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1. Executive Summary 
1.1 Introduction
Over the last several years, the Human Resources (HR) community has undertaken extensive efforts to examine how the HR programs and delivery systems within the Executive Branch can be improved to better meet the strategic needs of the Commonwealth.  This HR strategic plan builds upon these previous efforts and responds to the Governor’s Executive Order 517, charging us with creating a strategic plan to enhance the efficiency and effectiveness of our HR systems as part of improving the Commonwealth’s overall ability to recruit, develop, and retain the best workforce in the country.

Our continuing studies and dialogue with over 100 stakeholders
 during this planning process have confirmed what our HR professionals know all too well – that we operate in a complex environment characterized by a network of multiple HR units rather than one unified structure.  This environment is challenged by a number of related factors including: 

· Historical under-investment in HR technology,

· Heavy reliance on manual transactions,

· Disparity in HR resource levels and expertise across the agencies,

· Lack of consistent HR processes and information,

· Inefficient service delivery and insufficient investment in strategic HR processes (such as workforce planning, training, recruiting, and performance enhancement programs)

We have the opportunity to tackle these challenges and must act now to take advantage of the commitment for increased investment in HR technology to transform how we operate.   This strategic plan describes our vision for making Massachusetts the best public sector employer in the country through effective HR programs, services and technologies that build a talented, diverse, engaged and productive workforce. The plan identifies the initiatives for achieving this vision and recommends the roadmap for delivering outcomes rapidly and sustainably.

1.2 Case for Change
Over the last 10 years, budget cuts have deepened the mission delivery challenge for Commonwealth agencies and, by extension, the HR community.  In an environment of constrained resources, the current HR model and support systems must be changed in order to meet the critical needs of our constituents. These needs include:

· Investing in our HR staff by providing them with better tools, information, and skill-building opportunities;

· Helping Commonwealth managers and employees cope and succeed in increasingly complex environments through effective training and support programs;

· Partnering with agency leaders to plan for our retirement eligible population; and 

· Working together to enhance the Commonwealth’s ability to attract, develop, and retain a talented, diverse, engaged, and productive workforce. 

As the economy recovers, the Governor’s vision of being a model employer will be the cornerstone for the Commonwealth’s long term success. The HR community stands ready, through this strategic plan, to support that vision.

1.3 Overview of the HR Strategic Plan
Our Vision for the Future
	Making Massachusetts the best public sector employer in the country through MassHR.


Our Mission Statement
	MassHR delivers strategic human resources programs, services, and technologies to build a talented, diverse, engaged and productive workforce in support of the businesses of the Executive Branch of the Commonwealth.


Our Values
	One cohesive and collaborative community of effective HR professionals who deliver outcomes that matter through shared values of partnership, strategy, and innovation for today and tomorrow.


Our Strategic Initiatives
	Our Strategic Plan entails four key initiatives:
· Implement new strategic workforce enhancement programs

· Provide professional development for the HR community

· Implement a more efficient service delivery model using shared services

· Implement supporting technologies
These four key initiatives are complemented by three supporting initiatives:
· Establish effective HR governance 

· Demonstrate accountability through metrics and transparency

· Provide comprehensive change management support 


1.4 Benefits of MassHR and Indicators of Success
MassHR delivers benefits to all stakeholders as illustrated below.
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Secretariat/Agency 

Leaders



Better trained supervisors in people development and performance management



More engaged and productive employees to better support program mission



Faster, more efficient HR processes to support the business



Improved information, tools, and professionalsupport for planning, decision-

making, and organizational management

Managers



Increased professional development



Additional access to and availability of professional HR support



More engaged and productive employees

Employees



More professional development & training available



Better career opportunities



Enhanced leadershipskills from supervisors



Inclusiveand rewarding workplace to realize one’s full potential

Employee

Representatives



Renewedfocus on employee needs/desires



Enhanced emphasison work/lifebalance for staff

HRProfessionals



Greater impact on business outcomes



Improved professional development and career opportunities



Increasedaccess to information and tools



Stronger, more collaborative HR community

Commonwealth



Top talent employer of choice



Model for strategic human resources management

Citizens



Higher quality of service at optimal cost



Career opportunities in the Commonwealth


Key Indicators of Success
How will we know when our strategy has been successful?  The following are key indicators of success for MassHR:

· HR staff are increasingly focused on strategies and programs that promote workforce productivity and program mission enhancement, rather than transactional work.

· A cohesive workforce human capital strategy is in place, with succession plans to meet mission needs – taking into account the “new” workforce that will be in place in the future.

· A service delivery model that maximizes benefits to the Commonwealth is developed and implemented.

· Data to help make and support HR business decisions as well as measure productivity and drive accountability is available.

· The Commonwealth is viewed as a model employer that citizens choose to work for, commit to, and stay with.

1.5 High Level Sequencing Plan
MassHR initiatives consist of the following four strategic initiatives and three supporting initiatives, designed to be implemented in a phased approach as shown below.  The strategy behind the phased approach is to deliver a logical progression of inter-related people, process, technical, and programmatic outcomes that create a high-performing HR structure and delivery system quickly and sustainably.
Figure 1.5C: MassHR High-Level Sequencing Plan
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Four Strategic Initiatives:


1.6 Recommended Next Steps
To accomplish a rapid and effective transition from this Strategic Plan phase to the next stage of the MassHR program, we recommend the following immediate next steps where focused investment and executive leadership support are needed to ensure program success:

1. Immediately Establish, Staff, and Communicate about the MassHR Project Management Office (PMO) Structure and Processes: It is recommended that the PMO be designed, resourced with Commonwealth leaders and support staff, and augmented with consultant support. The selected Program Manager and PMO team should immediately establish program management tools, templates, and structures to operate effectively and efficiently.  Stakeholders should be communicated with immediately about the program’s purpose, roles and responsibilities.
2. Establish and Launch a Dedicated Team Focused on Implementing HR Technology Priorities: Substantial effort and resources will be required to analyze, design, build, test and deploy the remaining owned HR technology (post HR/CMS upgrade).  A significant amount of work has already been done by a team of dedicated resources, but the Commonwealth will need to make an investment in an expanded dedicated team to continue and successfully complete this effort. 

3. Formalize the Proposed Enterprise HR Governance Roles and Responsibilities with Support from the Governor and Secretary of ANF:  The HR Governance model and related roles and responsibilities have been defined collaboratively with consensus from the HR Advisory Council and MassHR Oversight Committee.  This HR Governance model is critical to guide the start up and implementation of MassHR.  The next step is to formalize this structure with executive leadership support.  Upon approval from executive leadership, the CHRO, with PMO support, should proceed to develop detailed charters, confirm roles and responsibilities, and launch the new governance entities as soon as possible.
2. Background and Case for Change 
2.1  MassHR Background
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The Commonwealth delivers a wide array of citizen services through multiple programs operating under a complex organizational framework. Within the Executive Branch, 8 secretariats and 82 agencies accomplish their missions through markedly diverse ways of doing business.  

