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Introduction

Senate Bill 1, Rider 13, 81st Regular Legislative Session directs the Texas Department of Family and Protective Services (DFPS) to develop a Human Resources Management Plan designed to improve employee morale and retention.  The plan must focus on reducing employee turnover through better management.  The effectiveness of the agency’s plan shall be measured by whether there is a reduction in annual employee turnover rates at the agency, specifically by the reduction in the turnover rates for caseworkers.

Agency-wide turnover remains steady from Fiscal Year 2010 to the first half of Fiscal Year 2011, rising slightly from 17.4 percent to 17.5 percent.  In the first half of Fiscal Year 2011, DFPS experienced decreases in turnover in Child Protective Services (CPS), Adult Protective Services (APS) and Residential Child Care Licensing (RCCL).  Among the largest population of staff -- entry-level CPS caseworkers -- turnover fell from 35.6 percent to 34.4 percent in the first half of Fiscal Year 2011.
Turnover increased in Child Care Licensing (CCL) and Statewide Intake (SWI) during this period. However, turnover remains much lower in CCL than in other programs, and SWI is about to ramp up their retention efforts.
To review the progress of the Fiscal Year 2011 Human Resources Management Plan, this mid-year update includes the following:

· Status of the Fiscal Year 2011 Human Resources Management Plan,
· Fiscal Year 2011, Second Quarter, Turnover Highlights, and 
· Appendix: Rider 13 Employee Annualized Turnover Report.
Status of the Fiscal Year 2011 Human Resources Management Plan
DFPS undertook projects targeted at attracting and retaining staff.  The following table shows each project included in the 2011 Human Resources Management Plan along with a status update.
	Project
	Status

	2010 Survey of Employee Engagement (SEE) Action Tracking -- Much of the data supporting projects undertaken in the Human Resources Management Plan comes from the SEE.  This survey was last administered to DFPS employees in February and March 2010.  Data has been shared with the appropriate managers.  These managers will be assigned to take action on their results.   The actions will be tracked centrally and will be shared with staff.


	In Progress -- Eighty-one managers from across the state submitted a total of 115 post-survey actions they are taking.  They are providing routine updates on the progress of their actions toward the target completion dates and success metrics.  Selected success stories will be shared with all staff.

	FY 2010 DFPS Exit Survey Results -- DFPS began surveying individuals terminating employment with the agency in January 2009.  This survey is more extensive than the survey administered by the State Auditor's Office and is customized to the agency's needs.  The survey data from FY 2010 will be analyzed for agency-wide issues.  Regional data will be shared with CPS and APS regional directors.  Licensing district data will be shared with CCL district directors.
	Complete -- The exit survey annual report was distributed internally in December 2010.  It included breakdowns of the survey data by program for CPS, APS, CCL (including RCCL) and SWI.  The data was also broken down by region.  All comments from respondents to both the DFPS and SAO exit surveys are shared with executive staff on a quarterly basis.

	Recruitment of Bilingual Staff -- DFPS serves many clients who do not speak English as their primary language.  To better serve these clients and to reduce spending on translation services, DFPS needs a number of caseworkers who can communicate with clients in languages other than English, particularly in Spanish and Vietnamese.  DFPS will explore ways to attract bilingual applicants for direct delivery jobs.
	In progress -- A comprehensive recruitment plan is in development.  It will encompass how and when recruitment activities will take place.  It will include recruiting for applicants with bilingual skills and for positions in rural areas.

	Recruitment in Rural Areas -- DFPS has field offices throughout the state, some located in urban areas and some located in rural areas.  Many times hiring specialists experience low applicant pools for jobs that are located in rural areas.  DFPS will investigate ways to attract applicants to direct delivery jobs in rural areas.
	In progress -- A comprehensive recruitment plan is in development.  It will encompass how and when recruitment activities will take place.  It will include recruiting for applicants with bilingual skills and for positions in rural areas.

	Rookie Year On-Boarding Implementation -- The Workforce Support and Retention Initiative (WSRI) Valuing Employees work group spent a great deal of time studying how to integrate new employees into the agency’s culture.  They discovered that many employers tend to view this process as taking somewhere between a day and a week.  In their research, the work group found that this process takes much longer and begins before the employee arrives for the first day of work.  The work group developed the rookie year on-boarding concept to help supervisors welcome and support their new employees through the first year.  Implementation of the concept has been delayed to focus on other projects.  With staff in place to support the concept, implementation should be smoother than it would have been in FY 2010.  Roll-out is planned for Summer 2011.
	In progress -- Support tools for the rookie year on-boarding concept are being finalized.  DFPS staff providing ongoing support for rookie year on-boarding will be given training on their roles.  The process will roll out in Summer 2011.

