
2003 Innovations Awards Program
Application Form

ID #:  ________________

Category: _____________

State: ________________

1. Program Name:  E-Hiring Solutions To Streamline State Hiring Processes

2. Administering Agency: Minnesota Department of Employee Relations 

3. Contact Person (Name & Title):  Cheri Hanson- Strategic Staffing Supervisor

4. Address:  200 Centennial Office Bldg- 658 Cedar Street

         St. Paul, MN 55155

5. Telephone Number:  651/284-4047

6. FAX Number:  651/296-8919

7. E-mail Address:  cheri.hanson@state.mn.us

8. Please provide a two-sentence description of the program.

The State of Minnesota re-engineered their hiring processes for filling state vacancies, eliminating or automating many of the steps to hire employees.  Job seekers, hiring managers, and human resources staff complete most of their work using customized, web-based tools integrated with a robust applicant tracking system, Resumix, which can quickly identify applicants who meet position-specific requirements of state vacancies.

9. How long has this program been operational (month and year)?  The new tools and processes were implemented in March, 2002

10. Why was the program created? (What problem[s] or issue[s] was it designed to address?)
The State of Minnesota had been recruiting, selecting and redeploying employees and defining their appropriate job classes and levels using labor- and paper-intensive methods and processes.  The procedure for obtaining employment with the State of Minnesota had been in place for several decades.  In addition, these processes and functions had been segmented into multiple, areas of responsibility among the Minnesota Department of Employee Relations, (DOER) Staffing Division and its agency customers.  This essentially created over 130 different employers that had little or no connection to one another from a human resource (HR) strategic or working perspective. Applicants and managers had to work with a cumbersome hiring process that often took months to complete.   Before 2002, applicants were required to fill out a 6-page application for every job in which they were interested.  Most jobs were filled from eligible lists established through up-front written tests or experience and training ratings, and the tests did not always reflect the skills needed for a particular position but rather the generic qualifications for a job classification.  State agencies duplicated processes for every hire in order to satisfy notification requirements to job seekers, internal applicants, and bargaining unit offices.  Many agencies maintained their own tracking systems in addition to the centralized applicant tracking system.  Hiring managers manually documented the outcome of every applicant on an eligible list.  The median time to fill jobs was 107 days. Clearly, we were not attaining our goals of “having the right person in the right job at the right time.”  We needed to reduce duplication, make the hiring process easier to understand, and  allow job seekers to submit one comprehensive resume for consideration for all state positions.   In addition, we wanted to create tools to automate as many of the non-value-added tasks related to hiring processes as possible.
11. Describe the specific activities and operations of the program in chronological order.

1996-1997—formally surveyed applicants, newly hired staff, statewide hiring managers and HR representatives to identify what was and was not working well for them in the hiring process, what changed they wanted to occur

1996-2001—benchmarked hiring processes of public and private sector organizations

1998—partnering with large stakeholder group--defined mission, goals, and parameters of new system to be developed

1998-1999—conducted vendor presentations

2000—informally continued surveying applicants, statewide hiring managers and HR representatives, and employee bargaining unit representatives to confirm their desired process/system changes

2001—secured approval for budget changes needed to implement new software and hardware

Spring 2001—installed and designed Resumix software

Summer 2001--designed and implemented ResumeBuilder portion of My State Job Search site for applicants

Summer-Fall 2001—designed and developed all other web- and IVR-based systems and connectivity with Resumix

Fall 2001—began training statewide HR staff on Resumix software and marketing to job seekers and hiring managers of how new processes will affect their roles and responsibilities

Winter 2002—tested and implemented Resumix, IVR and remaining web-based systems

Spring 2002—migrated pertinent applicant data from legacy applicant tracking system into Resumix database, archived pertinent data, and disabled legacy applicant tracking software

12. Why is the program a new and creative approach or method?  

We believe our new tools and processes demonstrate creativity in the following ways: 1) they encourage self-service by all stakeholders in the hiring process; 2) they provide more information to job seekers about specific state job opportunities 3) they capitalize on previous work performed to create vacancy information and resumes; and 4) they  reduce costs associated with postage, paper, and non-value added activities, which allows agencies and DOER the ability to direct resources toward strategic planning activities.   By streamlining the hiring process, agencies are able to fill positions faster and more effectively, which improves the state's ability to deliver services to our constituents.   
13. What were the program’s start-up costs? (Provide detail about specific purchases for this program, staffing needs and other financial expenditures, as well as existing materials, technology and staff already in place.)  

DOER purchased several servers to host Resumix and the various tools, operating system software, and user licenses for Resumix.  Two staff were hired to manage the functional and technical components of the system; design teams were comprised of existing staff.  A third-party vendor was contracted to develop the online and IVR tools and design the integration with Resumix. Budgeted cost for hardware, software, contractors and staff was $591,000 for the first biennium.

14. What are the program’s annual operational costs?    

Operating costs are $55,000 per year for software maintenance costs.   The staff who manage the components of the system are now responsible for additional activities within their work areas and are funded by their respective divisions within DOER.

15. How is the program funded?  

The program is paid for with general funds that were previously used for maintenance of a less robust applicant tracking system, increased postage costs, and staff costs.

16. Did this program require the passage of legislation, executive order or regulations?  If YES, please indicate the citation number.

