one day left to brief your replacement, what would you put on your list of things to tell them?

· Looking back, what things do you wish your office had taught you early in your job that you eventually learned the hard way?

· What pieces of knowledge are you most worried about slipping through the cracks when you leave?

· Are there some important types of knowledge that take a long time for someone else to learn but are critical to your job? What are they?

The state of Michigan has embraced knowledge transfer as well and uses a more thoughtful proactive approach as evidenced by their slogan, “Do It As You Go, Not When You Go”.  The Michigan central human resources office also developed some great probing questions to ask employees to help focus knowledge retention and transfer activities.

· What kinds of knowledge or skills do you now have that the department will miss most when you leave?

· If you had to leave the department suddenly and only had one day left to brief your replacement, what would you put on your list of things to tell or give them?

· Looking back, what things do you wish the department had taught you early in your job that you eventually learned the hard way?

· What are currently the most important/controversial issues in your assigned programs? Why?

· What are the major threats and opportunities to your department regarding these issues? Why?

· What were historically the most important/controversial issues in your assigned programs? How and why has it changed over the years?

· Describe any historical knowledge you have that might help avoid the repeat of a major error in the future.  Describe the type of failure and time frame.  Describe successes as well.

· What positions within your agency would cause distress if the incumbent suddenly left the position and why?

Private Sector Bright Spots

Suffolk Construction addressed this issue when they had two distinct workforce groups in the construction project management division.  The first group was comprised of Baby Boomers who completed trades apprenticeships then progressed later in their career and became project managers. The second group was comprised of recent tech-savvy engineering graduates who did not have “construction industry” knowledge but were newly placed in project manager roles. The seasoned project managers were asked a series of questions on 12 work areas/functions of their work related to the “how” and “why” aspects of their job and any recommendations they had for change. Should it be changed and if so how?  Next these project managers agreed to standard policies and procedures for each of the 12 functions so there would be uniformity that crossed geography and location size.  The outcome of this effort was documented information (institutional knowledge and nuances of the trade) that became training curriculum for the new project managers.
Resources

· “Brain Drain to Brain Trust: Retaining the knowledge critical to building a sustainable enterprise” PwC, PricewaterhouseCoopers.

· “The Knowledge Coach” Harvard Business Week, January 10, 2005.
 
· Alaska Knowledge Transfer in State Agencies 
    
· California Knowledge Management Toolkit 
      

· Delaware Knowledge Mapping Questions 
 
· Michigan Knowledge Capture and Transfer for State Agencies  
  

· Michigan Knowledge Transfer and Technology  
 

· New York University Knowledge Transfer Template   
 
· South Carolina Guide to Developing a Knowledge Transfer Plan 
  
· Wyoming Knowledge Transfer Tool   
 
Additional Resources for Agencies Looking for More Detailed Guidance

· How to Preserve Institutional Knowledge, Harvard Business Review 

· Connecting Old and New: How to Capture Institutional Knowledge 

· The Impact of the Aging Workforce on Public Sector Organizations and Mission, report by International Public Management Association for Human Resources 

· Knowledge Management for Government 

· The Importance of Preserving Institutional Knowledge in the Public Sector, Govloo.com 

· Loss of Institutional Knowledge: Tips for Establishing Institutional Knowledge 

· Institutional Knowledge: The Value and Threats to Overcome 

· When Knowledge Left the Building: How to Soften the Blow 

· BPM - A Cure for Institutional Memory Loss 

· Preserving and using institutional memory through knowledge management practices, by Transportation Research Board, National Research Council, Northwestern University 

Getting Started

1. Focus on the critical job title or function in the workforce action plan.

2. Inventory the current policies/procedures/ and other written documentation used by this job function

3. Meet with incumbents to brainstorm and document other key information.  

4. Interview a sample of incumbents to identify and document key 

5. Interview the newer incumbents to identify critical information that could have been provided earlier in the job 

6. Determine the best way to capture this information.

7. Develop a timeline for completing each written document as well as for facilitating needed oral activities and/or demonstrations.

8. Schedule some time during regular staff meetings to facilitate the knowledge transfer that can only result from conversations with seasoned staff.

Potential Pitfalls/Considerations

· No incentives for current staff 

· A lack of trust or willingness by employees to share knowledge which hinders knowledge transfer efforts 

· The agency environment or culture may not be supportive of knowledge transfer

· Outdated practices being perpetuated  

· The amount of time it takes to do knowledge transfer on an ongoing basis.

· Lack of common language or terminology

· Apathy about sharing knowledge, incorrect information or (i.e. unlearn the way you’ve been doing things for a long time).

Succession Planning

Overview

Succession Planning is a comprehensive ongoing strategic process that identifies key positions in an organization, the vacancy probability of these identified positions, and the process to fill those vacancies with internal staff. The most successful succession plans are those that are business-focused and collaboratively designed and managed by executive, human resources and operation management. Human Resources managers must become strategic partners with operation managers when designing the blueprint for the future of the organization. Once an organization takes on the task of designing and implementing a Succession Plan, it is vital the plan is maintained, as its sustainability relies on structured cyclical management and oversight.  Human Resources and operations managers are advised to regularly assess the workforce and work with employee development and training staff to focus on leadership and career development programs to support the organization’s workforce Succession Planning.

The purpose of this chapter is to familiarize agencies with the concept of Succession Planning, how agencies can address workforce Succession Planning, and to learn how other agencies in the Commonwealth have been successful in Succession Planning efforts.

Elements of a Successful Solution

Every organization is unique both in mission, culture, and structure; however, there are recurring themes in successful Succession Plans in organizations despite structural and business differences. The elements listed below are methodologies and techniques that agencies are strongly encouraged to work towards establishing best practices when starting workforce Succession Planning in their organizations.  

Executive Support

A critical component of Succession Planning is creating a quality and supportive team.  Human Resources can build a great talent acquisition and development plan, but without active support from leadership, it will not have the desired impact.   

Senior Executive Leaders (champions) are lynchpins to forming a successful leadership team; others who are critical to the process are Human Resources staff (including fiscal, diversity and inclusion leaders), operation managers, and leaders of employee training and learning development.  Each of these individuals has a specific role in ensuring the success of Succession Planning.   

The Human Resources team’s role is to help facilitate the succession planning process.   Human Resources provide the frame work/template for the Succession Plan.  They partner with the agency to help define strategic alignment of talent with business goals.  Human Resources is also responsible for ensuring there is diversity in succession planning.  This would include deliberate steps to include and actively advance women, minorities, persons with disabilities and veterans into leadership opportunities.   Human Resource’s role is to find people who fit the culture and to help them develop the skills to lead the organization so it stays viable in the future.
Every operation manager’s role is to effectively manage the talent within their space. They have the obligation of  assessing the career potential of their employees, having open and honest discussions with their employees,  working with their staff on career development plans and identifying potential growth opportunities, providing on-going coaching, and ensuring the current and future needs of the department are met.  

One author refers to this as “Packing a Basket”
- Creating a specific model for every job that defines the behavior, attitude, skills, knowledge, experience and talent, or BASKET, necessary to succeed in a role. Models like this will help employees understand what’s expected of them in their current role and what it will take to be ready to move forward.
The leads of employee training and learning development are responsible to collaborate with operation managers on the critical skill gaps identified and offer appropriate types of training and development in order to ensure the attainment of agency strategic goals.  

Making Succession Planning a successful priority is a collaborative effort driven by Executive Leadership.  
Identifying Mission Critical Positions

Agencies are encouraged to establish a systemic approach to identifying critical positions. It is crucial that Human Resource managers become strategic partners with operation managers when identifying critical positions. Every agency will develop its own methodology for assessing which positions are critical and high-risk for vacancy. 

It is strongly recommended that Human Resources managers regularly monitor their organization's overall retirement-eligible employee statistics and turnover rate. These important metrics will keep Human Resources managers informed with reliable data and a tool that will shape the organization's planning. In the Commonwealth, these metrics can be calculated by using data warehouse queries from HR/CMS. 

There are varying degrees of risk in the world of Succession Planning. Types of risk will impact an agency in different ways and it is important for the Succession Planning team to understand the risks that impact their organization in order to formulate an effective succession plan. The Corporate Leadership Council
 breaks down succession risks into these categories:

· Vacancy Risk- risk of critical leadership positions being vacant 

· Readiness Risk- risk of underdeveloped successors

· Transition Risk- risk of poor assimilation of executive talent into the organization 

· Portfolio Risk- risk of poor deployment of talent against business goals

In 2011, the Executive Office for Health and Human Services [EOHHS] did an analysis of its workforce to determine which positions were considered high-risk in the agencies within that Secretariat based on separation data from the previous five years and the likelihood that the separation rate would continue based on the profile of the current workforce.  Please see the Resources section of this chapter for an Employee Data Profile sample from EOHHS's Department of Transitional Assistance.

Identifying your Agency’s Talent

Human Resource and operation managers will be required to strategize and work together in identifying and determining the organization's best method to identify top talent within their agencies. The talent identification process is arguably one of the greatest challenges in workforce succession planning. Human Resources managers are encouraged to review employee performance appraisals and performance recognition awards to familiarize themselves with current staff. Some Succession Planning teams conduct voluntary talent assessment/leadership readiness assessments. Some research suggests that organizations undertake a full assessment of employees’ competency levels. Understanding where current employees’ skills are positioned allows the Succession Planning team to determine the number of employees that are capable of fulfilling future vacancies. 

It is strongly advised that your Succession Planning team seek council from Labor Relations legal staff before conducting office-wide assessments.

Professional Development

Once agencies have identified the employees that are capable and available to move into mission critical positions, the Succession Planning team should have a list of employees who have great potential, but are lacking some skill set that is required before moving into the next level of their careers. These skills are usually a combination of technical skills and managerial skills.  Succession Planning involves working with employee, training and development staff to design programs that focus on skills, leadership and career development. Agencies are encouraged to create career and professional development programs that will enhance the incumbent staff skill set and prepare them for future career opportunities. 

Some agencies may not have the financial or professional resources to create formal career and leadership development programs. Agencies are encouraged to support Mentoring and Coaching programs within their agencies to support fresh talent with agency experts and in some cases senior managers.  Please see the Mentoring and Coaching chapter in this guide for additional information. 

Focus on Retention

Once an organization feels confident with its Succession Plan, managers are cautioned to be mindful of retaining the successors they have identified as future leaders in the agency. As outlined in this chapter, there are extensive efforts placed in creating and maintaining a Succession Plan, and it has been emphasized that this is a continuous, parallel, cyclical process. Human Resources managers are strongly encouraged to read the chapters in this Resource Guide that discuss Mentoring and Coaching and Stay Interviews and other chapters for guidance in workforce planning efforts to increase retention, specifically to these employees identified as an emerging leaders.  