Evolving over the years to support agencies and secretariats, the Commonwealth’s HR function has become an equally complex endeavor. As exemplified in Figure 2.1A, HR programs, services and processes across Executive Branch agencies are necessarily distinct in some areas but unnecessarily duplicative in many other areas, making enterprise (i.e., Commonwealth-wide) effectiveness and efficiency difficult goals to achieve.

Over the last 10 years, budget cuts have deepened the challenge by causing a growing disparity in HR resources and service delivery among agencies. The net result is that Commonwealth employees, managers and leaders currently experience dramatically different levels of HR support depending on where they work.

Furthermore, budget challenges have led to deferral in critical investments.  Studies in recent years have confirmed that the Commonwealth has historically underinvested in HR technology, resulting in the majority of our HR resources being devoted to labor intensive, manual transactions where these same activities have been automated in leading organizations. According to benchmarked results, the Commonwealth, as compared with peer groups and leading organizations:

· Delivers HR services less efficiently  (more steps and time spent on getting things done) to managers and employees; 

· Invests less strategically (fewer dollars and resources) in programs and activities that attract, develop, and retain a high-performing workforce; and 

· Spends less effectively (higher total HR spending per employee) on HR resources, the majority of which are devoted to transactional, versus strategic, activities.

Over the last several years, the Commonwealth HR Community has undertaken extensive efforts to examine how we can improve our current state. The following summarizes the initiatives leading up to this strategic planning effort:
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· Gartner HR Management Strategy, 2008:  Recommends the Commonwealth HR Information System be a simplified, integrated solution supporting each HR capability and related business processes. 
· Hackett HR Benchmark Study, 2009:  Shows Commonwealth HR costs well above peer group and world class benchmarks. Confirms the Commonwealth has under-invested in available technologies to perform critical HR activities. Recommends the Commonwealth consider a shared services delivery model to attain more productivity from HR resources.
· HR Needs Assessment, 2009: Recommends the Commonwealth move to a shared services model to realize efficiencies, with 15%-20% potential gains in productivity for the Executive Branch.
· Human Resources Division’s (HRD)  Research:  Identifies “Talent Management” as a high-performing paradigm, representing a shift away from the traditional focus on compliance and transactions to a focus on effective programs and services, where HR is accountable for having identifiable impact on the performance of the workforce.
· Oracle/PeopleSoft Enterprise License, beginning 2010: Thanks to the Information Technology Division’s efforts, the Commonwealth enters an agreement to upgrade to Oracle/PeopleSoft HR/CMS version 9.0 (the Commonwealth’s enterprise HR management software), and negotiates arrangements allowing the Commonwealth to purchase certain Oracle products at deep discounts, significantly reducing one-time and on-going support costs for many projects using Oracle products.
· Governor’s Executive Order 517, January 2010: “Enhancing the Efficiency and Effectiveness of the Executive Departments.” Directs the HR community to coordinate, standardize and automate HR delivery in Executive Departments. Creates a MassHR Steering Committee (currently the HR Advisory Council) and MassHR Oversight Committee to guide the development of the HR Strategic Plan.
· Successful HR/CMS upgrade effort to date: A collaborative effort with agencies – and partnership of the Chief Human Resource Officer (CHRO), Chief Information Officer (CIO), and Comptroller – the project has produced a smooth implementation of the core HR system, creating the critical foundation to implement future modules of HR technology from Oracle/PeopleSoft.

2.2 Strengths
The HR community within the Massachusetts Executive Branch works from a strong foundation in spite of systemic challenges.

First, the Commonwealth possesses an experienced, knowledgeable, and dedicated HR workforce. The average employee has 15 years of experience, while 36% of the workforce has been with the Commonwealth for over 20 years
. These workforce demographics result in a substantial accumulation of valuable institutional knowledge. While leading practice HR organizations turn over between 8-12% of their workforce annually, Massachusetts’ rates are between 1-5%.
 

Second, discussions with over 100 stakeholders throughout this planning process have revealed a deep appreciation among agency leaders and within the HR community for the knowledge base and expertise possessed by current HR leaders and experienced professionals. While skill gaps may exist in some agencies, the leadership of the Commonwealth’s HR community, as exemplified by the HR Advisory Council and managers who participated in this planning process, demonstrates strong capabilities and steadfast commitment to  HR excellence in service of agency customers and the Commonwealth as a whole.  

Finally, the Commonwealth’s agency-centric HR approach – while creating systemic challenges to the way HR is delivered and managed at the enterprise level – has created best practice “laboratories” for a variety of innovations and capabilities across the Executive Branch. Secretariats and agencies have developed their own “pockets of excellence” in HR business processes, delivery systems, service models, and strategic programs such as leadership development, workforce planning and analytics, and e-learning. These success stories are examples of excellence, or “bright spots,” that exist throughout the enterprise that could be more fully capitalized and leveraged.  The spirit of partnership, strategy, and innovation that seems to exist within the HR community suggests that Massachusetts has the ability to implement transformation results across the enterprise if provided with sustained structure, opportunity, and support. 

2.3 Challenges
Despite the talented and experienced HR workforce and agency pockets of HR excellence, there is room for improvement.  Recent analyses of the Commonwealth’s HR environment have identified systemic challenges that threaten the sustainability of the Commonwealth’s HR delivery model.
Overlap and Complexity
The current HR environment has been developed in response to agency specific needs and means for doing business, which has resulted in overlap and complexity in HR service delivery. For example, agencies have developed unique processes for handling HR methods such as hiring, on-boarding, and leadership training. Commonalities across agencies and Secretariats have not been identified, resulting in over 800 different job titles and 531 different time reporting codes to track its employees.  This agency-centric HR model results in not only duplicative investment and effort, but also lack of one Commonwealth identity.  Figure 2.3A depicts the hiring process for just one agency, with over 60 steps and inputs
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Dependence on Labor Intensive, Manual Processes
Another challenge the current environment poses relates to the manner in which traditional HR processes are performed. A historical underinvestment in technology has resulted in a service delivery model where HR resources are devoted to labor intensive, transaction processing activities. Leading organizations spend 39% more per employee than the Commonwealth on HR technologies. 

Industry research indicates that manual HR transactions have a real impact on workforce productivity. For example, Towers Perrin estimates that this creates an increase in employee workload of 2% as compared to organizations that offer HR self service.
  If we applied this factor to the Commonwealth and were able to free up 2% of each employee’s workload, the potential would be to gain nearly 2 million hours in additional employee time that could be spent on mission-focused activities such as serving customers at the MassDOT RMV, enrolling families in MassHealth, or building safer communities. Additionally, according to Hackett, Commonwealth HR devotes 62% of its resources toward transactional activities, such as time and attendance, payroll, and data collection. As illustrated in Figure 2.3B, leading practice HR organizations devote just 35% of HR time to these same activities, providing the average HR employee with 500 more hours per year to focus on recruiting, training, problem solving, employee relations, workforce planning, and management reports.
  
