January 16, 2001
TO:

Human Resource Services DTF:

Meredith Huff, Chair; Karen Durant; Kelly Smith; Betsy Diffendal; Jose
 Dominguez; Ed Rivera; Patty Barnes; Lorrie Moore; John Carmichael; Maia Bellon; Randy Cravey

FROM:  
Steve Trotter

SUBJECT:
Charge to the Human Resource Disappearing Task Force

The Evergreen State College (TESC) is in the midst of transition as faculty and staff become eligible for retirement in the next few years.  Other employees are seeking external opportunities in a tight labor market and in an economy with increased competitive salaries and benefits.  Campus discussions have taken place about the impact of the recruitment and retention issues that are confronting us and the influence on other human resource elements, such as employee development, benefits, and exempt employee compensation.  The Strategic Plan states “Evergreen will recruit, retain and support an outstanding, diverse, vital and dedicated faculty and staff.”  It also provides specific direction to meet this goal for classified and exempt staff.  These internal and external factors create a sense of urgency in retooling TESC Human Resources to ensure the continuation of a skilled and dedicated workforce. 

As a community, we need to define what TESC’s Human Resource Services will look like and how it will be structured in the future. Efforts to recruit faculty and staff will only intensify in the coming years resulting from three primary factors:  

1. many of our faculty and staff are reaching retirement age;

2. the college will continue to add new positions to support a larger and growing student body, and;

3. the highly competitive labor market resulting from a strong economy.

These factors require that we develop specific and intentional programs and practices regarding our recruitment and retention activities.

With these various issues in mind, I am pleased to announce the charging of a Disappearing Task Force (DTF) to conduct a review of all aspects of activities surrounding campus Human Resource Services.  The DTF’s broad objective will be to update/develop new or improved practices in all aspects of employee recruitment and retention.  I recognize that many changes will need to be accomplished and that all cannot be studied and implemented immediately.  Therefore, the committee is to deliver a draft six-year work plan and budget for other impacted human resource-related services.  

To help the DTF gather employee information and feedback, a consultant has been hired: Richard Kramer of the Organizational Resources Group.  The DTF will be the primary sponsor and resource for Mr. Kramer’s information gathering.  Using a variety of techniques, including focus groups and an employee survey, Mr. Kramer will gather comments from TESC employees.  A while back, TESC employees were surveyed about a variety of workplace items and that survey is still valid.  However, you may see some similarities between those questions and Mr. Kramer’s survey.  Mr. Kramer’s assessment will allow us to follow through on the first survey as well as provide the DTF with a solid framework with which to conduct its study and recommendations.  I fully expect the committee to share those conclusions with the campus community.  In addition to this assessment, Mr. Kramer will also be conducting an audit of our Human Resource Services operation and will be completing an assessment of best practices in use in the marketplace regarding recruitment practices from which we might benefit.  The DTF will work directly with Mr. Kramer in the development and presentation of the final report.

Specifically, the committee is to concentrate its efforts on the following areas during the 2000-01 academic year:

· Workforce Assessment: Evaluate current turnover and project what Evergreen can expect in staff turnover for at least the next six years.  What programs/practices will need to be put in place to maintain a strong workforce during this time frame (search and hiring processes, orientation and training programs, recognition programs, etc.)?  What programs/practices could be put in place to minimize employee turnover?  How can we ensure that we maintain a diverse workforce? 

The DTF will sponsor and work with the consultant.  The DTF will help establish the framework and parameters for Mr. Kramer to gather employee information and feedback.  Mr. Kramer will convene focus groups and survey employees to gather and provide background information for the DTF’s consideration.  The DTF will review and comment on the survey questions, review resulting information, and participate in the development of Mr. Kramer’s draft report of conclusions and recommendations for the Senior Staff.  

· Exempt Compensation: Evaluate our exempt compensation system with a focus on Evergreen’s positions being externally competitive and internally equitable.  Peer and market comparison studies should be used in the development of a campus-wide set of recommendations.  I would encourage the committee to suggest recommendations that recognize that differences exist between the many categories of exempt professionals and that hiring authorities will require flexibility to establish an individual employee’s compensation level.  