	Statewide Intake Retention -- Statewide Intake undertook a retention initiative during fiscal years 2009 and 2010.  During that time, the turnover at Statewide Intake decreased, falling more in line with the other DFPS programs.  In the first half of FY 2011, Statewide Intake has seen an increase in turnover.  In FY 2011, Statewide Intake will undertake several new projects aimed at reducing turnover.
	In progress -- Statewide Intake is actively engaged in efforts to improve retention and workplace satisfaction.  Online surveys will be used to gather data on workplace satisfaction.  Work groups will use the data as a starting point to identify areas of greatest need.  The work groups will develop solutions in those areas and meet with SWI management to gain approval for the initiatives.  A steering committee will help to guide initiative development and standardize the process of making initiatives operational.  Ongoing data collection will measure initiative effectiveness and help drive future initiatives.

	Marketing the Career Ladder Program -- Certification is a process where direct delivery staff and their supervisors earn pay increases by achieving specific amounts of tenure, completing approved training programs and maintaining satisfactory performance.  When the Protective Services Training Institute (PSTI) processed certification applications, they viewed certification as something that must be maintained.  Since taking over processing certification applications, DFPS has changed this philosophy.  DFPS views achieving a level of certification as a distinct event.  Therefore, certification is really a career ladder program.  To highlight the change in philosophy, the DFPS Certification logo includes the slogan, "Climb the Ladder."  This slogan communicates to employees that through certification, employees can advance their careers.  DFPS will further develop "Climb the Ladder" and market certification to existing staff and job applicants.
	Ongoing -- Certification is being marketed to staff with both push and pull strategies.  Information is pushed to staff through targeted webinars.  Staff members eligible for the certification program and nearing achievement of their tenure requirement are invited to attend a webinar on the certification process.  The one-hour sessions give staff a brief overview of the process.  Then, the remainder of the hour is devoted to answering questions the attendees have.  Information is pulled by staff from the Intranet.  Staff can easily access information about the certification program with one click from the home page of the DFPS intranet.  The Intranet page includes requirements documents, help tools, frequently asked questions and contact information for people who can provide customer service.  A marketing plan for FY 2012 is in draft stage.


Fiscal Year 2011 Second Quarter Turnover Highlights

The Rider 13 Employee Annualized Turnover Report (see Appendix) shows the following:

· Overall DFPS turnover rate increased slightly from 17.4% in FY 2010 to an annualized average of 17.5% as of the second quarter of FY 2011.
· The programs with the highest turnover: 
· Statewide Intake (SWI) – 21.2%
· Child Protective Services (CPS) – 18.8%
· The programs with the lowest turnover:

· Residential Child Care Licensing (RCCL) – 7.6%
· Child Care Licensing (CCL)  – 13.2%
· Entry-level CPS caseworkers make up 21.9% of the DFPS workforce. Their turnover rate decreased from 35.6% in FY 2010 to 34.4% through the first half of FY 2011.

· Turnover rates for CPS, APS and RCCL program staff decreased. Turnover rates increased for CCL and SWI programs.
Conclusion

The agency-wide turnover rate remained steady during the first half of FY 2011, rising only one tenth of a percentage point.  Turnover fell in CPS, APS and RCCL.  While turnover increased in CCL, it remains low.  SWI experienced an increase in turnover, but they are studying what employees have to say about the work environment and will take steps to address those concerns.  As the projects outlined in this plan are completed, they should have a positive impact on turnover.
 APPENDIX: RIDER 13 EMPLOYEE ANNUALIZED TURNOVER REPORT
Department of Family and Protective Services (DFPS)

	Functional Title 
	FY 2010 Turnover Rate1
	FY 2011 Annualized Turnover Rate1

	All Employees 
	17.4% 
	17.5% 


Child Protective Services (CPS)

	Functional Title 
	FY 2010 Turnover Rate1
	FY 2011 Annualized Turnover Rate1

	CPS Workers 
	25.4%
	25.2%

	CPS Supervisors
	6.0%
	7.2%

	CPS Program3
	19.2%
	18.8%

	
	
	

	CPS Specialist II2
	35.6%
	34.4%

	CPS Specialist III
	19.3%
	21.6%

	CPS Specialist IV
	10.4%
	10.8%

	CPS Specialist V
	4.9%
	7.3%

	CPS Special Investigator
	12.0%
	14.5%

	
	
	

	CPS CVS Caseworker
	22.5%
	22.8%

	CPS FBSS Caseworker
	28.9%
	24.8%

	CPS INV Caseworker
	32.3%
	32.7%


Adult Protective Services (APS)

	Functional Title 
	FY 2010 Turnover Rate1
	FY 2011 Annualized Turnover Rate1

	APS Workers 
	18.1%
	16.6%

	APS Supervisors
	7.4%
	10.6%

	APS Program3
	15.1%
	13.9%


Child Care Licensing (CCL)