[image: image34.png]One Commonwealth witl
8 Secretariats & 82 Agencies

L

Many Different Ways of Doing Business

* Multiple hiring processes

* Separate on-boarding
processes

 Various interpretations of
union contracts

* Multiple time & attendance
processes

Several leadership
development programs

Many versions of content for
same mandatory compliance
training

Various interpretations of
how to deliver training





[image: image35.png]



Varying Levels of HR Services
[image: image36.emf]
 Significant budget cuts over the last twenty years without effective enterprise-wide planning have led to varying levels of resources and HR capabilities across the enterprise. While pockets of excellence do exist throughout Massachusetts, Commonwealth employees currently receive widely different levels and types of HR services.  Some agencies spend less because they have the benefit of scale, while some agencies spend less because they don’t offer the same level of service to their employees.  As illustrated in Figure 2.3C, agencies have access to vastly different types of capabilities and levels of services. Some agencies are left with limited HR support while others have robust learning and support systems.  These disparities hinder consistently high quality HR service delivery, while the decentralized HR model inhibits consistent sharing of best practices across agency lines.

Inconsistent Workforce Development and Performance Management
With most HR staff devoted to transactional activities – i.e., “keeping the trains running on time” – time and funding to focus on employee development has been limited.  Over time, this has created a culture in which providing consistent training and development opportunities for Executive  Branch workers has not been prioritized.  As illustrated below, leading organizations triple the Commonwealth’s training investment
. 

	Current State:


	Future State:
MassHR will foster a culture change by reinforcing the importance of professional and leadership training.

Management Certificate Program Yearly Training Capacity:

Current Capacity = 3%     MassHR Target = 25%
(Increased capacity from about 94 managers to approximately 900 managers per year)

Benefits:
· Stronger  leaders

· Increased employee engagement

· Reinforces one Commonwealth employee identity




Additionally, the Commonwealth struggles with applying consistent levels of commitment and discipline to the integrated process of setting goals, providing feedback, identifying opportunities for improvement and learning, and linking these results to pay and performance recognition.  The performance management process for managers, using ACES as the automated performance evaluation tool, has consistently under-delivered on expectations due to insufficient training and information to managers and staff about the value of performance management, the complexity of the performance evaluation system itself, the lack of pay increases in recent years (rendering performance evaluations non-essential in some people’s minds), and an existing culture that some believe does not value training and professional development.
Looming Loss of Institutional Knowledge
While costly and redundant, the Commonwealth has been able to survive with the current HR environment, but demographic and economic pressures are driving a need to prepare for the future. Following a trend seen across the country, a huge percentage of the Commonwealth workforce is nearing retirement:

· 45% of workers are over age 50

· 41% are already eligible for retirement
· For every one Commonwealth employee under the age of 30, MA has six over the age of 50.
While veteran employees carry valuable institutional knowledge that makes them tremendously essential for the Commonwealth, it is critical for us to attract new talent to sustain mission delivery during this period of demographic transition. With an increasing shortage of workers, demand for new talent will continue to increase. The war for talent is coming, and Massachusetts needs to be prepared for it.

2.4 Why Change Now?
The Executive Branch HR Community stands at a critical juncture. We have the opportunity to and must change our model and support systems now. The HR community must respond to the strategic needs of our constituents:  from helping managers and employees succeed in increasingly complex workplaces, to partnering with agency leaders to plan for our retirement eligible population, to working together to enhance the Commonwealth’s ability to attract, develop, and retain a talented, diverse, high-performing workforce. We must take advantage of the commitment for increased investment in HR technology to redirect our resources from transactional activities to delivering tangible mission benefits. These include streamlining the Commonwealth’s hiring process, expanding and providing more access to effective people development programs, and delivering more accurate HR information, faster service, and higher quality support. We also need to achieve greater efficiency in the way we deliver services at the same time we expand our strategic role. Moving to an enterprise delivery model built on shared services achieves this efficiency goal.

In order to meet the current HR challenges and prepare for the future, it is critical that the Commonwealth combine pockets of excellence to provide leading capabilities, technology, and processes to all agencies; create a culture of learning and high performance throughout the Commonwealth; and develop an “employer of choice” workplace that attracts, develops and retains a talented, diverse and high performing workforce. MassHR offers the strategy and roadmap to achieve these objectives.   
Finally, as the economy starts to recover, at a time when retirement-eligible employees begin to retire, lack of key talent will quickly reemerge as a key barrier to the Commonwealth’s ability to meet mission needs. As the economy improves, some of our highest performers with good job options will be lured away from state service just as the competition to recruit new talent intensifies. HR needs to get ready now, making the investment in MassHR both crucial and timely.

The following figure illustrates why the strategic shift in HR’s focus and capabilities must occur through MassHR.
Figure 2.4A: Shifting from HR Current State to More Strategic Value
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3. MassHR Vision Framework
The MassHR vision framework reflects the input and support of the HR Advisory Council and Oversight Committee through months of discussions and working sessions.  It is informed by meetings with over 100 individuals over the course of the planning process, including multiple focus groups spanning the people, process, and technology aspects of the future vision for HR.

The following figure illustrates the vision framework for MassHR:
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This section of the Strategic Plan describes each component of the MassHR Vision Framework, articulating where we are heading and describing the initiatives to achieve this overarching vision. 

3.1 Where We Are Heading
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	Our Vision for the Future:
Making Massachusetts the best public sector employer in the country through MassHR.
Our Mission Statement:
MassHR delivers strategic human resources programs, services, and technologies to build a talented, diverse, engaged, and productive workforce in support of the businesses of the Executive Branch of the Commonwealth.

Our Values Statement:
One cohesive and collaborative community of effective HR professionals who deliver outcomes that matter through shared values of partnership, strategy, and innovation for today and tomorrow.



