
2003 Innovations Awards Program
Application Form

ID #:  ________________

Category: _____________

       
       State: Pennsylvania

1. Program Name:  Pennsylvania's Strategic Workforce and Succession Planning Program
                                             ...identifying and correcting work force issues before they become problems...


2. Administering Agency: Governor's Office of Administration
3. Contact Person (Name & Title):  John A. Soubik, Chief, HR Policy, Evaluation, and Programs Division
4. Address:  513 Finance Building, Harrisburg, PA 17120                     
5. Telephone Number:  (717) 787-8575
6. FAX Number:  (717) 772-3153
7. E-mail Address:  jsoubik@state.pa.us
8. Please provide a two-sentence description of the program.

The Commonwealth of Pennsylvania’s workforce and succession planning program provides opportunities for assessing workforce turnover, strategizing solutions, streamlining organizations, reducing costs, and increasing efficiency, and can be done at low cost with automated scanning reports that tip off HR professionals to where the real problems may lie.  The emphasis is not on complex, lengthy workforce planning reports, but on targeting the highest priority occupations/program areas and building and implementing solutions to problems before they disrupt state services, while using minimal staff resources in workforce planning and still achieve positive results.  
9. How long has this program been operational (month and year)?

The Commonwealth’s current workforce and succession planning initiative began in September 1999, and with refinements has evolved over the past three and a half years to its current state.  

10. Why was the program created? (What problem[s] or issue[s] was it designed to address?)

The Commonwealth always has monitored its workforce demographics, and up until the latter 1990s the approach to planning has been reactive and surgical in nature.  When a particular “hot spot” developed, resources were committed to address the issue, such as the “Grow Your Own Nurses” program, and the successful Human Resource Management Trainee and Information Management Trainee programs, which have generated over 150 well-trained replacements for the HR and IT communities.  

As the bell curve on the age and length of service demographics steadily progressed forward, Pennsylvania began to take a more systemic/holistic view to workforce and succession planning, while developing solutions to targeted, key jobs and occupations.  In order to manage the ever-increasing number of employees becoming eligible to retire each year, it became necessary to establish a decentralized approach to workforce planning.  To accomplish these goals, a retirement and succession planning manager’s toolkit was developed that contains tools to easily follow and use, enabling workforce planning to be pushed out to front line managers and supervisors, with the recognition that the Commonwealth needed to be more proactive in planning for and mitigating potential mass turnover.  
11. Describe the specific activities and operations of the program in chronological order.

Pennsylvania’s workforce and succession planning strives to continuously align and prepare a workforce to meet the evolving needs of the Commonwealth.  Pennsylvania's efforts have focused on maintaining customer services during times of accelerated turnover, and more recently, have begun to examine the powerful cost-savings functions associated with consistent, continuous workforce and succession planning.

In times of increasing budget constraints, the highly adaptive, cyclical nature of workforce planning in the Commonwealth enables agencies to prepare for different needs and circumstances, both expected and unexpected.  

Pennsylvania’s program determines the overall impact of aging “baby-boomer” employees, their length of service, and the possible effect of early retirement legislation on the State government’s workforce.  Also important are the influences of current and projected budgetary allocations on positions, the adequacy of existing and planned Civil Service lists, and the impacts that technology, program, and class restructuring have on occupations.  While the program is broad in scanning for potential workforce problems, it is highly strategic in devoting resources for further study and in designing and implementing potential corrective actions that include agency managers at the table with planners.    