Commonwealth Bright Spots

Executive Office of Health and Human Services – Commonwealth of Massachusetts

The Mentoring, Aspiring Supervisor and Succession Planning (MasSP) Program is an integrated, Secretariat-wide initiative of the Commonwealth’s Executive Office of Health and Human Services. It addresses the growing need for succession planning by establishing pools of competitive candidates that will help to reduce vacancy risks in EOHHS. The focus is on cultivating a highly-skilled workforce that can deliver innovative solutions and approaches that will enhance the Agency’s service delivery.

The MasSP Program was designed and launched by the EOHHS Center for Staff Development in response to a growing rate of separation from state service from the ranks of existing employees and the interest of employees to move into advanced positions in state service.

A Secretariat-wide workgroup was formed and coordinated by the Center for Staff Development.  The Workgroup was charged with establishing a program that would address the growing need to create a succession planning strategy that would be open to all employees and would address the needs of all of our agencies.

The MasSP program offer specialized tracks including: 
Aspiring Supervisor: for employees who are not yet in a supervisory position and would like to learn more about the duties of a supervisor and the skills necessary to be a successful supervisor
New Supervisor: for employees who are new to a supervisory role and would like to gain skills and knowledge they can immediately apply as well as garner support from other new supervisors
Program/Office Director: for employees who are currently overseeing a program or leading an office, or those who aspire to oversee a program or lead an office in EOHHS
Powerful Presenter: for employees interested in enhancing their presentation and delivery skills to ensure positive outcomes
Senior Leader: for employees currently in a lower or mid-level management position who would like to move into agency senior management
To date over 800 employees have participated in the MasSP Program.  Over 30% of participants have attained advanced positions in EOHHS since beginning the program. 

Resources

· Corporate Leadership Council; Hallmarks of Leadership Success, Strategies for Improving Leadership Quality and Executive Readiness

· Developing Federal Executives in the 21st Century, April 10, 2007

· How to Create a Culture of Succession Readiness 

· Hills, Angela: Five Strategies for Effective Succession Planning; December 13, 2007

· SAMPLE:  Department of Transitional Assistance. Contact directly for more detail on their Succession Planning Employee Data.
Getting Started

Compile your Workforce Succession Planning Teams

1. Executive Leadership

2. Senior Leadership

3. Human Resource Managers

· Important to note: HR strongly advised to utilize the Warehouse to regularly review separation data and share analysis of data with Succession Planning team to forecast workforce trends

4. Operational Managers

5. Subject Matter Experts

6. Employee, Training and Development Staff

Potential Pitfalls/Considerations
Workforce Succession Planning Team should consider:

· How will agencies allocate people to positions over short and long periods 

· How technology will impact positions and workflow 

· What the results will be of any changes

· Succession plan strategies must address future gaps and subsequently factors that influence the plan will be resources (financial and professional), time, capacity of current staff

· Utilizing performance management as a tool for managers to be held accountable for succession planning efforts in their areas of responsibility

X. Other Resources
[image: image6.jpg]: The Commonwealth of Massachusetts
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Checklist of Workforce Planning Activities
Prepare for Workforce Planning
	Activity
	Guide Chapter
	Timeframe
	Role/Person Responsible
	Action

Complete

	1. Identify HR Facilitator:  Identify the HR professional who will serve as Facilitator for each agency
	1
	By 5/30/14
	HRAC
	

	2. Identify the Agency WP Champion:  identify a senior manager who will champion the initiative and serve as intermediary between the team and agency leadership.  
	1
	6/2/14 – 6/13/14
	HRAC,
(working with Agency Head/COS)
	

	3. Participate in Webinar:  Participate in the Preparing to Launch webinar
	NA
	Week of 6/9
	HR Facilitator
	

	4. Schedule a Meeting with Agency Leadership:   This meeting of the Champion, HR Facilitator and Agency Leadership will be used to obtain information on the agency’s strategic direction.

NOTE: Meeting should be held in the first week following kick off
	1
	By 6/20/14
	Agency Champion
	

	5. Schedule a Meeting with Senior Staff:  This meeting of Agency Leadership and the Champion, HR Facilitator, Agency Diversity Officer will be used to obtain information about operational challenges in relation to the workforce. 

NOTE: Meeting should be held in the first two weeks following kick off
	1
	By 6/20/14

	Agency Champion
	

	6. Review WP Materials:  Check list of Activities; Workforce Plan Template, Familiarize yourself with Resource Guide
	ALL
	By 6/30/14
	HR Facilitator

Agency Champion
	

	7. Review Agency/Secretariat Information:  Review Secretariat Strategic Plan, Agency Objectives, Secretariat IT plan, Agency Affirmative Action/Diversity Plans
	NA
	By 6/30/14
	HR Facilitator

Agency Champion

Diversity Officer
	

	8. Review Agency Workforce Data:  Familiarize yourself with agency workforce data supplied by HRD
	1
	By 6/30/14
	HR Facilitator

Agency Champion

Diversity Officer
	


Section 1:  Obtain Strategic Direction and Identify Workforce-Related Operational Challenges
Section 1:  Obtaining Strategic Direction and Identifying Workforce-Related Operational Challenges

	Activity
	Guide Chapter
	Timeframe
	Role/Person Responsible
	Action

Complete

	1. Participate in Webinar:  Participate in the Getting Started webinar
	NA
	Weeks of 6/23/14 and 7/7/14
	HR Facilitator

Agency Champion
(Optional)
	

	2. Meet with Leadership:   Obtain information on the agency’s strategic direction
	2
	1 week after kickoff
	Agency Champion 

HR Facilitator

Diversity Officer
	

	3. Meet with Senior Staff:  Identify operational challenges in relation to the workforce
	2
	2 weeks after kickoff
	Agency Champion 
HR Facilitator

Diversity Officer
	


Section 2:  Identifying Workforce Planning Targets

Section 2:  Identify Workforce Planning Targets
	Activity
	Guide Chapter
	Timeframe
	Role/Person Responsible
	Action

Complete

	1. Convene Project Management Team (PMT):  Develop recommendations regarding functions to be targeted
	2
	Before  Meeting with Leadership (Step 2)
	Agency Champion 
HR Facilitator

Diversity Officer
	

	2. Meet with Leadership:  Recommend function(s) to target for workforce planning, and obtain decision from leadership.  Identify manager for each function to be targeted; these managers will lead the workforce planning team.  
	2
	By 3 weeks after kick off
	Agency Champion 
HR Facilitator


	

	3. Notify Team Lead(s):   Orient team members to role/expectations.  
	2
	8/1/14
	Agency Champion 
HR Facilitator
	

	4. Convene Team: Identify business impact of talent gap.
	2
	8/1/14
	Function Manager

HR Facilitator
Diversity Officer
	

	5. Complete Template: 
Sections 1 - 2 
	2
	8/1/14
	HR Facilitator
	


Section 3:  Analyze the Workforce for Priority Functions
Section 3:  Analyzing the Workforce for Priority Functions

	Activity
	Guide Chapter
	Timeframe
	Role/Person Responsible
	Action

Complete

	1. Convene Team: Identify drivers of challenge; Analyze current workforce and identify future workforce needs; identify talent gap. 
	3
	Early August
	Function Manger

HR Facilitator

Diversity Officer

Others as needed
	

	2. Discuss with HRAC member:  Sections 1 - 3
	3
	Early August
	HR Facilitator
	

	3. Update Champion:  Discuss Section 3
	3
	Mid-August
	HR Facilitator

Function Manager
	

	4. Complete Template:  Section 3
	
	8/15/14
	HR Facilitator
	

	5. HRAC reviews Sections 1 – 3:  Review completed template sections
	NA
	8/22/14
	HRAC
	


Section 4:  Selecting Potential Mitigating Strategies for Priority Functions Section 4:  Selecting Potential Mitigating Strategies for Priority Functions

	Activity
	Guide Chapter
	Timeframe
	Role/Person Responsible
	Action

Complete

	1. Participate in Webinar:  Participate in the Action Planning webinar
	NA
	Weeks of 8/11/14 and 8/18/14
	HR Facilitator

Team Lead
	

	2. Convene WP Team:   Review potential strategies; identify strategies within and outside agency control; identify what you will seek to accomplish with you Action Plan; identify metrics to measure progress
	4
	Mid-August
	Function Manager
HR Facilitator

Diversity Officer

Others as needed
	

	3. Discuss with HRAC member : Section 4
	4
	Early September
	HR Facilitator
	

	4. Update Champion:  Discuss Section 4
	4
	Early September
	HR Facilitator

Team Lead
	

	5. Complete Template:  Section 4
	4
	By 9/5/14
	HR Facilitator
	


Section 5:  Developing the Agency Action Plan 
Section 5:  Developing the Agency Action Plan

	Activity
	Guide Chapter
	Timeframe
	Role/Person Responsible
	Action

Complete

	1. Convene WP Team:   Develop Agency Action Plan.
	4,6,7,8,9
	Early September
	Function Manager
HR Facilitator

Diversity Officer

Others as needed
	

	2. Discuss with HRAC member:  Section 5
	4,6,7,8,9
	Early-Mid September
	HR Facilitator
	

	3. Complete Template:  Sections 5 and 6
	4,6,7,8,9
	Early-Mid September
	HR Facilitator
Function Manager
	

	4. Meet with Agency Leadership/Senior Staff:  Share Agency’s Workforce Plan and obtain feedback, sign-off.
	4,6,7,8,9
	By 9/26/14
	Champion

Function Manager
HR Facilitator

Diversity officer
	

	5. Update Template: Update sections 5 and 6 based on feedback received from Agency Leadership and/or Senior Staff.
	4,6,7,8,9
	9/26/14
	HR Facilitator
	


Sec
Section 6:  Obtaining Approval of Agency Workforce Plan 6:  Obtaining Approval of Agency Workforce Plan

	Activity
	Guide Chapter
	Timeframe
	Role/Person Responsible
	Action

Complete

	1. HRAC reviews completed Workforce Plan Template:  Review entire Workforce Plan
	NA
	Week of 9/29
	HRAC Member
	

	2. HRAC signs off on Workforce Plan Template
	NA
	10/3
	HRAC Member
	


NOTE: The Agency Workforce Plan is complete at this point.  Chapter 5 of the Resource Guide discusses implementation of the Action Pan, and the annual process for reviewing, revising and expanding the Workforce Plan.
Agency Workforce Plan Template
Introduction

If you exit the survey, it will automatically save your responses for when you return.

1. What is your Secretariat? Click on the box.
· ANF

· EDU

· EEA

· EED

· EHS

· EOL

· EPS

· MassDOT

· Independent Agency

2. What is your Agency Name?

3. Please list the name of each Workforce Planning Team member next to the appropriate function/role.


Agency Champion: 
Function Lead: 
HR Facilitator: 
Diversity Officer: 
Other Team Members: 
Others who served as consultant:
Section 1: Obtain Strategic Direction and Identify Workforce Related Operational Challenges

4. Does your agency anticipate agency mission, services, or operational changes in the next 3-5 years?

· Yes

· No

If yes, please explain.

5. Does your agency anticipate funding, legislative, or regulatory changes that will significantly impact the agency in the next 3-5 years?