These statements represent significant shifts in our focus, our process, and the way we measure our contribution.  These shifts include:

	FROM 
	TO 

	Multiple Agency-Centric HR Models 

· Many different ways of doing HR to support Executive Branch agencies 
	One Enterprise HR Delivery Model 

· One MassHR addressing the needs of the entire Executive Branch enterprise 

	Administrative and Transactional Focus 

· Inadequate resources devoted to strategic workforce development programs 
	Strategic Workforce Development Focus 

· Strong focus on programs to improve workforce engagement and performance 

	Limited HR Professional Development 

· Inadequate resources devoted to strategic workforce development programs 
	Enhanced HR Training & Career Opportunities 

· More growth opportunities for HR professionals across the service delivery model 

	Hard Work but Unmeasured Results 

· Significant efforts getting things done without a clear definition of success and metrics to show what HR has accomplished 
	Hard Work Delivering Measureable Outcomes 

· Focus on effectiveness, quality, and efficiency through measuring our programs, service delivery, and strategic use of resources 

	Varying Levels of Resources Serving Agencies 

· Varying resource levels, skill levels, and capabilities supporting individual agencies 
	Leveraged Shared Services Serving All 

· Aligning HR talent and capabilities using Shared Services to serve the entire enterprise 

	Pockets of Investments Supporting 

Individual Agencies 

· Leaving “haves” and “have nots” doing what they can 
	Enterprise-Level Investments Supporting All
· Delivering economies of scale and enhanced return on investment 

	Collaborative Culture Limited by Ad-Hoc Knowledge Sharing 

· Silos of knowledge-sharing providing what one needs based on who one knows, creating pockets of excellence 
	Collaborative Culture Empowered by Deliberate Knowledge Management 

· Knowledge management empowers Commonwealth-wide excellence and promotes partnership, strategy, and innovation 



3.2 How We Will Get There – Strategic Initiatives
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	MassHR entails four strategic initiatives:
· Implement new strategic workforce enhancement programs

· Provide professional development for the HR community

· Implement a more efficient service delivery model using shared services

· Implement supporting technologies
Each of these initiatives is described below.


3.2.1 Implement Strategic Workforce Enhancement Programs
The recommended framework for implementing strategic workforce enhancement programs is a leading practice concept called “Talent Management.”  In brief, Talent Management is the collection of practices and processes an organization deploys to effectively acquire, develop, and retain high -performing individuals.

As a set of practices, the Talent Management Framework has potential to improve the Commonwealth’s strategic workforce management by connecting inter-related functions to an overall workforce development strategy, executing this strategy under a single point of accountability, and ensuring synergy across related functions by coordinating these functions as a “Center of Expertise.” (COE)

From a process and accountability perspective, it is recommended that inter-related talent management functions be aligned under a single point of accountability to ensure effective strategy development and execution.  The enterprise-wide nature of talent management strategy development and program coordination underscores the need for the COE leadership role to be a full-time position residing at the Central HR Organization, with qualified candidates originating from any part of the HR community or external to the Commonwealth.  Consistent with proposed HR governance roles and responsibilities, the CHRO would have authority to appoint the leadership position for Talent Management with recommendations and input from the HR Leadership Council.

The figure below illustrates the single point of accountability and center of expertise concept.  
Linking Inter-Related Talent Management Functions and Processes

Under Single Point of Accountability and Operating as a Center of Expertise
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Once formed, the Center of Expertise for Talent Management would be responsible for addressing focused needs and priorities in alignment with MassHR. The following areas have been identified in the planning process as possible initiatives to pursue. Timing of these initiatives would be dependent upon resource availability and capacity.
· Launch a “Bright Spots” Campaign:  identify, honor, and spread internal pockets of innovation and success. Potential bright spots to consider include, but are not limited to:

· Excellence in performance evaluation (Who’s doing this well? How? What can be learned?)

· Excellence in staff development (Who’s being most creative in this area? What can be done even in today’s budget constrained environment?) 

· Excellence in organizational communication and collaboration (What are examples of stellar communication and collaboration?  What can be learned? How can this be replicated?)

· Excellence in workforce planning and analytics (Who’s doing this well? What are their methods and tools? How can this be done at an enterprise level?)

· Excellence in diversity practices and “living the principles”  (Model Employer for People with Disabilities Initiative?  Where is this done well?  What does it look like?  How can this/these example(s) be modeled for others?)

· Excellence in “people developers” (Who are exemplary people developers at the various leadership levels – secretary, commissioner, director, manager, team-lead? How can these individuals be recognized and rewarded?  How can they serve as mentors for others?) 

· Design a “Fast Track” Hiring Process: streamline hiring policies and processes, including onboarding, and examine recruiting/job application software and best practices that might support “fast track” hiring.
· Design an Employee Engagement Survey:  examine available prototypes (See Appendix - “Relevant Best Practices”) and design an employee engagement survey and analysis; submit recommended survey questionnaire and instrument to the HR Leadership Council for consideration.
· Rationalize/Streamline HR Policy in 3-4 Target Areas:  review, update, and streamline 3-4 HR policies that would enable process redesign and enhancement in areas such as time & attendance, leave, hiring, and classification
· Develop a meaningful reward-recognition approach: examine “total rewards” best practices (See Appendix -“Relevant Best Practices”) and build a cohesive “total rewards” story line and “value proposition” for being a Commonwealth employee (linking compensation, benefits, mission value, recognition, opportunity into one integrated “value proposition”)
· Develop a strategy for updating the Commonwealth’s job classifications: design a comprehensive but achievable strategy and plan for updating Massachusetts’ job families, titles, specifications and classification standards (many of which are decades old and are no longer relevant with existing  jobs required by the Commonwealth nor skill-sets offered by qualified candidates), beginning with two major occupational groups: HR and Finance.

Section 7 of the Strategic Plan provides descriptions of relevant best practices for consideration in designing several of the key workforce enhancement initiatives outlined above.
3.2.2 Provide Professional Development for the HR Community
The COE for Talent Management would also serve as the focal point for creating a strategy for developing the professional competency of the Commonwealth HR Community itself.  This initiative would be sponsored by the HR Leadership Council, with a charter to the COE to drive this strategic initiative. Extensive involvement from the HR Community is expected, honoring the values of partnership, strategy, and innovation.

The figure below shows the four key HR roles associated with the Commonwealth’s future service delivery model enabled through MassHR.  A competency model and “toolkit” for developing HR professionals can be built around this framework, with existing competency definitions, curricula, and training content developed and delivered for each of these roles.  Content for a fairly robust toolkit and supporting training material can be obtained quickly and cost effectively from sources within the growing field of strategic talent management and HR transformation. 
Core HR Roles Framework

Associated with the Commonwealth’s Future HR Service Delivery Model
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The following areas have been identified in the planning process as possible initiatives to pursue:
· Develop an HR Business Partners “Toolkit”:  leverage available training content in the market-place to quickly develop a strategic business partners toolkit for Commonwealth HR professionals.  The toolkit would be a training package for HR professionals containing instructions and “job aids” on how to be a strategic business partner. The instructions include key concepts on tools on defining a business problem, constructing a project to solve the problem, and providing effective follow-through and customer service to meet customer expectations. Once the toolkit is developed, this initiative needs to determine how to roll out the content to the HR community and where this service may reside in the future. 
· Launch the HR Functional and Skills Inventory Project: determine the process, template, and tools for building a functional and skills inventory/database of all current HR staff within the Executive Branch HR Community.
· Launch the Competency-Based HR Professional Development Strategy: define the competency model for the HR professional community leveraging existing competency definitions from recognized professional associations/entities; outline key elements that must be part of a Commonwealth HR certificate development program.
· Formalize and Support Communities of Practice within HR:  a community of practice (COP) is a group of practitioners who meet regularly and stay connected as a way to share tips and best practices, ask questions, and provide support.  COPs currently exist already across the HR enterprise; this effort provides more structure and tools (such as knowledge management and collaboration software to house shared content and promote learning and knowledge sharing) to help COPs expand and become more robust.  Candidate areas for COPs include:  labor/employee relations, workers’ comp, learning and organizational development, workforce planning and analytics, among others.
3.2.3 Implement a More Efficient Service Delivery Model Using Shared Services
Through careful and deliberate discussions with the project’s stakeholders – mainly members of the HR Advisory Council, the MassHR Oversight Committee – and further reviewed in briefings with Secretaries and their Commissioners across the 8 Secretariats, the following model has been identified as the recommended model for HR Service Delivery in the Commonwealth.