· Data and Information Systems: Since our faculty and staff are the institution’s most valuable assets, it is important for us to be able to access and assess important statistics pertaining to our workforce.  The DTF should examine human resource data and information systems to recommend improvements.  Should we acquire and implement the Banner HRS module next biennium?  If so, at what cost?  What would it take to provide on-line time and leave reporting systems?  What data exists now and what methods would have to be put in place to improve the data/information flow regarding HR issues (payroll, personnel, positions control, faculty salary database, exempt salary databases, employee training tracking systems, etc.)?

· Six-year Plan: There are many other specific human resource elements not included in the areas listed above.  Therefore, the DTF will present a plan of what HRS and surrounding elements will look like in the next six years.  This plan will be broader than just HRS issues.  It will present overall operational options rather than detailed procedural or process items.  It will provide recommendations along with dates and potential outcomes.  The plan will encompass where the DTF thinks TESC should be headed, what we need to accomplish, what is the TESC philosophy of HRS, and what are any budget impacts.  Elements of this plan will examine:
· Organizational Development - Determine HRS’ role in providing leadership in the area of organizational development.

· Staff Development and Training – Discover to what extent the college has utilized internal promotion and other successor training/mentoring programs, as well as employee performance evaluation and creation of staff training and development plans.  Based on that analysis, the DTF will make informed recommendations regarding the extent that the college should utilize this strategy in meeting its workforce needs.  This recommendation must include an identification of program improvements that would be required to ensure success if the committee’s proposed recommendation were to be adopted. 

· Benefits Administration - Evaluate the current level of staff support for faculty and staff benefits administration (especially in the area of retirement planning).  Recommend an appropriate strategy for improving services in this area (organizational structure, budget, processes, programs, etc.).

It is essential that the DTF’s process be a collaborative and comprehensive effort between all members of the campus.  Keeping the campus community informed of its activities and recommendations is an ongoing obligation of each member of the DTF.  It is vital that information is shared throughout the DTF’s process.  An interim progress report will be issued to the campus community soliciting feedback and suggestions and a final report will be issued at the end of Spring Quarter.
Finally, the Vice President for Finance and Administration will be responsible for reporting the recommendations to Senior Staff and communicating with the DTF regarding any questions or issues that arise during Senior Staff’s review.  The Vice President for Finance and Administration will have the final authority for approving the recommendations and ultimate changes that result from the plan.  I realize that this effort may require additional support and/or resources.  Requests from the DTF for financial, staff, or additional consulting support should be forwarded to both the Vice President for Finance and Administration and myself.

I am pleased that you have agreed to participate in this critical effort and look forward to the results of your work.

ATTACHMENT

III. Faculty/Staff Recruitment, Retention, and Vitality.  (From the Strategic Plan)

Evergreen will recruit, retain, and support an outstanding, diverse, vital and dedicated faculty and staff.

2. Review and adjust exempt staff salaries and benefits so they are internally equitable and externally competitive.  This will be accomplished through appropriate peer and market comparison studies, both internally and externally, during the next two biennia.  Once achieved, maintain equitable and competitive salaries.

4. Develop Human Resource Services function, policies and procedures, organizational structure, staffing and funding levels that will meet the colleges need to hire and support its personnel.  The design and scope of this work should be completed by March 2000 and include the following:

(a) Continue to assess the college’s effectiveness in recruiting and retaining a diverse staff and faculty and continue to work towards this goal. 

(b) Continue to develop and implement a comprehensive, on-going faculty and staff orientation program to help recently hired personnel accomplish their job assignments.

(c) Establish individual development plans during annual staff evaluations and provide resources to support a comprehensive training and development program for all staff, both classified and exempt.  Encourage the adoption of appropriate promotional pathways as a form of development.  Regularly assess the effectiveness of such efforts.

(d) Re-evaluate the current level of staff support for faculty and staff benefits administration (especially in the area of retirement planning) and adjust if required.  This task is to be completed during the 1999-00 academic year.