· Yes

· No

If yes, please explain.

6. Does your agency plan to consolidate, close, or open new agency locations in the next 3-5 years?

· Yes

· No

If yes, please explain.

7. Based on efforts to improve service delivery and current business trends, what skills will be needed in the future that the current workforce does not have today?

8. Are there any occupational short or long term workforce trends that are likely to impact your ability to recruit and/or retain employees? Click on the appropriate response box.

· Yes

· No

If yes, please explain.

9. In light of your business-related trends and your agency's current budget projections, identify the top three to five Titles, Jobs or Functions that raise concern regarding a potential talent gap.

Function 1: 
Function 2: 
Function 3: 
Function 4:
(optional)
Function 5: 
(optional)

Section 2: Identify Workforce Planning Target(s)

Please select one of the Titles, Jobs, or Functions you listed in your response to Question 9 which will be the main focus for this workforce plan.

10. Please select the Title, Job, or Function that will be the primary focus of the Workforce Action Plan.
11. Please indicate classification(s) of role.

Check all that apply.

· Management
·  Unclassified
· Confidential
·  TPL
· Unit 1 Administrative (NAGE)
· Unit 2 Service and Institutional (AFSCME)
· Unit 3 Skilled Trades (NAGE)
· Unit 4 Correction Officers (MCOFU)
· Unit 4A Correction Captains (New England Police Benevolent Association)
· Unit 4B Military Reservation Firefighters
· Unit 5 Public Safety (COPS)
· Unit 5A State Police (SPAM)
· Unit 6 Professional (NAGE)
· Unit 7 Professional Healthcare (MNA)
· Unit 8 Social and Rehabilitative (SEIU)
· Unit 9 Scientists and Engineers (MOSES)
· Unit 10 Education (SEIU)
· Other (please specify):

12. Explain the direct business impact of not having the staff and skills you need in this role in the next 3-5 years. Detail any other consequences of not addressing the issues now.
Section 3: Assess the Talent Gap

13. Identify the drivers that create a retention challenge for this function in relation to the existing workforce.

Check all that apply.

· Difficulty retaining long-term employees

· Difficulty retaining short-term employees

· Number of employees who are retirement eligible

· Number of employees who are retirement likely

· Employees hesitant to accept promotion

· No career ladder for title (several jobs of increasing responsibility that are defined)

· Low employee engagement

· Not applicable

Additional Information/Other Drivers

14. Identify the drivers that create a skill development challenge for this function in relation to the existing and future workforce.

Check all that apply.

· Current employees need to develop new skills

· Specialized skills are required

· Degree or professional license required

· Market shortage of this skill or knowledge

· Long "ramp-up" time after hire – time it takes for new employee to be fully proficient

· Not applicable

Additional Information/Other Drivers

15. Which of the following drivers (if any) create a recruitment challenge for this role?

Check all that apply. 

· Specialized skills are required

· Experience level needed in minimum entrance requirements

· Difficulty attracting candidates

· Competition with federal and municipal agencies for this talent

· Competition with private sector companies or nonprofits for this talent

· A more diverse applicant pool is needed

· Not applicable

Additional Information/Other Drivers:
16. What number and percentage of the agency's total workforce does this Title, Job, or Function represent?

Number:

Percentage:

17. Do other state agencies use a similar Title, Job, or Function? Note-this Information can be obtained from the Secretariat HR Director.

· Yes

· No

If yes, what other state agencies use this Title, Job, or Function?

18. Are there any diversity concerns with respect to the current composition of your workforce for this Title, Job, Function?

· Yes

· No

If yes, please explain.

19. Are there multi-generational concerns regarding the composition of your current workforce and pending retirements?

· Yes

· No

If yes, please explain.

20. Identify any concerns in terms of turnover trends over the last few years.
21. What number and percentage of the incumbents in the Title, Job, or Function are retirement eligible?


Number:

Percentage:

22. What number and percentage of the incumbents in the Title, Job, or Function are "retirement likely"?


Number:

Percentage:

23. Identify the projected skill development needs for existing staff in this Title, Series or Function in the next 3 – 5 years.

Section 4: Selecting Potential Mitigating Strategies

Use this section to identify strategies that, added to the strategies your Agency is currently using, may assist in mitigating your talent gap in the future.

24. Following are strategies and tools to facilitate successful recruitment.

Check all that apply.

· Leverage use of social media to recruit (Twitter, LinkedIn, Facebook, etc.)
· Diversify your recruitment sources (Operation ABLE, Commonwealth Compact, Ladders.com,       Craigslist.org, etc.)
· Participate in or host career fairs
Collaborate with targeted organizations that help people with disabilities (Mass Rehabilitation    Commission, Easter Seals), Ethnic professional organizations (Black MBA Association, Latino Professional   Network, Boston Chinatown Neighborhood Center, local Urban League chapters, etc.) as well as   organizations that provide services to women and veterans
· Partner with college and university recruitment centers including job fairs
· Recruit from within the agency before the start of an external recruitment campaign
· Update job descriptions (specific to the employee)
· Review and update preferred qualifications if needed
· Update CEO posting for next opening
· Streamline internal hiring process
· Survey candidates who did not accept agency job offers to learn why they did not elect to for the Commonwealth
· Develop an agency public service career brand messaging campaign about why public service is important
· Establish internships, coop positions, or fellowships (DISCUSS WITH LABOR RELATIONS AND OER BEFORE PROCEEDING)
· Offer job shadow days for students and others to learn about jobs in your agency
· Not applicable

Other (please specify)

25. Following are strategies and tools to facilitate successful retention.

Check all that apply.

· Establish or bolster current new employee orientation and onboarding process-getting a new employee acclimated and ensuring they know the job expectations
· Promote participation in tuition remission program
· Establish a mentoring program two employees of different levels of experience are matched up; one is the role model and sounding board for the other (DISCUSS WITH LABOR RELATIONS AND OER BEFORE PROCEEDING)
· Conduct stay interviews meet with employees to learn what they like most about the job and what they would recommend improving (MAY REQUIRE UNION NOTICE OR BARGAINING)
· Establish a workgroup to conduct employee engagement surveys and implement action plans to increase employee commitment. (REQUIRES BARGAINING WITH THE UNION)
· Organize a diversity council or affinity group (groups with a shared interest such as UMASS graduates) (DISCUSS WITH LABOR RELATIONS AND OER BEFORE PROCEEDING)
· Allow flexible work schedules, telecommuting, or part-time work (first two REQUIRE HRD and UNION APPROVAL)
· Offer career counseling support, resume development, and interview skills refresher sessions
· Encourage professional development i.e. training, independent study, professional association membership, conferences
· Not applicable

Other (please specify)

26. Following are strategies and tools to facilitate skill development.

Check all that apply.

· Implement cross-training efforts across and within work teams (MAY REQUIRE UNION NOTICE AND BARGAINING) (DISCUSS WITH LABOR RELATIONS AND OER BEFORE PROCEEDING)
· Implement coaching training program
· Implement a job rotation program-employees move through one or more jobs and perform those new functions instead of their regular duties in their current position (REQUIRES NOTICE TO THE UNION AND POSSIBLY BARGAINING) (DISCUSS WITH LABOR RELATIONS AND OER BEFORE PROCEEDING)
· Enroll staff in training classes using just-in-time training to enhance skills needed
· Partner with local colleges to create programs to provide staff with contemporary knowledge
· Offer Job shadow days when an employee observes the work of another employee to learn what is involved in that role
· Require employees to write career development plans (REQUIRES BARGAINING WITH UNION)
· Require managers to include development of employees as a career growth objective in ACES
· Conduct skill inventory (REQUIRES BARGAINING WITH THE UNION)
· Provide on-the-job training (DISCUSS WITH LABOR RELATIONS AND OER BEFORE PROCEEDING)
· Assess skills of staff in vanishing occupations and provide re-skilling or up-skilling opportunities instead of layoffs (REQUIRES BARGAINING WITH THE UNION)

Other (please specify)

27. Following are strategies to facilitate organizational preparedness.

Check all that apply.

· Document institutional knowledge – capture information and experience that is not currently documented or shared with others
· Implement succession planning to build a talent pool of employees for future management positions (REQUIRES OER REVIEW IF PROGRAM INCLUDES NON-MANAGEMENT PARTICIPANTS)
· Conduct business process redesign – change way work is done to eliminate nonessential steps, roadblocks, pain points, and redundancies
· Not applicable

Other (please specify)

28. Following is a list of additional potential remedies that are not within an agency's control or which may require collective bargaining or change in law or regulations.

Please rate your interest in the following potential remedies by selecting the appropriate cell corresponding to your interest level.

	
	No Interest
	Some Interest
	Strong Interest

	Update job specifications
	· 
	· 
	· 

	Increase the job grade for job, series or function in question
	· 
	· 
	· 

	Increase salary minimum
	· 
	· 
	· 

	Allow more flexibility in salary range placement for new hires
	· 
	· 
	· 

	Allow advancement to next job level after a prescribed amount of time
	· 
	· 
	· 

	Offer hiring bonuses
	· 
	· 
	· 

	Allow retiring employees to decrease their work hours without impacting the retirement policies and guidelines
	· 
	· 
	· 

	Allow more flexible working arrangements including but not limited to "snowbird" arrangements where employees don't work for several months

a year (i.e. may have Jan-April off) but work a regular schedule the rest of the year.
	· 
	· 
	· 

	Allow earlier effective date for benefits access to new hires
	· 
	· 
	· 

	Offer paid professional days for all staff
	· 
	· 
	· 


29. Do you have additional enterprise solutions or strategies you would recommend the Commonwealth explore and/or develop?

· Yes

· No

Please list solutions or strategies.

30. What will you be trying to accomplish with your Agency Action Plan?

(Examples: increase number of job applicants, build a pipeline of future applicants for entry-level positions through developing an internship program, etc.).

31. Describe the metrics that will be used to evaluate the success of your strategies for addressing the talent gap for this Title, Job, or Function.

(Example: 20% increase in number of applicants, number of internships completed).

32. Are you including another Title, Job, or Function in this Agency Action Plan?

· Yes

· No

Section 5: Develop the Agency Action Plan

Describe the specific activities your agency will implement to enhance recruitment, retention, skill development, and/or organizational preparedness. Next, list the time bound milestone(s) you will used to mark progress in your action plan.

Following the milestones list the measure you will use to evaluate the success of your plan. Include specific quantitative and qualitative measures. 


Ensure you list any contingencies or internal or external dependencies (if any) for success.


Examples of contingencies include: funding, staff, technology, legislative changes, union negotiations, 

FTE flexibility, executive support etc.

33. Agency Activity #1

Identify an objective in your Agency Action Plan.  Please ensure the objective is written using the SMART approach specific, measurable, achievable, relevant, and time bound.