Recommended Commonwealth HR Service Delivery Model
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Each element of the recommended service delivery model is described in greater detail in subsequent sections of this document.

Key Service Delivery Roles and Responsibilities

Below are roles and responsibilities associated with the future HR Service Delivery Model, developed with input and support from the HR Advisory Council and concurrence from the Oversight Committee.
There are four key types of HR roles associated with enterprise-wide HR service delivery, each associated with a core competency. They are as follows:

Four Key HR Roles/Competencies
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The four key types of enterprise-wide HR service delivery roles translate to the following functional responsibilities at each “pillar “of service delivery:

High-Level Functional Responsibilities Matrix
	Central HR Organization

(Central HR Services Pillar)
	Commonwealth HR

Shared Services Center

(HR Shared Services Pillar)
	Secretariat HRO

(Secretariat/Agency HR Services Pillar)
	Agency HR Lead

(Secretariat/Agency HR Services Pillar)

	· HRD maintains responsibility for assessing compliance with all statutory mandates and best practices.

· While there will be an Oversight Committee providing governance, the CHRO as the chair of the Committee will be the appointing authority for the Director of the Shared Services Center, and will share responsibility with the Oversight Committee for the Director’s annual performance evaluation in consultation with the HR Leadership Council.

· Authority for Shared Services operations will be explicitly delegated by HRD to the Shared Services Center.  Exceptions to the delegated agreements will need to be approved by HRD.

· Service Level Agreements (SLAs) developed between the Shared Services Center and customer agencies will be reviewed by the HR Leadership Council and approved by HRD.

· HRD’s mission will continue to include:

· Promoting Commonwealth-wide workforce planning and strategies to meet enterprise goals and needs

· Supporting the statutory responsibilities of the CHRO through development  and promulgation of effective human resources policies, procedures, and guidance

· Providing advice and counsel to the CHRO, senior staff members ,and agencies within the executive branch.

· Ensuring fiscal stability for HRD and addressing the financial needs of the HR enterprise

· Developing, monitoring, and maintaining required HR systems and practices including:

· Classification and compensation system
·  Employee appraisal systems

· Labor and employee relations practices in conjunction with negotiation and maintenance of Collective Bargaining Agreements

· EEO compliance and diversity principles

· Civil service practices, ensuring fair and equal access to careers in public service

· HRD will research, identify, and promote HR and workforce development best practices through a Talent Management Center of Expertise (COE). The COE will help drive workforce planning across the Commonwealth, and provide consultation and guidance regarding learning strategies and leading practices for developing and retaining a diverse, high-performing workforce.

· HRD will guide the design and development of operational systems and services provided by the Commonwealth Shared Services Center and monitor its performance through regular contact with the Shared Services Director and through agreed upon operational and performance review processes.
	· Deliver shared services in specific transactional, administrative, and consultative areas as determined and agreed to by the Commonwealth HR Community. Candidate services may include, but are not limited to:
Initial Candidates
· Recruiting, Screening, Onboarding

· Learning Management

· Time and Attendance/ Leave Management

· Performance Management

· Employee Communications/ Service Center

· Knowledge Management

· Payroll Processing * (requires further discussion with the Comptroller)

· And others

Future Candidates
· Workers’ Compensation (Litigation)

· Core HR Administration

· HR Legal Services

· Compensation and Classification

· Investigation/ Compliance

· Develop and maintain operational systems in alignment and compliance with Commonwealth HR policies, standards, and guiding principles

· Develop and adhere to Service Level Agreements established with “customer” agencies and in alignment with Commonwealth policies, standards, and guiding principles

· Develop and operate leading business/service management practices include:

· Satisfaction management

· Quality/risk management

· Financial management

· Vendor management

· Systems management

· Knowledge management

· Case management
	· Support the day-to-day HR management needs of the Secretariat Executive Office.

· Provide Secretariat-wide workforce planning, personnel management, and workforce development strategies to meet Secretariat goals, priorities, and needs.

· Ensure the HR needs of the Secretariat Executive Office and Secretariat-aligned agencies are properly served by the Shared Services Center and/or HRD, where services, policy direction, and/or responses from these organizations are needed.

· Represent Secretariat mission needs and priorities, as well as the needs and priorities of the Secretariat HR community in liaising with HRD and the CHRO.

· Participate in Commonwealth(Enterprise -wide collaborative HR management processes as part of the Enterprise HR Governance structure.  As members of the HR Leadership Council, Secretariat HROs (SHROs) provide input, recommendations, and feedback through governance processes that will be sponsored by the CHRO and developed jointly by the HR community.  These processes include, but are not limited to:

· HR strategic planning

· Enterprise wide workforce planning

· Policy development and execution

· Operational and service delivery review

· Development of  Learning and Talent Management strategies and programs

· Represent the CHRO in coordinating and ensuring compliance with statutory requirements, Commonwealth policies and guidance (established by HRD), and best practices established jointly with HRD and the CHRO

· Coordinate communications, information exchange, and dialogue with the HR community within the Secretariat

· Provide strategic advice and recommendations to agency leaders within the secretariat on the selection and development of agency HR officers, managers, and/or staff to meet the agency’s HR needs

· In collaboration with the CHRO, provide constructive feedback to agency leaders on the performance of their respective HR function

· Provide the “customer” perspective in developing service level agreements with the Commonwealth Shared Services Center, reviewing the Shared Services Center’s performance, and providing input and feedback on service delivery and continuous improvement.
	· Support the day-to-day HR management needs of the designated Agency.

· Provide Agency-level workforce planning, personnel management, and workforce development strategies to meet Agency goals, priorities, and needs.

· Ensure the HR needs of the designated Agency are properly served by the Shared Services Center and/or HRD, where services, policy direction, and/or responses from these organizations are needed.

· Collaborate with the SHRO to provide feedback to and steering of HRD activities and/or Shared Services support, as provided by the Enterprise HR Governance structure and processes.