	Functional Title 
	FY 2010 Turnover Rate1
	FY 2011 Annualized Turnover Rate1

	CCL Workers4
	12.9%
	14.7%

	CCL Supervisors
	0.0%
	0.0%

	CCL Program3
	11.0%
	13.2%


Residential Child Care Licensing (RCCL)

	Functional Title 
	FY 2010 Turnover Rate1
	FY 2011 Annualized Turnover Rate1

	RCCL Workers4
	13.9%
	9.2%

	RCCL Supervisors
	4.4%
	0.0%

	RCCL Program3
	13.9%
	7.6%


Statewide Intake (SWI)

	Functional Title 
	FY 2010 Turnover Rate1
	FY 2011 Annualized Turnover Rate1

	SWI Workers 
	18.6%
	22.2%

	SWI Supervisors
	0.0%
	11.1%

	SWI Program3
	17.3%
	21.2%


1NOTE:  DFPS calculates turnover using the SAO method - the total number of regular employees who terminated during the period DIVIDED BY the average number of regular active employees during the period; MULTIPLIED by 100 to produce a percentage.  The terminated count includes all terminations, including interagency transfers, and employees are counted as terminated even if they subsequently return to DFPS during the period.  Employees who terminate multiple times during the period are counted once for each termination event.  The average number of regular active employees is calculated by counting every employee who worked for DFPS at any time during the quarter for each quarter during the period, and dividing the total by the number of quarter(s) in the period.

2Entry level for CPS workers is CPS Specialist II. The state classification for this level is Protective Services Specialist II.

3Because program group totals include all employees in that program, this number will exceed the total number of workers and supervisors in the program.
4CCL and RCCL Workers include employees serving in worker job codes and in the Inspector job codes.
TURNOVER AND HR-RELATED DATA FOR SECOND QUARTER FISCAL YEAR 2011

RIDER 13 EMPLOYEE ANNUALIZED TURNOVER REPORT
Department of Family and Protective Services (DFPS)
	Functional Title
	Average Employees
	Turnover Rate1

	All Employees
	11,549.5
	17.5%


Child Protective Services (CPS)
	Functional Title
	Average Employees
	Turnover Rate1

	CPS Workers
	5,110.0
	25.2%

	CPS Supervisors
	807.0
	7.2%

	CPS Program3 
	8,276.5
	18.8%

	CPS Specialist II2
	2,528.0
	34.4%

	CPS Specialist III
	1,233.0
	21.6%

	CPS Specialist IV
	1,060.5
	10.8%

	CPS Specialist V
	82.0
	7.3%

	CPS Special Investigator
	206.5
	14.5%

	CPS CVS Caseworker
	1,622.0
	22.8%

	CPS FBSS Caseworker
	862.0
	24.8%

	CPS INV Caseworker
	1,916.0
	32.7%


Adult Protective Services (APS)
	Functional Title
	Average Employees
	Turnover Rate1

	APS Workers
	725.0
	16.6%

	APS Supervisors
	113.5
	10.6%

	APS Program3
	1,036.0
	13.9%


Child Care Licensing (CCL)

	Functional Title
	Average Employees
	Turnover Rate1

	CCL Workers4
	273.0
	14.7%

	CCL Supervisors
	37.0
	0.0%

	CCL Program3
	410.0
	13.2%


Residential Child Care Licensing (RCCL)

	Functional Title
	Average Employees
	Turnover Rate1

	RCCL Workers4
	130.0
	9.2%

	RCCL Supervisors
	24.5
	0.0%

	RCCL Program3
	185.0
	7.6%


Statewide Intake (SWI)

	Functional Title
	Average Employees
	Turnover Rate1

	SWI Workers
	352.0
	22.2%

	SWI Supervisors
	36.0
	11.1%

	SWI Program3
	462.0
	21.2%


1 NOTE:  DFPS calculates turnover using the SAO method: (the total number of regular employees who terminated during the period DIVIDED BY the average number of regular active employees during the period) TIMES 100 to produce a percentage.  The terminated count includes all terminations, including interagency transfers, and employees are counted as terminated even if they subsequently return to DFPS during the period.  Employees who terminate multiple times during the period are counted once for each termination event.  The average number of regular active employees is calculated by counting every employee who worked for DFPS at any time during the quarter, for each quarter during the period, and dividing the total by the number of quarter(s) in the period.
2 Entry level for CPS workers is CPS Specialist II.  

3 Because program group totals include all employees in that program, this number will exceed the total number of workers and supervisors in the program.
4 CCL and RCCL Workers include employees serving in worker job codes and in the Inspector job codes.
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