Objective: 

Targeted Completion Date: 

Intermediate Milestones: 

Measures of success: 

Contingencies (if any): 

34. Agency Activity #2

Identify an objective in your Agency Action Plan.  Please ensure the objective is written using the SMART approach specific, measurable, achievable, relevant, and time bound.
Objective: 

Targeted Completion Date: 

Intermediate Milestones: 

Measures of success: 

Contingencies (if any): 

35. Agency Activity #3

Identify an objective in your Agency Action Plan.  Please ensure the objective is written using the SMART approach specific, measurable, achievable, relevant, and time bound.
Objective: 

Targeted Completion Date: 

Intermediate Milestones: 

Measures of success: 

Contingencies (if any): 

36. Agency Activity #4

Identify an objective in your Agency Action Plan.  Please ensure the objective is written using the SMART approach specific, measurable, achievable, relevant, and time bound.
Objective: 

Targeted Completion Date: 

Intermediate Milestones: 

Measures of success: 

Contingencies (if any): 

37. Agency Activity #5

Identify an objective in your Agency Action Plan.  Please ensure the objective is written using the SMART approach specific, measurable, achievable, relevant, and time bound.
Objective: 

Targeted Completion Date: 

Intermediate Milestones: 

Measures of success: 

Contingencies (if any): 

38. List the measures you will use to evaluate the overall success of your Agency Action Plan including specific quantitative or qualitative metrics and the threshold for defining success.


#1 Metric definition: 
#1 Metric target: 

#2 Metric definition: 
#2 Metric target: 

#3 Metric definition:
#3 Metric target:

#4 Metric definition:
#4 Metric target:

#5 Metric definition:
#5 Metric target:

39. Explain in detail how this workforce action plan supports your affirmative action and/or diversity plan.
Section 6: Obtain Approval of the Workforce Plan

40. Please list the approvers of this agency workforce plan.

Name + title:    

Name + title:

Name + title: 

Name + title:    

Name + title:    

Name + title:    

Name + title:    

Name + title:    

41. Date submitted to HR Advisory Council member

Enter date below: MM/ DD/ YYYY

Date: 
Glossary

A B C D E F G H I J K L M N O P Q R S T U V W X Y Z
A

Ability: Aptitude, competence or capacity to perform an activity or task. 

ACES (Achievement and Competency Enhancement System): Job performance and career development online evaluation tool for managers 

Affinity Group:  A group formed around a shared interest or common goal, to which individuals formally or informally belong. 
Affirmative Action: A policy or program that seeks to redress past discrimination by increasing opportunities for under-represented groups. The development of a program through which an employer acts to affirm the contributions that a diverse workforce can bring to a work environment. This is accomplished by taking specific steps to identify, recruit, hire and/or develop for advancement, persons who are identified as part of specific protected classes. Thus, an employer demonstrates its willingness to remedy past acts of discrimination against specific groups by developing goals and timetables, and mechanisms through which success is measured, with an ultimate goal of achieving a diverse workforce
Affirmative Action Plan:  Document describes specific objectives and actions to improve employment practices, policies, procedures and opportunities for protected group members. The Affirmative Action Plan applies to protect group members at all levels and occupations department-wide. Required by Executive Order No. 526, these plans are filed by appointing authorities of agencies which provides the method for implementation of Affirmative Action.
Agency Champion: Person responsible for collaborating with agency leadership and the HR Facilitator to identify the title(s), job(s) or function(s) on which the agency will focus workforce planning efforts.   

Anecdotal Feedback: Tool to measure the impact of the workforce planning activity.  Examples of this type of feedback include agency satisfaction levels, employee morale

Applicant Pool: The sum total of all individuals who have applied for a position either by submitting a resume or application for employment which the employer uses to select candidates for employment.

Apprenticeship: A system of training a new generation of practitioners of a structured competency a basic set of skills in preparation for a desired trade or certain career.
Attrition: A term used to describe voluntary and involuntary terminations, deaths and employee retirements that result in a reduction to the employer's physical workforce.

Average Age: Mean age

B

Baby Boomers: Those born between 1946 and 1964
Bandwidth: Span of time between the earliest an employee may arrive at the office and the latest an employee may leave. The office or worksite is not necessarily open to the public during the entire bandwidth. Typically, the standard business hours of state agency offices are 9am-5pm. A bandwidth may extend from 7am to 6pm for example

Bargaining Unit:  A group of employees with a clear and identifiable community of interests who are represented by a single labor union in collective bargaining and other dealings with management.

BASKET:  Specific model for every job that defines the behavior, attitude, skills, knowledge, experience and talent, or necessary to succeed in a role. 

Best Practices: Defined in a variety of ways, but typically refers to the practices of an organization that enables them to achieve superior organizational performance results

Branding: The process of identifying and differentiating an organization’s products, processes or services from another organization by giving it a name, phrase or other mark.

Bright Spots: Innovative and effective programs in the Commonwealth or other organizations.
Buddy System:  A form of employee orientation whereby a newly hired employee is assigned to another employee (typically within the same department) who shows the new employee the ropes, introduces him or her to coworkers, gives personal assistance and answers questions on an as-needed basis.

C

Career Counseling: Guiding individuals through the career planning and career decision-making process by helping them to make informed decisions regarding educational and occupational choices, as well as providing resources needed to further developing job search and placement skills.

Career Development: The process by which individuals establish their current and future career objectives and assess their existing skills, knowledge or experience levels and implement an appropriate course of action to attain their desired career objectives.

Career Ladder: The progression of jobs in an organization’s specific occupational fields ranked from highest to lowest based on level of responsibility and pay.

Career Mobility: The propensity to make several career changes during an individual’s lifetime instead of committing to a long-term career within a specific occupational field.
Career Path: The progression of jobs in an organization’s specific occupational fields ranked from lowest to highest in the hierarchal structure.

Career Planning: The process of establishing career objectives and determining appropriate educational and developmental programs to further develop the skills required to achieve short- or long-term career objectives.

Career Plateau: Occurs when an employee has reached the highest position level he or she can possibly obtain within an organization and has no future prospect of being promoted due to a lack of skills, corporate restructuring or other factors.

Commonwealth Employment Opportunity (CEO): All jobs, except those for which a waiver has been obtained and approved, must be posted on the (CEO) website.  Jobs must be posted internally and externally for a minimum of 14 days. 

Change Management: The systematic approach and application of knowledge, tools and resources to deal with change. Change management means defining and adopting corporate strategies, structures, procedures and technologies to deal with changes in external conditions and the business environment.

Change Management Plan: Includes the identification of training and development solutions and communications activities necessary to support the successful implementation of the plan changes. 

Checklist of Workforce Planning Activities: This document provides a summary of the activities involved in the development of the Workforce Plan, including deadlines and responsible parties.

Class: A group of positions sufficiently similar in respect to the duties and responsibilities thereof that the same or similar requirements are demanded of incumbents; used interchangeably with "title," except in the labor service.
Classification Specification: An official description of the characteristics, duties, responsibilities and qualification requirements of a class.
Coaching: A training method in which a more experienced or skilled individual provides an employee with advice and guidance intended to help the employee develop skills, improve performance and enhance the quality of their career.

Coach: noun: The person providing the coaching; typically the Manager or supervisor; verb: To encourage, motivate and guide; to direct toward a path of improvement

Community of Practice:  Voluntary groups of professionals in the same field or discipline that meet to discuss common issues, review best practices, and troubleshoot problems.  

Competency: A behavior, knowledge, skill, or ability required to perform a specific task or function

Compressed Workweek: Form of flextime enabling employees to work four or four-and-one-half day workweek.
Contingencies: Dependencies such as funding, staffing, change in law, or new regulations that need to be present in order for the planned activity to take place.

Co-op or Cooperative Education:  Structured method of combining classroom – based education with practical work experience.  Cooperative Education programs offer paid jobs where students receive hands-on, multi-semester experiences related to their major, while earning academic credit.  

Core Competencies: The skills, knowledge and abilities which employees must possess in order to successfully perform job functions that are essential to business operations

Core Hours: Times when all employees must be at work, regardless of their individual flextime arrangements. Examples of core hours are 9am-11:30am and 2pm-3:30pm 

Corporate culture: The beliefs, values and practices adopted by an organization that directly influence employee conduct and behavior.

Critical Incident Interview: Way to document causes of difficult non-routine situations and solutions by seeking input of seasoned knowledgeable staff who were involved in the project

Cross Training: The process of developing a multi skilled workforce by providing employees with training and development opportunities to ensure they have the skills necessary to perform various job functions within an organization.

D

Deep Smarts: The intuition, judgment, and knowledge, both explicit and tacit, that is stored in the heads and hands of your employees this accumulated expertise is what makes your organization viable.
Demographics: The physical characteristics of a population, such as Age, Gender, Minority Status, Veteran Status, and Disability Status

Development Program: Training or educational programs designed to stimulate an individual’s professional growth by increasing his or her skills, knowledge or abilities.

Disability, Person with a: An individual who has a physical or mental impairment that substantially limits one or more major life activities, a record of such impairment, or is regarded as having such impairment.

Diversity Council: A group of employees, including senior leaders that act on behalf of an agency to jump-start and manage the Diversity and Inclusion progress. 
Diversity Officer:  Informs the Agency Workforce Plan by providing pertinent information from the agency Affirmative Action and Diversity plans.  The Diversity Officer collaborates with the HR Facilitator and Agency Champion to obtain strategic direction and identify operational challenges in the agency

Diversity: The inclusion, integration, awareness and appreciation of various cultures within a workforce and the opportunity for the maximum utilization of individual members' talents, skills and perspectives with a view towards increasing the organization's productivity.
Diversity Officer: A highly placed individual within the organization who has the authority and responsibility to implement the organization's Affirmative Action and Diversity Plans

Double Filling: Two employees are in the same job simultaneously so the departing employee can impart knowledge on the new employee

Duty: A work activity, function, or mission recognized by management as being a principal responsibility of a position.
E

EEO-4 Job Categories: The grouping of job titles by related responsibilities and functions:

eLearning: The delivery of formal and informal training and educational materials, processes and programs via the use of electronic media.

Employee Performance Review System (EPRS): Tool designed to aid in the communication between employees and their supervisors. Consisting of three stages, the EPRS helps define employee duties and the criteria for which job performance will be evaluated.

Employee Resource Groups ( ERGs): Voluntary, employee-led groups formed around common interests, issues and/or a common bond, backgrounds, shared characteristics or life experiences.  

Employment Branding:  A combination of marketing, communication and technology used by an organization intended to give it greater visibility amongst a large population within a short timeframe.

Employer of Choice:  A term used to describe a public or private employer whose practices, policies, benefits and overall work conditions have enabled it to successfully attract and retain talent because employees choose to work there.

Engagement: the extent to which an employee is passionate about their work, committed to their organization, and put discretionary effort into their work.

Essential Functions: The primary job functions or tasks that an individual must be able to perform with or without a reasonable accommodation.

Executive Development:  Training and educational programs designed to increase performance and further the development of leadership skills for executive and senior-level managerial employees.

Exit Interview:  An interview conducted at the time of an employee’s resignation, used to identify the underlying factors behind an employee’s decision to leave.