· Provide input to and/or participate in collaborative HR management processes as provided by the Enterprise Governance structure and processes.  These processes include, but may not limited to:

· HR strategic planning

· Enterprise wide workforce planning

· Policy development and execution

· Operational and service delivery review

· Development of  Learning and Talent Management strategies and programs

· In collaboration with the SHRO, participate in on-going dialogue and interactions with HRD to help shape Enterprise- wide policies, strategies, and best practices wherever appropriate.

· Communicate directly with the Shared Services Center to resolve service issues, provide feedback, and offer suggestions for continuous improvement.

· In collaboration with the SHRO, work with the Shared Service Center to develop service level agreements that meet the specific needs of the designated Agency.
· Respond to HRD and/or SHRO request for information and action where appropriate in support of Secretariat-wide or Commonwealth-wide initiatives and mandates.


Secretariat Diversity Director Role
In addition to the above four key HR service delivery roles, this Strategic Plan also recognizes the importance of the Secretariat Diversity Director, specified in Executive Order 478 regarding non-discrimination, diversity, equal opportunity, and affirmative action.

Diversity is a common thread and a critical element of MassHR. As we create a diverse and inclusive workforce, the Diversity Directors (Officers) play a vital role.  Below is a broad summary of responsibilities for the Diversity Director. The role, as we also journey towards being a model employer for people with disabilities, will be further defined as the Talent Management Framework, described in Section 3.3 of this Strategic Plan, is further defined and adopted.

· Ensuring non-discrimination, equal opportunity and diversity in all the Secretariat’s policies, practices and programs

· Ensuring fairness and equity in our hiring, promotions, development, termination and retention of workforce

· Collaborative partner in the recruitment and hiring of diverse and highly skilled workforce

· Ensuring internal compliance with Affirmative Action/Equal Opportunity programs for the Secretariat.

· Ensuring the Secretariat Affirmative Action Plans are aligned with the business objectives of the Secretariat in order to maximize the Secretariat’s ability to attract, recruit, hire, promote and retain a diverse workforce in a shared services environment

· Ensuring compliance with Diversity Programs:

· Collaborating with the Secretary to ensure the Secretariat Diversity goals and programs are properly aligned with the Secretariat’s business objectives and the MassHR strategy 

· Implementing systems of accountability to support diversity

· Modeling a commitment to diversity and an inclusive workplace

· Collaborative partner in matters of accessibility (ADA compliance)

· Collaborative partner in Strategic Planning

Shared Services as a Component of the HR Service Delivery Model
The Shared Services concept has been selected as a critical component of the new Enterprise HR Service Delivery Model.  The goal of the Shared Services Center is to provide the structure and disciplined management processes to manage the administrative, transactional, and “firefighting” activities of HR, in order to enable enhanced HR roles to focus on higher value-add activities.
Guiding Principles, Benefits and Attributes of the Shared Services Model

The chief guiding principle to be observed in analyzing, designing, building & testing, and deploying shared services is to deliver “equal-to or better-than” service to agencies that have had comparable  service capabilities and service levels, and “best in class” service to agencies that desire or need new capabilities and services.

Other guiding principles, as well as benefits and attributes of a Shared Services model to support the common HR needs of the Enterprise include:

· Operating Principles

· Improved customer service and responsiveness

· Promote continuous improvement and a culture of excellence

· Improved quality and integrity of HR information and transactions

· Improved decision making through meaningful “real time” management information

· Reduced operating costs and improved efficiencies through standardizing and sharing back office processes

· Decreased dependency on administrative resources to perform manual transactions

· Increased transactional throughput and integration through the use of standard software applications

· Improved procurement performance and associated savings in purchasing

· Typical Benefits of Shared Services
·  Higher Quality
·  Improved Controls and Lower Risk
·  Standardize Processes
·  Leverage Technology and Facilitates Systems Migration
·  Quicker Decision Making
·  Improved Focus On Managing The Enterprise
·  Cross-Functional / Encourages a “One Enterprise” Mindset
·  Improved Customer Service
·  Increased Productivity with Economies of Scale
·  Convert Data Into Information, and Information into Insight
·  Lower Operating Costs
· Attributes

· Governance - the role of governance is to ensure that the Shared Services operation remains aligned with the vision, mission, and guiding principles of the Commonwealth as a whole.  The Oversight Committee, chaired by the CHRO, with consultation from the HR Leadership Council will provide the governance leadership to guide the execution of the Shared Services Center/operation. 
· Service Management – service management functions and tasks include defining key operational management processes, developing the initial service level agreements with customers, establishing contact management capabilities (to field customer queries and requests), and interacting with a potentially wide array of operational contacts such as users (Commonwealth employees and managers), advisors, Business Unit (i.e., Agency) management.
· Resources/Employees – Typical roles that are established initially in the Shared Services Center to support major new systems, such as the implementation of PeopleSoft time & attendance and related software modules, include among others a dedicated call center for all customers providing “first touch” resolution, query handling and advice on all processes supported by the Shared Services Center.

Candidate Functions to Consider Moving to Shared Services
Based on numerous, careful discussions conducted with the HR Advisory Council, in consultation with the Oversight Committee, the following approach and candidate functions have been selected to guide more detailed examination to come.  This detailed examination as discussed and supported by HR Advisory Council is outlined below.

· Approach
Use a thoughtful approach to analyze all functions of HR to determine the functions that are best suited as a shared service, based on the following defined criteria:

· Efficiency 

· Innovation

· Customer Service

· Quality

· Deliberate Process
The following chart depicts the deliberate and careful process by which each candidate function or process will be examined for shared services, as part of a collaborative and transparent process leveraging the governance roles and involvement from the participating agencies, their business leadership (Commissioners, Secretaries and Oversight Committee), HR leadership (SHRO, HR Advisory Council), and operational stakeholders (impacted managers and staff).  Each of the Go/No-Go or Circuit Breaker points in the process are intended to be formal and deliberate checkpoints on readiness to move forward in the process.  “Readiness” criteria is typically developed collaboratively and used to make the evaluation.
Major Steps for Detailed Shared Service Analysis, Design, Build-Test, and Deploy
 Including “Go/No-Go” Decision Points or “Circuit Breakers”
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· Candidate Functions for Consideration
The following represents the initial set of candidates for Shared Services:

· Recruiting, Screening, Onboarding

· Learning Management

· Time and Attendance/ Leave Management

· Performance Management

· Employee Communications/ Service Center

· Knowledge Management

· Payroll Processing * (requires further discussion with the Comptroller)

Additional candidates for future consideration based on Commonwealth discussion and leading practices should include all remaining HR functions including:

· Workers’ Compensation (Litigation)

· Core HR Administration

· HR Legal Services

· Compensation and Classification

· Investigation/ Compliance

· Labor Relations

· Others TBD
Launching Shared Services
Designed through iterative discussions and working sessions throughout this planning process, the following are three initial phases for shared services implementation designed to support the immediate needs:

· Phase 1: Implement Employee Contact Center - design and build a “contact center” to assist employees with basic questions stemming from early implementations of basic employee HR self-service – first introduced as “view-only” services (e.g., pay advice information and employee personal information), followed by self-service information changes (e.g., allowing employees to make basic personal information changes, such as for address and name).