Early work on the project involved identifying the 100 most populated classes based on statistical data in the Governor’s Annual Workforce Report.  Of those 100 classes, 25 occupational groups were established, and an age and length of service matrix was developed for each occupational group, separating those occupations at risk into high, moderate, and low probability for current or potential retirement within the next three years.  In 2001, additional refinements to the project began.  A team of Pennsylvania Management Associates, master-degreed employees participating in a one-year training program, researched workforce and succession planning strategies in the public and private sector.  Results of this nine-month project yielded a framework for workforce and succession planning in Pennsylvania, which included a website housing information on workforce and succession planning methodology, informational resources, a desk guide for managers, and the Commonwealth’s nine-step workforce planning model.  The current model includes the following sub-processes:  1) analyze agency mission, goals, and initiatives; 2) determine future work requirements; 3) analyze current resources and projections; 4) produce high-level workforce gap analysis; 5) develop proposed organizational plans; 6) perform detailed skill gap analysis; 7) create workforce solution action plans; 8) implement workforce solution action plans; and 9) measure workforce planning results and recommend improvements.
In August 2002, agencies were provided with a Workforce Planning Retirement Projection tool, a Microsoft Access application that allows agency human resource and budget staff and program managers to project potential turnover within the next five years based on a superannuation age of 60 with 35 years of service.  To encourage use and to gain a statewide workforce perspective, agencies were asked by the Governor’s Office of Administration (OA) to utilize this tool and complete a survey identifying the classifications that were expected to experience critical rates of turnover within the next five years.  Reports from the OA’s data and the results from the agency survey revealed some startling information.  OA reports show that over 4,300 or 6.5% of state employees with 35 years of service or age 60 were eligible to retire as of February 2003; that figure could dramatically increase to over 10,600 or 16.1% of the workforce if proposed early retirement legislation is passed.  In addition, the survey identified over 30 job classes that could experience 100% turnover within the next five years, and an additional 10 job class series with a potential for a 50% or greater turnover within the next five years.  These and more specific results now are being analyzed by the State Civil Service Commission and central OA Classification and Pay staff to determine areas for improvement in recruitment and retention planning, testing procedures, job qualifications, and training needs.  As an additional tool to supplement workforce planning needs, agencies have been provided with a 30 year retirement projection tool, which calculates salaried employees who would be eligible for full retirement with 30 years of state service for the years 2003-2007, should the legislature pass a "30 and out" bill.  Lastly, because different classifications tend to separate from state service at varying points of age and length of service, a Retirement Probability tool is being developed and will be made available to agencies.  This tool projects the probability of retirements by job classification based on 10 years of historical separation data for the affected classifications.
12. Why is the program a new and creative approach or method?

Pennsylvania's workforce and succession planning program utilizes retirement projection tools and empowers agency decision makers to utilize these tools as a routine component of position assessment, all at minimal or no cost to the agencies.  By asking agencies to self-identify areas of expected critical rates of turnover, the Governor’s Office HR planners, State Civil Service Commission, Bureau of State Employment, and Budget Office can collaborate on addressing areas of concern and needed improvement on recruitment and retention planning, testing procedures, and job readiness through assessing qualifications and training needs and competencies.  Use of this data also allows agencies to identify possible areas to streamline operations, reorganize, and reduce costs ( all-important to each governmental organization to consider now when revenues are down and projections look bleak.

While the program is broad in scanning for potential workforce problems, it is highly strategic in targeting resources to further assess affected jobs/occupations and to design and implement potential solutions with agency managers included in the planning.    

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.)

Start up costs for the program were minimal, and consisted of allocating staff time and utilizing current Microsoft software applications.  All tools were developed internally and in collaboration with Pennsylvania’s Department of Labor and Industry’s human resource office.  
14. What are the program’s annual operational costs?

Operational costs for the program are minimal and are contained in the everyday operation expenses inherent with program administration.  However, implementing workforce and succession planning solutions bears associated expenses that are dependent upon each agency's needs and the number of affected critical job classifications.  Agencies, for example, may choose to allocate funds for training or develop their own training courses, such as providing specialized training that focuses on position competencies to ensure the success of potential candidates for the position. Workforce planning can be done at low cost with automated scanning reports that tip off HR professionals to where the real problems may lie.
15. How is the program funded?

Funding for the Commonwealth’s workforce and succession planning program is absorbed in daily operating expenses because the planning and implementation process are part of the duties of the project analysts responsible for the program, as well as those from other state agencies who provide input and assist in project development.
16. Did this program require the passage of legislation, executive order or regulations?  If YES, please indicate the citation number.

Pennsylvania's Strategic Workforce and Succession Planning Program did not require the passage of legislation, executive order, or regulations, although buy-in and ongoing support from agency leaders is critical to program success.