Expert System: a computer based program that documents common or complex problems and includes troubleshooting tips and possible remedies. 

Explicit knowledge: Structured knowledge which is stored or organized in a deliberate thoughtful logical and accessible way in electronic or paper format 

F

Family-friendly: A policy or practice designed to help families spend more time together and/or enjoy a better quality of life.

Fellowship:  Program offering undergraduate and/or graduate students a first- hand, high-level experience in state government covering a broad spectrum of body of work or be more tailored.  The fellowship is designed to give the student some leadership responsibilities for a specific deliverable(s) by the end of the fellowship.

Flexible Hours:  Times during the working day when employees may choose their arrival and departure times, within the limits established by the flextime plan for their work unit. Examples of flexible hours are 7am-9am. and 3:30pm-6pm  

Flextime: Program which permits employees to establish variable arrival and departure times within guidelines established by agency management.   

Functional Title: Used to describe an employee’s primary job responsibility.
Function Manager: Responsible for leading the agency workforce planning team in the analysis of the agency’s workforce to select potential mitigating strategies, and to develop the Agency Action Plan.  

G

Generalist:  An individual who possesses the capabilities to perform more than one diversified function, rather than specializing in or having responsibility for one specific function.

Generation X: Also known as Gen X; those born between 1965 and 1980

Group Mentoring:  A mentor works with 4-6 mentees at one time meeting once or twice a month to discuss various topics.
H

HR/CMS:  Official payroll system of the Commonwealth.  
Human Resources (HR) Facilitator, Agency: Responsible for the workforce planning process and works to ensure the most effective and efficient approach for completing the Agency Workforce Plan.  They also serve as a workforce planning subject matter expert (SME)

I

Institutional (tacit) Knowledge: Information an employee carries in their head that isn’t always easy to instantly recall or quantify the amount but if available may help resolve a current work issue

Internal Recruitment: The practice of assessing the employer’s current workforce to determine whether or not current employees possess the required skills or qualifications to fill specific vacancies either through promotion or transfer.

Internship:  A temporary position with an emphasis on on-the-job training rather than merely employment, and it can be paid or unpaid. partnership between an organization and an educational institution, whereby students are hired by an employer for a specified period of time into a professional or technical position that correlates with their area of study in order to provide them with hands on experience and prepare them for the workforce.

J

Job Aid: Step by step instructions that guide an employee through a process or procedure.

Job Group: A unit of a salary schedule which includes all classes in a position classification plan which are sufficiently comparable in value to duties and responsibilities, regardless of' the field of work of which they form a part, so that the same salary range may be applied to all classes in the same unit of the salary schedule.

Job rotation: The practice of transferring employees for temporary periods of time between varying jobs within an organization. Often used as a training and development method.

Job Series: A vertical grouping of related titles so they form a career ladder.

Job shadowing: A less experienced employee is matched with a more seasoned employee to learn what is involved in the job OR a  temporary, unpaid work experience opportunity where students learn about a particular job (typically in a field of interest) by walking through the work day as a shadow to an employee.

Job-Sharing: Enables two (or more) employees to share the responsibilities assigned to one specified position.

Junior Achievement (JA) Shadow Program: Offers high school students an opportunity for a one day visit to a professional work environment.
K

Knowledge Management (KM): The process of creating, acquiring, sharing and managing knowledge to augment individual and organizational performance; acquisition and sharing of information and experiences; it's the application of that knowledge to fulfill the organization's mission; focuses on organizing information and data, combined with the potential of people's skills, competencies and ideas that help organizations adapt to change and achieve desired strategies and objectives.
Knowledge map: A list who you contact and for what business reasons

Knowledge, Skills and Abilities (KSA’s): The attributes required to perform a job; generally demonstrated through qualifying experience, education or training.
Knowledge Worker:  Employees whose job functions are primarily of an intellectual nature.

L

Lessons Learned:  Identifying intended goal, actual outcome, reasons for results and what needs to be adjusted in the future.

Line of Progression: A series of related jobs in a promotional sequence generally starting with less difficult, lower-paying jobs and progressing to more difficult, higher-paying jobs. Often, the lower jobs provide required training for movement to the higher-level jobs.

M
Management Questionnaire (MQ):  Serves as a management position’s official description and as the basis for classifying the job, setting its level of pay and developing performance and training objectives
Measures of Success: Includes quantitative or qualitative metrics so you can track success on an objective
Median Age: Half the employees fall below this age and half fall above this age

Mentoring: A career development method whereby less experienced employees are matched with more experienced colleagues either through formal or informal programs. The mentor can share some institutional knowledge and social norms while also providing career guidance and acting as a sounding board. 

Mentoring Agreement: Document that establishes how and when the mentee and mentor will meet. 

Milestones, Intermediate: Method to break down an objective into several more manageable pieces.  Milestones may be deliverables or actions that will help you stay on schedule for the targeted completion date.

Millennials: also known as Generation Y or Gen Y – those born between 1981 and 1999

Minimum Entrance Requirements (MERs): The prerequisites that an applicant must satisfy in order to be placed on a job title eligibility list.
O

Occupational Group (Occupation): All positions within a given discipline or field of work (all positions that are similar in kind) regardless of level of responsibility (e.g., the Professional Engineering Group).
Official/Administrator: Occupations in which employees set policies, exercise responsibility for these policies, department heads, controllers or kindred workers.

Office and Clerical: Occupations in which workers are responsible for internal and external communication, recording data or information and other paperwork required in an office.; includes bookkeepers, messengers, clerk-typists, payroll clerk and kindred workers.

Onboarding: A strategic process of bringing a new employee into the organization and providing information, training, mentoring and coaching throughout the transition. The process begins at the acceptance of a signed job offer letter and extends at least throughout the first several months of employment
On-the-Job-Training (OJT): Training that takes place within the work place and involves a hands-on approach utilizing demonstration and actual performance of job tasks to be accomplished.

P

Parity: Equality. The ultimate goal of Affirmative Action programming by achieving the same level of representation internally as that achieved in the external workforce.

Part-time employees: Staff who are scheduled to work at least half-time but less than full-time, or at least 18.75 but fewer than 37.5 hours per week. Some state positions operate on a 40-hour workweek basis; in these jobs, part-time employment is for at least 20 hours per week.

Performance Management: Performance management is an ongoing, continuous process of communicating and clarifying job responsibilities, priorities and performance expectations in order to ensure mutual understanding between supervisor and employee. It is a philosophy which values and encourages employee development through a style of management which provides frequent feedback and fosters teamwork

Phased retirement: A work schedule arrangement that allows employees to gradually reduce their full-time hours over a period of time.

Position Description (formerly known as Form 30): A written description of the non-management duties, responsibilities, and qualifications required of an individual position. Positions are classified, or assigned, to a particular title by comparing the concepts of the position description to various Class Specifications to determine the best “fit”. This information is used by supervisors to develop performance criteria for use with EPRS and to identify training that would be beneficial to the employee.
Process Documentation: Includes flow charts with steps covering an entire business process.

Professional: Occupations requiring specific knowledge usually acquired through college training i.e. social workers, doctors, accountants, registered nurses, teachers and kindred workers.

Professional Development: Attainment or advancement of specific skills required for a certain job or profession

Promotion: A change in employment from one title to a higher title in the same job series, or to a title in a different series when the new title has substantially dissimilar requirements which prevent a transfer.
Protective Service (Sworn/Non-sworn): Occupations in which workers are entrusted with public safety or security, i.e., guards, firefighters, correctional officers, Life guards, Crossing guards, animal control workers and kindred workers.

R

Readiness Checklist: document prepared for each change outlining activities necessary to ensure the preparedness and alignment of people, processes, policy(s) and any other identified business impacts.  

Reasonable Accommodation:  Any change in the policies, procedures, or environment of the workplace that enables an individual with a disability to enjoy equal employment opportunities.
Recruitment: The practice of soliciting and actively seeking applicants to fill recently vacated or newly created positions using a variety of methods (i.e., internal job postings, advertising in newspapers or electronic job boards/sites, utilizing search firms, or listing position with trade and professional associations, etc.)

Redeployment: The reassignment of employees to other departments or functions as an alternative to laying them off

Remedial training: Describes a method of teaching intended to help people who have basic skills deficiencies, such reading or writing.

Remote Coaching: Remote coaching occurs when a supervisor and employee do not share the same physical workspace, either permanently or temporarily
Resource Guide:  Provides information about the workforce planning process as well as information regarding strategies that can be used to address critical recruitment, retention and skill development gaps.
Retention, Employee: Organizational policies and practices designed to meet the diverse needs of employees and create an environment that encourages employees to remain employed.
Retirement Eligible: Based on age and years of service eligibility requirement; 55 years of Age and 10 Years of Service OR 20 Years of Service at any Age

Retirement Likely: This metric is based on eight years of data from the Retirement Board based on past state patterns of the average retiree. Group 1:  60 years old + 25 Years of Service; Non-Group 1:  52 years old and 25 Years of Service

Retiree Skill Bank: A pool of retired former employees who are rehired on a temporary or contractual basis.

Retraining: Training that is provided for a certain job to enable an employee to acquire the necessary skills to work with new processes, procedures or equipment.

Rotational Training: A training method where employees are rotated among a variety of different jobs, departments or company functions for a certain period of time.

S

Secretariat Human Resources Director:  Responsible for selecting the HR Facilitator for an agency and collaborating with agency leadership to identify the Agency Champion.

Service Maintenance: Occupations which result in or contribute to the comfort, convenience, hygiene or safety of the general public or which contributes to the upkeep and care of buildings, or grounds of public property includes chauffeurs, laundry operatives, custodial personnel and construction laborers.

Skill: Ability to perform a mental or motor activity that contributes to the effective performance of a job task.

Skilled Craft: Occupations requiring special manual skill and a thorough and comprehensive knowledge of the processes involved in the work, acquired through apprenticeship or other formal training programs, mechanics and repairmen, electricians, carpenters, typesetters and kindred workers.

Skill gap: A deficiency in basic writing, reading, mathematical or oral communication skills.

Skills inventory: A list of skills or competencies possessed by an individual.

Skills training: Training provided to employees to help them ascertain the skills and knowledge necessary to perform their current jobs; also used as a retraining method when new systems or processes are introduced.

SMART Goal: Specific, Measurable, Attainable, Relevant, and Time bound; goal-setting acronyms used to set effective goals

Snowbird program: A term used to describe a form of alternative work arrangement whereby employees (typically retired individuals) move to warmer climates in the winter months and return to work only during the Spring/summer months.

Specialization: A principle stating that, as an organization grows; work within the organization needs to be divided in order to keep jobs from becoming so specialized or complex that they require a greater range of skills that essentially cannot be performed by one individual.

Staggered Work Hours: A scheduling option enables employees to establish fixed arrival and departure times other than the standard 8:45am and 5pm. There is no opportunity to make up missed work time; an employee must use accrued leave for time away from the office. 

