· IV
GAP ANALYSIS AND ACTION PLAN
Below is a summary of the GAPS identified and associated Actions that have been taken to close those Gaps.  More detail is available if needed:

GAP # 1:  Retirement Eligibility Issues and the Resulting Loss of Employees

A. Special Consultants:  DRS has completed a brochure intended for Agency employees retiring or leaving the Agency.  This brochure encourages the employee to come back at a later time after retirement.  The purpose is to utilize the skills and knowledge of that employee in a special role.  This role would cover the spectrum from mentor and coach to process improvement and special projects.  The Brochure is being included in Retiree separation packages to make individuals aware of the possibility of employment after retirement.  WWRC presently has 9 retirees who have returned to work on an hourly/part time basis.  At least 8 individuals within DRS Central Office has likewise returned as a P14 and there is interest expressed by others currently.  This is a means to keep hard won Employee knowledge accessible to the Agency.  Additionally, DRS is exploring integration of the job function of “Agency Knowledge Steward” as a means to do more than bring back seasoned employees.   The Agency Knowledge Steward will seek ways to transmit knowledge and capture that knowledge for new and existing employees.  This will be a focus of 2007 – 2008.
B. Virtual Offices/Mobile Employees:  The Agency is implementing a Virtual Office and Employee mobility initiative through the use of cell phones, laptops, and other technology along with alternative work locations.  This improves both employee productivity and job enrichment.

C. Flex Schedules:  The Agency is utilizing alternative work schedules and flexible schedules as a means to attract and retain employees.    

D. Training:  Extensive training of both upper and lower management, as well as Analysts, Counselors, and other positions is an ongoing part of the Agency Workforce Plan.   

E. Culture Change:  WWRC has completed extensive training for “Values Driven Culture” and the “Change Management Seminar”.  This is being considered for the entire Agency.

F. Recruitment/Retention Initiatives:  Special Taskforces are in place specifically directed to address Recruitment, Retention, and other issues.  These initiatives are an integral part of the Workforce Plan and include such items as Intern Programs, creative advertising, and other items mentioned in this response.

G. Emergency Response:  Continuity Of Operations Plan, Emergency Response Plan, and associated training are completed for the Agency.

H. Employee Recognition Program:   This is a nomination process which rewards employees with outstanding performance for the Agency.  It is well received by Employees and actively promoted by management.  

I. Agency Critical Functions:  These are “At Risk” functions or particular tasks that would place the Agency in jeopardy if not performed.  The Agency has identified these functions established well documented procedures/instructions are well documented and designated a party to act as a backup for the function.  Agency Knowledge Steward role is being considered as an enhancement to securing critical information during the 2007- 2008 plan year.
J. Interns:  The Agency views the use of Student Interns as a clear Win-Win scenario for the interns and their schools, as well as the Agency.  The relationship assists local universities to provide Students with real world experience and creates future job contacts; the student is able to fulfill academic requirements and earn extra income; and our Agency establishes a relationship with the student which increases the probability of a qualified applicant upon graduation.  Targeted positions are often exceptionally difficult to fill due to requirements of a Master’s degree and/or certifications and restrictions on salary.  Also, these Interns can immediately contribute to the agency upon fulltime employment since they will have already completed much of the learning curve.  Several Interns have been places at WWRC and a few others within FRS.  

GAP # 2:  Attract and Retain Qualified and Certified Employees

A. Interns:  Again, the Student Intern Program is a great Win-Win for DRS, the Student, and the School (see GAP # 1, Item J above).

B. Career Ladders A clear path for Employees has been defined to encourage development and growth of Counselors and Analysts for the Agency.  Career Ladders have been established for our 2 DRS roles with the largest number of employees, Disability Determination Analysts and Vocational Rehabilitation Counselors. Additionally, career ladders have been established for our WWRC roles of Occupational Therapist, Physical Therapist, and Speech Pathologist.  

C. Advertising:  The Agency utilizes Monster.com, DeafEd, JOVE websites, and similar resources to find candidates for hard to fill positions.  The agency utilizes a listserv composed of colleges and universities, non-profit organizations, minority council and disability related agencies.  All positions that are advertised to the general public are additionally advertised in minority publications identified in DHRM's listing of minority publications..  In 2004, approximately 33% of all job offers at DRS were made to minority candidates.  WWRC obtained access to data base of individuals licensed by the Virginia Department of Health for health occupations.  WWRC utilizes direct mailings from this list to make individuals aware of openings within the Agency within given occupational fields.  
D. Career Center:  We have expanded a job listing site into “The Career Center” which assist both current employees and new applicants (especially Students) to understand the Agency and apply for employment.

E. Employee Satisfaction:  The Agency has developed and implemented a New Employee Survey Tool to improve overall satisfaction. First Survey results were shared in January 2006.  Likewise, a Current Employee Survey to identify employee satisfiers and dissatisfies is under development and the “Zoomerang Survey” is scheduled to go out to Employees in June 2007 as a pulse check on Employee Satisfaction.    Finally, the Agency utilizes Exit Interviews are used for feedback from Employees leaving the Agency. 

F. Employee Recognition Program:  Again, the Employee Recognition Program is a well received process for recognizing and rewarding employees for outstanding achievements (related to Gap # 1, Item H).

GAP # 3:  Higher workloads, increased task complexity and decreased resources.

A. Automation Initiatives:  Case Management, financial and other business process automation initiatives are implemented or close to implementation (AWARE and FMS).  DDS has completed major initiatives that have decreased handling of paper and increased electronic responses (e.g., 93% of Medical Services are now electronic – May 2007).  This helps the Agency move toward a paperless environment, and increases overall productivity.

B. Virtual Offices/Mobile Employees:  Virtual Office Initiatives, an agency Telework Policy, flextime and Alternate Work Schedules, use of Interns, training and many of the previously mentioned items in GAP # 1 and # 2 (and GAP # 3 below) dovetail into this objective as well.  

GAP # 4:  Managing Change and Transition.

A. Training Feedback:  The Agency has completed staff surveys to provide feedback on existing training and future training needs.  This information will be incorporated in future plans.

B. VR Floaters:  The Agency is experimenting with the utilization of VR Floater positions.  This position is intended to use experienced counselors to coach and aid in workloads and continue service delivery without lapses in services.  This is a new initiative and will be evaluated for its effectiveness.  

C. Miscellaneous Items:  Aforementioned items such as the extensive Change Management Training at WWRC, Recruitment efforts, Automation Initiatives, and the creative use of Interns and Special Consultant P14s have a positive impact on this item as well.  Many of the items that address other gaps also address change and transition issues.
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