17. What equipment, technology and software are used to operate and administer this program?

Pennsylvania's workforce and succession planning program requires the allocation of staff time and utilization of Microsoft software applications.  Workforce planning tools were developed internally and in collaboration with Pennsylvania’s Department of Labor and Industry’s human resource office utilizing Microsoft Access.  

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.

Pennsylvania's workforce and succession planning program originated in-house, with extensive research conducted by the Governor’s Office of Administration.  Workforce planning tools were created by the Pennsylvania Department of Labor and Industry and adapted by the Office of Administration for statewide use.

19. Are you aware of similar programs in other states?  If YES, which ones and how does this program differ?

Yes; however, Pennsylvania's approach differs from other states by Pennsylvania’s use of retirement projection tools and soon a probability tool, and by providing education to front line managers and supervisors in understanding workforce and succession planning as a routine component of their jobs.  Pennsylvania’s approach offers low cost, automated workforce planning tools which generate scanning reports that alert workforce planners to potential and real problem areas.  This approach minimizes staff resources in workforce planning and produces informative and useful output, without emphasizing writing complex, lengthy workforce planning reports, but targeting high priority occupations and program areas and developing and implementing solutions before issues become problems.
20. Has the program been fully implemented?  If NO, what actions remain to be taken?

Through the use of deploying the workforce planning tools to agencies and the Workforce Planning Agency Statistics Survey, and distributing information to managers and supervisors via formal training sessions and website resources, the identification of critical job classifications and education phases of workforce planning in the Commonwealth are occurring.  The Commonwealth is undergoing the strategy phase, in which the Governor’s Office of Administration and State Civil Service Commission are analyzing results of data gathered and are collaborating on addressing the greatest areas of potential impact.  Although the identification of key occupations/jobs and the education phases have been occurring, workforce planning in the Commonwealth is viewed as a continuous process by applying additional tools, resources, agency surveys, training, and program enhancements as they are needed.  Additionally, the Commonwealth will be assessing more than actual, potential, and projected retirement data; it must assess all types of turnover.  With the onset of the Commonwealth’s SAP software implementation through its Imagine PA initiative, workforce planners are developing for configuration in the new system an entrance, transfer, and exit information collection and analysis function to be aligned with workforce and succession planning, training and development, organization management, and budgeting.  

21. Briefly evaluate (pro and con) the program’s effectiveness in addressing the defined problem[s] or issue[s].  Provide tangible examples.

Pennsylvania's workforce and succession planning program pushes workforce and succession planning to agency decision makers who know best where potential problems exist.  Through the use of the workforce planning retirement projection tools and completion of the Workforce Planning Agency Statistics Survey, agencies were able to self-identify those classifications that they determined to be critical; bringing both an awareness of potential impacts to agency HR Directors and Agency Heads, as well as providing the Governor’s Office of Administration with a more insightful view of potential Commonwealth employment demographics.

22. How has the program grown and/or changed since its inception?

The program is continuously being examined and reviewed to address the changing needs of the Commonwealth.  Since the inception of the current program in the latter 1990s, additional resources have been and are continuing to be developed and offered to agency managers and supervisors, such as workforce and succession planning websites, models, and retirement projection and probability tools.
23. What limitations or obstacles might other states expect to encounter if they attempt to adopt this program?

To implement successful workforce and succession planning programs, states must be willing to devote resources to be able to identify jobs, either through electronic or other methods, that could experience critical rates of turnover, and establish effective working relationships between governing bodies and affected agencies to train existing managers and supervisors, develop and implement recruitment or testing procedures, offer developmental opportunities to employees, and streamline organizations.  In addition, clear program goals must be developed and conveyed to executive management to ensure buy-in and necessary resource allocation.  Consideration also must be devoted to identifying how workforce and succession planning initiatives can be utilized within their particular union and merit system environments.

SUPPORTING DOCUMENTS

Three supporting documents are attached and include the Commonwealth’s 9-step workforce planning model, draft succession planning model that is undergoing revision, and a snapshot of the workforce planning website index.
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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