Stakeholder: Someone with a vested interest in the successful completion or outcome of a project.

Stay Interview: The antonym of an exit interview. Intent to stay is one of the most important questions in determining employee commitment.  Stay Interview discussions strengthen bonds with your best people—and uncover reasons why they remain with your organization

Story Board: A group of pictures that tell a story and provides a graphic representation with easily recognized symbols of what to do and how to do it.  This tool is ideal if there is a complex process can be documented in an easy to follow chart which is a standalone document.

Story Telling: A very effective way to transfer knowledge and includes discussing experiences and important information with others.

Strategic Planning: The process of identifying an organization's long-term goals and objectives and then determining the best approach for achieving those goals and objectives.

Succession Planning: The process of identifying long-range needs and cultivating a supply of internal talent to meet those future needs. It allows organizations to plan for and eventually fill senior-level openings. Often times the goal is to fill a specific position but it can also be used to identify employees who have the potential to excel as high-level managers.

T

Take Our Daughters and Sons to Work®   Program:  A national one-day education program that connects what children learn at school with the work world.  The program occurs annually on the fourth Thursday in April every year.  The program is recommended for sons, daughters, nieces, nephews, family friends, from ages 8 to 18 but the age.
Targeted completion date: Date an objective is expected to be accomplished.  This date should be periodically reviewed if circumstances require the date to be moved earlier or later.

Teachable Moment: An unplanned opportunity that arises when a coach has an opportunity to share insights with an employee.

Technician: Occupations requiring a combination of basic scientific or technical knowledge obtained through specialized post-secondary school education or on-the-job training such as computer operator or programmers, LPN's, medical or dental technicians, draftsmen and kindred workers.

Telecommuting: A form of telework, which is the use of telecommunications technology to work from any remote location. In most instances, it is the act of working from home, thus eliminating travel to and from an office.

Traditionalists: Those born before 1946.

Training and development: A process dealing primarily with transferring or obtaining knowledge, attitudes, and skills needed to carry out a specific activity or task.

Turnover: The number of people who have left state service altogether Inclusions:  Voluntary reasons such as resignation from state service and retirement, and involuntary reasons such as layoffs from state service, termination for cause, and death.  Exclusions: Employees who have left a specific agency or position but moved to another state position are not included in turnover (i.e. transfers, promotions, and reallocations).  In addition, 120 day appointments, contract employees and seasonal employees are not included.)
U

Underutilization: Having fewer protected class members in a particular job classification would be expected by their availability in the workforce or recruitment area.

Unstructured knowledge: Information that exists but requires searching to locate it in scattered locations and formats such as email, MS Word documents, PowerPoint presentations, etc.

V

Value-added work:  Work that increases the value of a service or product to the employer’s customers
Virtual mentoring:  A form of mentoring whereby the mentor and mentored communicate from a distance, utilizing either e-mail or other forms of electronic conferencing.

W

Workforce analysis: Considers such information as job functions, skills, experience, retirement eligibility, diversity, turnover rates, education, and trend data. 

Workforce Parity: The percentage of protected class members in the total labor force, regardless of occupational specialty.

Workforce planning: The assessment of current workforce content and composition issues used to determine what actions must be taken to respond to future needs.  Ensuring the right people with the right skills are in the right jobs at the right time. It is a methodical process of analyzing the current workforce, identifying future workforce needs, establishing the gap between the present and future, and developing an action plan to address the talent gap.  

Workforce Plan Template:  Format for your workforce plan based on a review of best practices across state and local governments nation-wide and modified based on a Workforce Planning pilot conducted by eight agencies across all Secretariats in the spring of 2014.

Workforce Planning Team: The key roles involved in the successful implementation of workforce planning include the Agency Champion, Human Resources Facilitator, Agency Diversity Officer and Function Manager.
� Workforce.com/articles/succession –planning-roadmap –March 11,2013- “Schneider- The Rawls Group”


� Corporate Executive Board 2001 Hallmarks of Leadership





� “The Pros and Cons of Cross Training Employees,” � HYPERLINK "http://www.brighthub.com/office/human-resources/articles/89262.aspx" �http://www.brighthub.com/office/human-resources/articles/89262.aspx�





� “How cross-training can benefit your team,” Robert Half International, 2011,  � HYPERLINK "http://www.careerbuilder.com/Article/CB-2722-Leadership-Management-How-cross-training-can-benefit-your-team/" �http://www.careerbuilder.com/Article/CB-2722-Leadership-Management-How-cross-training-can-benefit-your-team/�





� “Cross Training,”


 � HYPERLINK "http://www.inc.com/encyclopedia/cross-training.html" �http://www.inc.com/encyclopedia/cross-training.html�





� Ohio Human Resources� � HYPERLINK "http://skinnyohio.org/humanresources/crosstraining.html" �http://skinnyohio.org/humanresources/crosstraining.html�





� Cross training� � HYPERLINK "http://www.humtech.com/opm/grtl/ILS/ils1.cfm" �http://www.humtech.com/opm/grtl/ILS/ils1.cfm�





� “Cross Training in Business,”� � HYPERLINK "http://smallbusiness.chron.com/crosstraining-business-10800.html" �http://smallbusiness.chron.com/crosstraining-business-10800.html�





� “Kicking up cross training:  cross training can be a key component in developing your employees and your organization,”  HR Magazine (2008), � HYPERLINK "http://www.sans.edu/research/management-laboratory/article/granier-mgt421" �http://www.sans.edu/research/management-laboratory/article/granier-mgt421�





� Individual Learning Strategies,  � HYPERLINK "http://www.humtech.com/opm/grtl/ILS/ils1.cfm" �http://www.humtech.com/opm/grtl/ILS/ils1.cfm�


� “How to Implement Employee Cross-Training Techniques “ by Tara Duggan, E-How Contributor


� HYPERLINK "http://www.ehow.com/how_7665430_implement-employee-crosstraining-techniques.html" �http://www.ehow.com/how_7665430_implement-employee-crosstraining-techniques.html�





� CDC Coaching Skills for On the Job training: http://www.google.com/url?sa=t&rct=j&q=&esrc=s&frm=1&source=web&cd=2&cad=rja&uact=8&ved=0CDQQFjAB&url=http%3A%2F%2Fstacks.cdc.gov%2Fview%2Fcdc%2F8353%2Fcdc_8353_DS1.pdf&ei=QxlPU4WeFYfg0gG07oHIDg&usg=AFQjCNFMWrBJ4OuvEu_ArHrLWTGvjEBlJQ&sig2=OKKDMzouQVC-2cHb6Mc1kw





� Coaching, Evaluating and Delivering Constructive Feedback - Learning Series


� HYPERLINK "http://www.mass.gov/anf/employment-equal-access-disability/hr-policies/masshr/workforce-enhancement-programs/coaching-evaluating-and-delivering-constructive-feedback.html" �http://www.mass.gov/anf/employment-equal-access-disability/hr-policies/masshr/workforce-enhancement-programs/coaching-evaluating-and-delivering-constructive-feedback.html�





� Creating a Knowledge sharing culture


� HYPERLINK "http://www.researchandmarkets.com/reports/41845/creating_a_knowledgesharing_culture" �http://www.researchandmarkets.com/reports/41845/creating_a_knowledgesharing_culture�





� On the Job Training Video (classic)�https://www.youtube.com/watch?v=4b8qk3zpops





� � HYPERLINK "http://www.careerpath360.com/index.php/disadvantages-of-on-the-job-training-3-7954/" �Disadvantages of on the Job Training� by Kenneth Andrews�� HYPERLINK "http://www.careerpath360.com/index.php/disadvantages-of-on-the-job-training-3-7954/" �http://www.careerpath360.com/index.php/disadvantages-of-on-the-job-training-3-7954/�








� The Executive Office of Energy and Environmental Affairs


� HYPERLINK "http://www.mass.gov/eea/agencies/massdep/about/employment/massdep-volunteer-internship-program.html" �http://www.mass.gov/eea/agencies/massdep/about/employment/massdep-volunteer-internship-program.html�


The Executive Office of Energy and Environmental Affairs


� HYPERLINK "http://www.mass.gov/eea/agencies/massdep/about/employment/massdep-volunteer-internship-program.html" �http://www.mass.gov/eea/agencies/massdep/about/employment/massdep-volunteer-internship-program.html�





� Department of Energy Resources Internship Program


� HYPERLINK "https://email.state.ma.us/OWA/redir.aspx?C=I-jQNeN0Ekeocl__7mWsI_39OKz7P9FIDfQ3VHa7H_XKRq5470mU3BFe7yCi62_1rMP19zatKe0.&URL=http%3a%2f%2fwww.mass.gov%2feea%2fgrants-and-tech-assistance%2fguidance-technical-assistance%2fagencies-and-divisions%2fdoer%2finternship-program.html" \t "_blank" �http://www.mass.gov/eea/grants-and-tech-assistance/guidance-technical-assistance/agencies-and-divisions/doer/internship-program.html� 





� Department of Fish and Game – Division of Marine Fisheries Internships and Volunteering


� HYPERLINK "https://email.state.ma.us/OWA/redir.aspx?C=I-jQNeN0Ekeocl__7mWsI_39OKz7P9FIDfQ3VHa7H_XKRq5470mU3BFe7yCi62_1rMP19zatKe0.&URL=http%3a%2f%2fwww.mass.gov%2feea%2fagencies%2fdfg%2fdmf%2feducation%2finternships-and-volunteering.html" \t "_blank" �http://www.mass.gov/eea/agencies/dfg/dmf/education/internships-and-volunteering.html� 





� The Massachusetts Department of Corrections Internship Program


� HYPERLINK "http://www.mass.gov/eopss/law-enforce-and-cj/prisons/internship-prog/" �http://www.mass.gov/eopss/law-enforce-and-cj/prisons/internship-prog/�





� White House Fellows Program


� HYPERLINK "http://www.whitehouse.gov" �http://www.whitehouse.gov�





� University of Michigan’s Administrative Fellowship


� HYPERLINK "http://www.med.umich.edu/adminfellow/index.htm" �http://www.med.umich.edu/adminfellow/index.htm�





� The Partnership Fellows Program


� HYPERLINK "http://www.thepartnershipinc.org/train/fellows.html" �http://www.thepartnershipinc.org/train/fellows.html�





� The Attorney General’s Fellowship Program


� HYPERLINK "http://www.mass.gov/ago/about-the-attorney-generals-office/employment-and-internships/" \l "fellowship" �http://www.mass.gov/ago/about-the-attorney-generals-office/employment-and-internships/#fellowship�





� The Executive Office of Health and Human Services Communication Fellows 


� HYPERLINK "http://www.mass.gov/eohhs/docs/eohhs/intern-communications.pdf" �http://www.mass.gov/eohhs/docs/eohhs/intern-communications.pdf�





� Women’s Leadership Fellowship


� HYPERLINK "http://www.mass.gov/lwd/eolwd/women-in-the-workplace/fellowships-.html" �http://www.mass.gov/lwd/eolwd/women-in-the-workplace/fellowships-.html� 





� Massachusetts Department of Correction Internship Program


� HYPERLINK "http://www.mass.gov/eopss/law-enforce-and-cj/prisons/internship-prog/" �http://www.mass.gov/eopss/law-enforce-and-cj/prisons/internship-prog/�





� Northeastern University Cooperative Education Program


� HYPERLINK "http://www.northeastern.edu/coop/" �http://www.northeastern.edu/coop/�





� Wentworth College


� HYPERLINK "http://wit.edu/career-services/prospective/" �http://wit.edu/career-services/prospective/�





� Do you give hiring managers recruitment advice?