Yes.  The most recent extension of the original statute change is 2001 Minnesota Session Law, Chapter 70, Section 4.  We are operating under pilot language that eliminated the requirement to follow procedures listed in Minnesota Statute 43A.10 through 43A.13. 

17. What equipment, technology and software are used to operate and administer this program?  
For the Resumix database, we are using a Compaq server and Linux as the operating system running Oracle 8.1.7.  A Compaq server running Windows 2000 Terminal Server with Citrix Metaframe is used for connections for the hiring agencies for Resumix access. Compaq Server running Linux and Apache is used for the web-based applications that hook onto Resumix. The IVR system uses Edify running on Windows NT. 

18. To the best of your knowledge, did this program originate in your state?  If YES, please indicate the innovator’s name, present address and telephone number.
This program originated in our state.  For several years, DOER partnered with multiple stakeholder groups to re-engineer the state hiring processes.  We conducted a number of benchmarking activities with other states, federal agencies, local jurisdictions, and Fortune 500 companies to incorporate the best practices and features of other organizations’ tools and processes.  During the last half of 2001, DOER worked with a third-party vendor to design and test the tools and their integration with Resumix and Peoplesoft.

Contact:  Ann Schluter, Deputy Commissioner, 658 Cedar Street, St. Paul, MN 55155, 651-296-3448

19. Are you aware of similar programs in other states?  If YES, which ones and how does this program differ?  
Several states use Resumix to fill vacancies in state government positions and have completed some integration with online tools and HR information systems, but to our knowledge, Minnesota’s design is currently the most feature-rich. 

20. Has the program been fully implemented?  If NO, what actions remain to be taken?
Yes.  Although we are looking for continuous improvement opportunities to integrate information from Resumix and Peoplesoft, the original program is complete. 

21. Briefly evaluate (pro and con) the program’s effectiveness in addressing the defined problem[s] or issue[s].  Provide tangible examples.
The program is viewed by all stakeholders as a win-win solution for all parties.  Here are some examples:

a. The job seeker experience is much easier and understandable.  Today, job seekers only submit one resume (paper or electronic) for consideration for all state job opportunities, they can update it any time, and they can apply for specific vacancies by paper, automated phone system, the Internet, or by direct agency contact.  They can set up search agents to email them when new jobs come available that match their interests, so they don’t have to continually go to the State Employment Web site to look for new opportunities—the opportunities go to them.  The HR staff at agencies also search the resume database and will contact them when their skills and work preferences match job vacancy requirements.  This system mirrors the private-sector job-seeking experience, so applicants are more familiar with the processes and options they have when they inquire about jobs with the state. 

b. The hiring manager experience is much easier and significantly paper-reduced.  Multiple processes were set up to handle all the different types of hiring options in the past.  Today, hiring managers submit their requests to fill positions using standardized templates, they know exactly where their requests are in the approval process, they ask for and receive candidates who are qualified for their specific need—not those who meet only generic requirements for a broad job class, they receive all resumes online, and their feedback on each candidate and with their HR contact is captured, routed, and documented in real-time.

c. The agency HR experience has improved because the HR employee receives the hiring manager’s request only one time, they can edit the manager’s information to comply with agency standards, and they can click a button to create postings suitable for internal and external job seekers, they can email employee unions within VacancyBuilder to meet notification requirements.  These used to be separate processes; today, all duplication of this effort has been eliminated.  Agency HR offices used to store requisition activities within homegrown applications unique to each agency.  Today, all requisition data is stored within Resumix and can be easily reported out according to HR user requests.  Because managers receive their candidate resumes via Manager’s Referral, they don’t spend time copying and collating applications that may take several days to reach a manager’s desk. 

d. The Staffing Division within DOER used to spend a significant amount of time processing multiple applications for one person, sometimes storing up to 20 unique records for one applicant.  Since the new processes were implemented, we’ve been able to reduce headcount that manages applicant tracking by 5 FTEs, and our postage costs have been reduced by multiple tens of thousands of dollars per year. 

22. How has the program grown and/or changed since its inception?  
The original program successfully was kept within its scope.  We intend to build further on the original design by capitalizing on the new technology to gather better data for workforce planning efforts on a statewide and local level.   We are also exploring the possibility of creating a web-based “on-boarding” application. The on-boarding tool would assemble data from Resumix for new hires, transfers, and promotions so that it’s ready for import into Peoplesoft, telecomm and IT folks within the hiring agency, and other stakeholders in appointment processes (parking tags, ID tags, new hire orientation sessions, etc.).  On-boarding would incorporate data gathered at one point and distribute it to many points based on an agency’s unique information needs, which reduces all the forms complete when an employee comes on board or moves to other agencies.

23. What limitations or obstacles might other states expect to encounter if they attempt to adopt this program?
Other states may encounter obstacles within their laws, rules, and operating procedures.  Especially in today’s economic climate, they may experience limitations when trying to secure additional resources.  But probably the biggest hurdle would be buy-in from all stakeholders in the process.  Many people within government—especially within HR—may be comfortable working in their existing environment.  Support from high-level players is critical to achieve success in re-engineering hiring processes. 

Add space as appropriate to this form.  When complete, return to: 

CSG Innovations Awards 2003
The Council of State Governments

2760 Research Park Drive, P.O. Box 11910

Lexington, KY 40578-1910

innovations@csg.org 

DEADLINE: All original applications must be postmarked or e-mailed by April 11, 2003, to be considered for an Innovations Award for 2003.
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