This phase requires an integrated approach of deploying people, process, and technology changes to implement the Contact Center. Key supporting technologies include telephone system (e.g., Integrated Voice Response), basic help-desk software (to provide customer support and issue resolution capabilities), and basic knowledge management tools (to assist in information retrieval, and sharing). 

· Phase 2: Implement Shared Learning and Organizational Development Services - analyze, plan and implement Learning and Organizational Development Shared Services to support anticipated impacts caused by the implementation PeopleSoft Time & Labor, Absence Management, and Labor Distribution software modules.

· Phase 3: Implement Shared Administration of Time & Attendance and Related Processes - analyze, plan and implement back office transaction support associated with Time & Attendance, such as time exception management.

As discussed above, these functions to be launched in the near term are only three among multiple candidates that would be considered for shared services over time. 
Funding Model
The Commonwealth seeks a funding model to support an enterprise commitment (no opting out) to HR shared services.  Below are considerations that provide the opportunity to follow a deliberate process for assessing readiness to move a function from the project build/test phase to operations in the Shared Services Center. 

As shown above in the “Major Steps for Detailed Shared Service Analysis, Design, Build-Test, and Deploy” diagram, the readiness checkpoint at the end of each phase of the lifecycle process acts as a “circuit breaker” to determine whether all criteria for moving forward have been satisfied (resulting in a “go” decision) or whether more work or consideration is required (a “no-go” decision).  The final checkpoint between the build-test and deploy phases would serve as the final demarcation before the funding model is enacted should the assessment result in agreement for moving a function from development to the operations of the Shared Services Center. 

 HR Shared Services funding considerations include the following objectives:

· Provides the opportunity to follow a deliberate yet flexible process for assessing readiness to move a function from the project build/test phase to operations in the Shared Services Center

· Provides transparency to the customer (e.g., the Secretariats, Agencies, etc.)
·  Provide input by the customer through structured oversight (budget planning and staffing recommendations, performance monitoring and SLAs)

· Provides incentives for Secretaries, Commissioners, etc. to continue to participate in the strategic oversight role 

· Is sustainable over time - Offers stability and predictability for long-term success and sustainability of HR Shared Services by lowering risk of broad-based funding cuts

· Provides ability to manage the funding stream using accountability metrics aligned to financials

· Demonstrates value and provides positive incentive for equal or better quality HR service

· Encourages and incents action that results in cost savings
In consultation with the HR Advisory Council, the Comptroller’s Office, and various agency CFOs, the following two funding options were examined, each with advantages and disadvantages:

1. Direct Appropriation

· SSC is funded via an appropriation just like a department or agency

· Current concern is this could result in appropriation reductions in the operating departments

· Subject to standard budget setting process for budget appropriation

2. Chargeback 

· Establishes a cost baseline for the comprehensive function

· Achieves agreement upon how charges will be imposed on customers

· Allocation method  (Subject to discussion in future phase of program) 
· Transaction based (unit cost invoiced)

· Allocation, generally via journal entry

Upon review, a modified chargeback model is recommended given the benefits discussed as well as the mitigation it provides to sustainability.  The modified chargeback model leverages a hybrid approach built on the following principles:

· Capital funding would be used to support new development projects – such as the implementation of core HR applications like PeopleSoft time & labor, labor distribution, and absence management, until the new applications have passed the testing requirements for operational “go-live.” Costs associated with post-implementation support and ongoing operational maintenance would be allocated as a chargeback to customer agencies.

· Chargeback would be used to bill customer agencies for ongoing operational services – including people, technology, and facilities associated with the delivery of shared HR functions and processes.

· The chargeback cost allocation method would be established collaboratively through a funding working group made up of stakeholders who will make recommendations to the HR Leadership Council and Oversight Committee.  Cost allocations will be linked with agreed-to service level agreements and provide a high degree of transparency to customer agencies.

· To the extent the policy, strategy and technical resources provided by the Central HR Organization fulfill the statutory and oversight responsibilities required of the CHRO, the costs associated with these functions would not be charged out to agencies, but continue to be funded through appropriation.  

· Costs attributed directly to running the Shared Services Center, however, including services and resources agreed to by customer agencies, would be charged back to customer agencies using charge back cost allocation.

· All reasonable attempts would be made to keep the operating cost of the Shared Services Center lean and efficient, with oversight and transparency ensured through the HR governance process and through direct communications with agency heads and stakeholders.

· As with all agencies, the Shared Services Center will be reviewed for commensurate budget reductions when Commonwealth-wide budget cuts are required of agencies.  

· Once the Shared Services Center is fully operational and services levels and new technology systems have been stabilized, the funding model should be reviewed by the HR Leadership Council and the Oversight Committee to make sure it continues to maximize agreed-to objectives. Any recommended changes to funding model would be made through the normal budget process.
3.2.4 Implement Supporting Technologies
The primary technology objective of MassHR is to fully leverage the Commonwealth’s investment in the Oracle/PeopleSoft family of enterprise HR software applications, version 9.0 (referred to below as PeopleSoft “modules”).  While the focus is to leverage these applications/ modules as designed by Oracle/PeopleSoft, it is important to note that all technology configured and deployed must comply with legal mandates to be accessible to and usable by persons with disabilities.  Accessibility will be a major focus in the technology development process under MassHR.

Based on multiple estimating factors, the following table provides the basis for guaging the timeframe, resource needs, and inter-dependencies required for implementation of each module in the family of PeopleSoft applications already “owned” by the Commonwealth. 
Estimated Benefit, Complexity and Level of Effort for Relevant PeopleSoft Implementations
	PeopleSoft Module 
	Overview of Module 
	Business Need for Key Functions 
	Benefit 
	Complexity 
	Agency Change Impact 
	Cost 
	Related Initiatives/ Release Considerations

	Time and Attendance 
	Flexible, integrated solution designed to support the time reporting needs of a wide range of business functions, including payroll, financial and cost accounting, and project management. PeopleSoft Time and Labor automates the processing of payable time.


	-Automated state-wide Time Entry system using Self Service, interfaces, and standard rules

-Time Capture via Timekeeper 
	High 
	High 
	High 
	High, more than 1,000 person days 
	- Should coincide with Labor Distribution and Absence Management due to integration 

	Labor Distribution 
	Labor schedules are "attached" to employees' assignment; payroll info is linked to the appropriate charge accounts.
	-Allocate labor costs with cost accounting and project distribution 
	High 
	High 
	High 
	High, more than 1,000 person days 
	- Should coincide with Time and Attendance due to integration 

	Absence Management 
	Provides control over an organization's time-off processes while enabling the automation of leave planning and related compensation for the workforce. Absence Management combines employee and manager self-service functionality in one highly configurable and flexible product to help track and analyze consolidated absence and leave accrual information. 
	-Optimize leave management processes 
	High 
	High 
	High 
	High, more than 1,000 person days 
	- Should coincide with Time and Attendance due to integration 

	Portal 
	World class portal solutions with many robust content and collaborative features. They also provide an intuitive view of HRMS application data and transactions via a set of pre-built pagelets—"small doorways" to information from your PeopleSoft HRMS system.