� HYPERLINK "http://www.recruiter.com/i/hiring-managers-recruitment-advice/" �http://www.recruiter.com/i/hiring-managers-recruitment-advice/�





� Creating effective job postings that attract the best talent: A recap


� HYPERLINK "http://thehiringsite.careerbuilder.com/2012/07/24/creating-better-job-postings/" �http://thehiringsite.careerbuilder.com/2012/07/24/creating-better-job-postings/�





� Best 50 niche job boards


� HYPERLINK "http://www.smartrecruiters.com/blog/best-50-niche-job-boards/" �http://www.smartrecruiters.com/blog/best-50-niche-job-boards/� 





� Top 10 tips for successful employee recruiting


� HYPERLINK "http://humanresources.about.com/od/recruiting/a/recruitingtips.htm" �http://humanresources.about.com/od/recruiting/a/recruitingtips.htm�





� Thirty innovative recruiting tips for 2012


� HYPERLINK "http://resources.dice.com/2011/10/27/recruiting-hr-tips-2012/" �http://resources.dice.com/2011/10/27/recruiting-hr-tips-2012/�





� 14 tips on how to user Twitter for social recruiting


� HYPERLINK "http://booleanblackbelt.com/2014/01/14-tips-on-how-to-use-twitter-for-social-recruiting/" �http://booleanblackbelt.com/2014/01/14-tips-on-how-to-use-twitter-for-social-recruiting/�





� 15 recruiting tips for hiring millennials in Government and Defense industry


� HYPERLINK "http://news.clearancejobs.com/2012/05/13/15-recruiting-tips-for-hiring-millennials-in-government-and-the-defense-industry/" �http://news.clearancejobs.com/2012/05/13/15-recruiting-tips-for-hiring-millennials-in-government-and-the-defense-industry/�





� Why effective employee job descriptions make business sense


� HYPERLINK "http://humanresources.about.com/od/glossaryj/a/jobdescriptions.htm" �http://humanresources.about.com/od/glossaryj/a/jobdescriptions.htm�





� What great job postings have in common


� HYPERLINK "http://www.ere.net/2013/05/29/what-great-job-postings-have-in-common/" �http://www.ere.net/2013/05/29/what-great-job-postings-have-in-common/�





� How to start a resource group


� HYPERLINK "http://www.diversityinc.com/diversity-management/how-to-start-a-resource-group/" �http://www.diversityinc.com/diversity-management/how-to-start-a-resource-group/�





� The DiversityInc top 10 companies for employee resource groups


� HYPERLINK "http://www.diversityinc.com/top-10-companies-employee-resource-groups/" �http://www.diversityinc.com/top-10-companies-employee-resource-groups/�





� Diversity is woven into every aspect of our work


� HYPERLINK "http://www.merck.com/about/how-we-operate/diversity/employee-diversity.html" �http://www.merck.com/about/how-we-operate/diversity/employee-diversity.html�





� About PWC Office of Diversity


� HYPERLINK "http://www.pwc.com/us/en/about-us/diversity/pwc-diversity-office.jhtml" �http://www.pwc.com/us/en/about-us/diversity/pwc-diversity-office.jhtml�





� Flextime Information Sheet


� HYPERLINK "http://www.mass.gov/anf/docs/hrd/policies/files/pol-flextimeguide.doc" �http://www.mass.gov/anf/docs/hrd/policies/files/pol-flextimeguide.doc� 





� Part-time Employment Guidelines


� HYPERLINK "http://www.mass.gov/anf/employment-equal-access-disability/hr-policies/alt-work-options/alternative-work-options.html" �http://www.mass.gov/anf/employment-equal-access-disability/hr-policies/alt-work-options/alternative-work-options.html�


� Statewide Telecommuting Policy Issued August 1, 2000     


� HYPERLINK "http://www.mass.gov/anf/docs/hrd/policies/alt-work-options/telecomm-policy.doc" �http://www.mass.gov/anf/docs/hrd/policies/alt-work-options/telecomm-policy.doc� 





� Telecommuter Agreement


� HYPERLINK "http://www.mass.gov/anf/employment-equal-access-disability/hr-policies/alt-work-options/telecommuting/telecommuting-policy.html" �http://www.mass.gov/anf/employment-equal-access-disability/hr-policies/alt-work-options/telecommuting/telecommuting-policy.html�





� US Office of Personnel Management


� HYPERLINK "http://www.telework.gov/" �http://www.telework.gov/� 





� 2013 Status of Telework in the Federal Government 


� HYPERLINK "http://www.telework.gov/Reports_and_Studies/Annual_Reports/2013teleworkreport.pdf" �http://www.telework.gov/Reports_and_Studies/Annual_Reports/2013teleworkreport.pdf� 





� Flexibility for Success:  How Workplace Flexibility Policies Benefit All Workers and Employers, by the National Partnership for Work and Families


� HYPERLINK "http://go.nationalpartnership.org/site/DocServer/W_F_-Flexibility-for-Success-Feb-2011.pdf?docID=8242" �http://go.nationalpartnership.org/site/DocServer/W_F_-Flexibility-for-Success-Feb-2011.pdf?docID=8242�


� Share professional development ideas with employees


� HYPERLINK "http://www.mass.gov/anf/docs/hrd/policies/aces/2014/planning-career-growth-objectives.doc" �http://www.mass.gov/anf/docs/hrd/policies/aces/2014/planning-career-growth-objectives.doc�


�  “As Career Development Lags, Workers Grow Restless”, Workforce.com      January 16, 2013 


� HYPERLINK "http://www.workforce.com/article/20130116/NEWS01/130119958/going-somewhere-millions-of-workers-getting-antsy" �http://www.workforce.com/article/20130116/NEWS01/130119958/going-somewhere-millions-of-workers-getting-antsy#�





�  “Building a Better Pipeline”, Human Resource Executive, February 11, 2014


� HYPERLINK "http://www.hreonline.com/HRE/view/story.jhtml?id=534356682&" �http://www.hreonline.com/HRE/view/story.jhtml?id=534356682&�





� Cultivate Your Workforce”, Human Resource Executive, October 29, 2013


� HYPERLINK "http://www.hreonline.com/HRE/view/story.jhtml?id=534356258" �http://www.hreonline.com/HRE/view/story.jhtml?id=534356258�





�  “Managing the Millennials”, Talent Management Magazine, June 6, 2011


� HYPERLINK "http://talentmgt.com/articles/view/managing-the-millennials" �http://talentmgt.com/articles/view/managing-the-millennials�





�  “Millennials at Work Shaping the Workplace”, Price Waterhouse Cooper (PwC), 2011


� HYPERLINK "http://download.pwc.com/ie/pubs/2011_millennials_at_work_reshaping_the_workplace.pdf" �http://download.pwc.com/ie/pubs/2011_millennials_at_work_reshaping_the_workplace.pdf� 





� “Corporate Succession Planning Program Management Advisory Report”, Office of Inspector General US Postal Service, April 23, 2014.


� HYPERLINK "http://www.uspsoig.gov/sites/default/files/document-library-files/2014/hr-ma-14-006.pd" �http://www.uspsoig.gov/sites/default/files/document-library-files/2014/hr-ma-14-006.pd�





� New York State Career Mobility Office (CMO) 


� HYPERLINK "http://careermobilityoffice.cs.ny.gov/cmo/index.cfm" �http://careermobilityoffice.cs.ny.gov/cmo/index.cfm�





�  “Workforce of Tomorrow Task Force Final Report”, U.S. Internal Revenue Service (IRS), August 2009.


� HYPERLINK "http://www.irs.gov/pub/newsroom/wot_pub_4783.pdf" �http://www.irs.gov/pub/newsroom/wot_pub_4783.pdf�


� U.S. Department of Labor, Bureau of Labor Statistics


Occupational Handbook


� HYPERLINK "http://www.bls.gov/ooh/" �http://www.bls.gov/ooh/�





� � HYPERLINK "http://www.bls.gov/ooh/" �U.S. Department of Labor, Bureau of Labor Statistics Occupational Handbook��


Occupational projections by region in MA


http://lmi2.detma.org/Lmi/projections.asp#Long-Term Occupational Projections





� Executive Office of Labor and Workforce Development, Career Center Services


� HYPERLINK "http://www.mass.gov/lwd/employment-services/one-stop-career-centers/about-career-centers/about-career-centers.html" �http://www.mass.gov/lwd/employment-services/one-stop-career-centers/about-career-centers/about-career-centers.html�





� One-Stop Career Center Locations


� HYPERLINK "http://www.mass.gov/lwd/docs/dcs/2066a-508.pdf" �http://www.mass.gov/lwd/docs/dcs/2066a-508.pdf�





� National Federation of Independent Business (� HYPERLINK "http://www.nfib.com" �www.nfib.com�)





� Hammock Inc. 2009. Retrieve from: � HYPERLINK "http://www.nfib.com/article/10-steps-for-conducting-an-effective-exit-interview-50358/" �http://www.nfib.com/article/10-steps-for-conducting-an-effective-exit-interview-50358/� in text: (NFIB December 16, 2009)





� University of Leeds - Developing People through Effective Workplace Coaching.  Guide to Workplace Coaching - Staff and Departmental Development Unit


� HYPERLINK "http://www.sddu.leeds.ac.uk/uploaded/leadership-management-docs/Coachingskills.doc" �http://www.sddu.leeds.ac.uk/uploaded/leadership-management-docs/Coachingskills.doc�





� Management Mentors - How to Build a Mentoring Program Toolkit


� HYPERLINK "http://www.management-mentors.com/" �http://www.management-mentors.com/�





� Onboarding: Guidelines for Conducting New Employee Orientation and Checklist


� HYPERLINK "http://www.mass.gov/anf/employment-equal-access-disability/hr-policies/orientation-kit/" �http://www.mass.gov/anf/employment-equal-access-disability/hr-policies/orientation-kit/�





� New Employee Orientation Guide


� HYPERLINK "http://www.mass.gov/anf/docs/hrd/policies/new-employee-orientation/guide.pdf" �http://www.mass.gov/anf/docs/hrd/policies/new-employee-orientation/guide.pdf�





� Commonwealth of Massachusetts Human Resources Division Main Webpage


� HYPERLINK "http://www.mass.gov/hrd" �www.mass.gov/hrd�





� HRD Commonwealth Employment Opportunities


� HYPERLINK "https://jobs.hrd.state.ma.us/recruit/public/3111/index.do" �https://jobs.hrd.state.ma.us/recruit/public/3111/index.do�





� HRD Managers Handbook (the “Red Book”)


� HYPERLINK "http://www.mass.gov/anf/docs/hrd/policies/publications/manager-handbook.doc" �http://www.mass.gov/anf/docs/hrd/policies/publications/manager-handbook.doc�





� MassHR Employee Service Center 


 � HYPERLINK "mailto:MassHREmployeeServiceCenter@State.MA.US" �MassHREmployeeServiceCenter@State.MA.US�


� Group Insurance Commission (GIC) Webpage


� HYPERLINK "http://www.mass.gov/gic" �www.mass.gov/gic�





� GIC Active State Employee Benefit Decision Guides


     � HYPERLINK "http://www.mass.gov/anf/employee-insurance-and-retirement-benefits/benefit-%20%20%20%20%20%20%20%20%20%20%20%20%20%20%20%20%20%20%20%20%20%20enrollment/benefit-decision-guides/active-employee-benefit-dec-guides%0d" �http://www.mass.gov/anf/employee-insurance-and-retirement-benefits/benefit-                      enrollment/benefit-decision-guides/active-employee-benefit-dec-guides�





� State Board of Retirement Webpage


� HYPERLINK "http://www.mass.gov/treasury/retirement/state-board-of-retire" �http://www.mass.gov/treasury/retirement/state-board-of-retire�





� Great-West Financial Retirement Services - Deferred Compensation Program


� HYPERLINK "https://www.gwrs.com/login.do%0d" �https://www.gwrs.com/login.do�





� What to Include in Orientation Training - Training Daily Advisor Article


� HYPERLINK "http://trainingdailyadvisor.blr.com/2014/04/what-to-include-in-orientation-training/" �http://trainingdailyadvisor.blr.com/2014/04/what-to-include-in-orientation-training/#�





� 10 Ways to Wow Your New Hire - HR.com Article


� HYPERLINK "http://www.hr.com/en/communities/10-ways-to-wow-your-new=hire_hbmyyu07.html" �http://www.hr.com/en/communities/10-ways-to-wow-your-new=hire_hbmyyu07.html�





� How to Build an Onboarding Plan for a New Hire - Inc. Magazine Article


� HYPERLINK "http://www.inc.com/guides/2010/04/building-an-onboarding-plan.html" �http://www.inc.com/guides/2010/04/building-an-onboarding-plan.html�





� Society for Human Resources Management Guide - Onboarding New Employees:  Maximizing Success 


� HYPERLINK "https://www.shrm.org/about/foundation/products/Documents/Onboarding%20EPG-%20FINAL.pdf" �https://www.shrm.org/about/foundation/products/Documents/Onboarding%20EPG-%20FINAL.pdf�





� Onboarding 2013: A New Look at New Hires - The Aberdeen Group Report


� HYPERLINK "http://deliberatepractice.com.au/wp-content/uploads/2013/04/Onboarding-2013.pdf" �http://deliberatepractice.com.au/wp-content/uploads/2013/04/Onboarding-2013.pdf�





� Why Top Talent Leaves: Top 10 Reasons Boiled Down to 1 – Forbes Magazine Article


� HYPERLINK "http://www.forbes.com/sites/erikaandersen/2012/01/18/why-top-talent-leaves-top-10-reasons-boiled-down-to-1/" �http://www.forbes.com/sites/erikaandersen/2012/01/18/why-top-talent-leaves-top-10-reasons-boiled-down-to-1/�





� The 10 Commandments of Employee Onboarding – CareerBuilder Article


� HYPERLINK "http://www.careerbuilder.com/jobposter/small-business/article.aspx?articleid=ATL_0192ONBOARDINGTIPS_s" �http://www.careerbuilder.com/jobposter/small-business/article.aspx?articleid=ATL_0192ONBOARDINGTIPS_s�





� First Minutes Are Critical in New-Employee Orientation – Forbes Magazine � HYPERLINK "http://www.forbes.com/sites/hbsworkingknowledge/2013/04/01/first-minutes-of-new-employee-orientation-are-critical/" �http://www.forbes.com/sites/hbsworkingknowledge/2013/04/01/first-minutes-of-new-employee-orientation-are-critical/�





� Making Onboarding Work – Harvard Business Review Article


� HYPERLINK "http://blogs.hbr.org/2011/06/making-onboarding-work/" �http://blogs.hbr.org/2011/06/making-onboarding-work/�





� Onboarding: Guidelines for Conducting New Employee Orientation and Checklist 


� HYPERLINK "http://www.mass.gov/anf/employment-equal-access-disability/hr-policies/orientation-kit/" �http://www.mass.gov/anf/employment-equal-access-disability/hr-policies/orientation-kit/�





� Guidelines for Conducting New Employee Orientation and Checklist  (� HYPERLINK "http://www.mass.gov/anf/employment-equal-access-disability/hr-policies/orientation-kit/" �http://www.mass.gov/anf/employment-equal-access-disability/hr-policies/orientation-kit/�)


� “Brain Drain to Brain Trust: Retaining the knowledge critical to building a sustainable enterprise” PwC, PricewaterhouseCoopers.


� HYPERLINK "http://www.pwc.com/us/en/people-management/assets/from-brain-drain-to-brain-trust.pdf" �http://www.pwc.com/us/en/people-management/assets/from-brain-drain-to-brain-trust.pdf�





� “The Knowledge Coach”  Harvard Business Week, January 10, 2005. � HYPERLINK "http://hbswk.hbs.edu/item/4562.html" �http://hbswk.hbs.edu/item/4562.html�





� Alaska Knowledge Transfer in State Agencies    � HYPERLINK "http://doa.alaska.gov/dop/fileadmin/StatewidePlanning/pdf/WorkforcePlanning-KnowledgeTransferInStateOfAlaskaAgencies.pdf" �http://doa.alaska.gov/dop/fileadmin/StatewidePlanning/pdf/WorkforcePlanning-KnowledgeTransferInStateOfAlaskaAgencies.pdf�


� California Knowledge Management Toolkit  � HYPERLINK "http://www.documents.dgs.ca.gov/ohr/training/KTMToolkit/KTM_Toolkit.pdf" �http://www.documents.dgs.ca.gov/ohr/training/KTMToolkit/KTM_Toolkit.pdf�





� Delaware Knowledge Mapping Questions � HYPERLINK "http://delawarepersonnel.com/orgdev/documents/knowledge_mapping_questions_2009.pdf" �http://delawarepersonnel.com/orgdev/documents/knowledge_mapping_questions_2009.pdf�


� Michigan Knowledge Capture and Transfer for State Agencies   � HYPERLINK "https://michigan.gov/documents/mdcs/FINAL__KnowledgeCaptureAndTransitionReport_254797_7.pdf" �https://michigan.gov/documents/mdcs/FINAL__KnowledgeCaptureAndTransitionReport_254797_7.pdf� 





� Michigan Knowledge Transfer and Technology   � HYPERLINK "http://michigan.gov/documents/mdcs/KnowledgeTransfer_Technologies_254952_7.pdf" �http://michigan.gov/documents/mdcs/KnowledgeTransfer_Technologies_254952_7.pdf� 





� New York University Knowledge Transfer Template   � HYPERLINK "http://www.nyu.edu/content/dam/nyu/hr/documents/managerguides/KnowledgeTransferTemplate.pdf" �http://www.nyu.edu/content/dam/nyu/hr/documents/managerguides/KnowledgeTransferTemplate.pdf�


� South Carolina Guide to Developing a Knowledge Transfer Plan   � HYPERLINK "http://www.state.sc.us/dio/KnowledgeTransfer.htm" �http://www.state.sc.us/dio/KnowledgeTransfer.htm�





� Wyoming Knowledge Transfer Tool   � HYPERLINK "http://wyomingworkforceplanning.state.wy.us/documents/Knowledge%20Transfer%20Tools.pdf" �http://wyomingworkforceplanning.state.wy.us/documents/Knowledge%20Transfer%20Tools.pdf� 





� How to Preserve Institutional Knowledge, Harvard Business Review


� HYPERLINK "http://blogs.hbr.org/2013/03/how-to-preserve-institutional/" �http://blogs.hbr.org/2013/03/how-to-preserve-institutional/�





� Connecting Old and New: How to Capture Institutional Knowledge


� HYPERLINK "http://www.universitybusiness.com/article/connecting-old-and-new-how-capture-institutional-knowledge" �http://www.universitybusiness.com/article/connecting-old-and-new-how-capture-institutional-knowledge�





� The Impact of the Aging Workforce on Public Sector Organizations and Mission, report by International Public Management Association for Human Resources


� HYPERLINK "http://unpan1.un.org/intradoc/groups/public/documents/ipma-hr/unpan025894.pdf" �http://unpan1.un.org/intradoc/groups/public/documents/ipma-hr/unpan025894.pdf�





� Knowledge Management for Government


� HYPERLINK "http://www.contextware.com/indsol/governmentkm.htm" �http://www.contextware.com/indsol/governmentkm.htm�





� The Importance of Preserving Institutional Knowledge in the Public Sector, Govloo.com 


� HYPERLINK "http://www.govloop.com/profiles/blogs/the-importance-of-preserving-institutional-knowledge-in-the-publi" �http://www.govloop.com/profiles/blogs/the-importance-of-preserving-institutional-knowledge-in-the-publi�





� Loss of Institutional Knowledge: Tips for Establishing Institutional Knowledge


� HYPERLINK "http://www.augustmack.com/newsletter/2008/May/Article0088.html" �http://www.augustmack.com/newsletter/2008/May/Article0088.html�





� Institutional Knowledge: The Value and Threats to Overcome


� HYPERLINK "http://www.localjobnetwork.com/a/6856" �http://www.localjobnetwork.com/a/6856�





� When Knowledge Left the Building: How to Soften the Blow


� HYPERLINK "http://www.workforce.com/articles/20269-when-knowledge-left-the-building" �http://www.workforce.com/articles/20269-when-knowledge-left-the-building�





� BPM - A Cure for Institutional Memory Loss


� HYPERLINK "http://www.bpminstitute.org/resources/articles/bpm-cure-institutional-memory-loss" �http://www.bpminstitute.org/resources/articles/bpm-cure-institutional-memory-loss�





� Preserving and using institutional memory through knowledge management practices, by Transportation Research Board, National Research Council, Northwestern University


� HYPERLINK "http://books.google.com/books/about/Preserving_and_using_institutional_memor.html?id=ZWQnAQAAMAAJ" �http://books.google.com/books/about/Preserving_and_using_institutional_memor.html?id=ZWQnAQAAMAAJ�





� How to Create a Culture of Succession Readiness


� HYPERLINK "http://talentmgt.com/articles/view/how-to-create-a-culture-of-succession-readiness/?interstitial=CH101713" �http://talentmgt.com/articles/view/how-to-create-a-culture-of-succession-readiness/?interstitial=CH101713� 
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