	-Use as a Communication vehicle
- One point of entry

-Gateway to Self Service functions 
	High 
	Low 
	Medium 
	Low, less than 500 person days 
	- First for implementation, provides communication vehicle 

	HR Help Desk 
	Enables organizations to operate a comprehensive internal support organization for researching and responding to common employee human resource and payroll type questions. The HelpDesk for Human Resources also provides a solution to assist HR staff in providing standard responses to employee questions across the organization through the creation of a library of FAQ-like cases.


	-Enables case management (in future Shared Services model) 
	High 
	Medium 
	Low 
	Medium, between 500-1,000 person days 
	- Important to provide support and set up SSC before Time and Attendance go-live 

	eCompen-sation

eComp Mgr 
	Lets managers gain online access to total workforce compensation info.; view total compensation-related info for direct reports, request or grant base salary increases for employees, set up workflow to automate approval routing, changes are submitted and routed for approval
	-Enables employee access to total compensation, supports salary administration process 
	Low 
	Low 
	Low 
	Low, less than 500 person days 
	- Mass Salary Increases
- Performance Management/ Reviews impact compensation decisions 


	ePay 
	Gives employees online access to payroll information - pay checks and year-end forms as PDF identical to the printed version.; allows employees to manage payment preferences, request duplicate W-2 forms, change federal tax withholding info. 

Automates salary and employment verification.  
	-Reduce printing of Pay checks and advices, reduce transactions; enable EE self-management 
	High 
	Low 
	Low 
	Low, less than 500 person days 
	- High volume of users, requires solid helpdesk and support staff
- Direct Deposit Initiative 

	ePerformance 
	Performance management solution that streamlines the appraisal aspect of the development process, from goal planning and coaching to performance assessments and rewards. Managers, Employees, and HR administrators can collaborate on performance evaluations and goals, review performance history, and monitor and manage the overall performance process.
	-Replace ACES and with better performance evaluation system for managers 
	Medium 
	Medium 
	Medium 
	Medium, between 500-1,000 person days 
	- Integrates with LMS

- Requires Helpdesk and support staff 

	eProfile 
	Enables employees to perform own employee profile maintenance. Maintain name, address, phone number, marital status, date of birth, etc. in one repository. Request a leave of absence or termination. 

Determine how workflow notifications will be received.
	 -Reduce transactions; enable EE self-management
	Medium 
	Low 
	Low 
	Low, less than 500 person days 
	- Requires Helpdesk and support staff 

	eRecruit (Candidate Gateway)/ Employee Management (Talent Acquisition Manager)
	Recruiting solution for candidates, recruiters, and managers.  It provides functionality to cover the entire recruiting process from approval of the posting thru the hire of the recruit into the system
	 -Streamline the recruiting and hiring process
	High 
	High 
	High 
	Medium, between 500-1,000 person days 
	- Peak recruiting periods, (start of fiscal year, school year)

	LMS 
	Enables organizations to proactively manage their learning environment, ensuring that employees acquire knowledge and skills consistent with business objectives while reducing the cost of training administration in the process.
	-Create a standard Commonwealth-wide LMS which houses  all courses (accessible by all employees) 
	Medium 
	Medium 
	Medium 
	Medium, between 500-1,000 person days 
	- Integrates with HRMS (HCM), ePerformance 


Based on multiple working sessions with the HR Advisory Council and members of the HR/CMS Project Management Team (PMT), the following technology sequencing decisions have been determined:
· Initiate detailed planning and requirements gathering for PeopleSoft Time & Attendance, Labor Distribution, and Absence Management (core application development for the 14-18 months of MassHR): this process should confirm user needs, expectations and requirements and confirm what scope of the above PeopleSoft modules are required to meet those needs.

· Implement view-only self -service as the earliest deployment of PeopleSoft capabilities:  allows users to view basic data such as pay information and personal profile. Familiarizes the user community to this experience. Allows MassHR project to address and resolve self-service requirements prior to the rollout of Time & Attendance, Labor Distribution, and Absence Management. Sets up Phase 1 of an employee contact center (help desk) to deal with the roll out of self-service and time and attendance. 

· Follow the above deployment with simple self-service change capabilities:  allow employees to change basic personal information such as name, address, and status. 

· Implement basic service management tools to support Phase 1 of the employee contact center: including shared services support technologies highlighted in Section 3 of the Plan, such as IVR (phone system), basic case tool/help desk software, document managing system, and basic access and functionality of a learning administration system.

· Work with HR programs teams once these are formed to understand requirements for other supporting tools:  including possibly ePerformance to support a new performance management process, eRecruit to enable a “Fast Track” Hiring process, PeopleSoft LMS to support the shared services training team in coordinate and manage the delivery of new Commonwealth-certified training.
A summary of these technology-related projects along with other MassHR projects are provided in Implementation Roadmap overview in Section 6 of the Strategic Plan.

3.3 How We Will Get There - Supporting Initiatives
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	The success of MassHR also rests upon three critically important supporting initiatives:
· Establish effective HR governance 

· Demonstrate accountability through metrics and transparency

· Provide comprehensive change management support
Each of these supporting initiatives is described below.

	
	


3.3.1 Establish Effective HR Governance

HR Governance Definition
HR governance is the act of leading the HR function and managing related investments to:

· Align HR priorities with those of customer agencies’ business needs;

· Optimize the performance of the HR enterprise’s human capital assets (resources, skills, and experience within the HR community) to meet overall needs of the enterprise;

· Enable executive decision making around key facets of running an HR enterprise (including planning, operating, monitoring, and continuous improvement);

· Fulfill statutory (including issues of equal opportunity and accessibility), fiduciary and financial responsibilities on behalf of the enterprise; and

· Mitigate enterprise HR risk, from strategic to tactical.

HR Governance Roles and Responsibilities
To guide the HR Enterprise envisioned above, the following entities will perform the following roles and responsibilities in the spirit of partnership, collaboration, transparency and open communications:
· Chief Human Resource Office (CHRO): 

· Retains all statutory responsibilities for policy development, compliance and delivery of HR services of the Commonwealth including the authority “to issue policies, standards and guidelines governing all HR functions, including but not limited to Personnel, Payroll and Benefits, HRIS, Labor Relations, Training, Diversity and Recruitment, and for identifying opportunities for cost savings based on standardization, cross-agency collaboration, and the use of shared services delivery systems” as defined in the Governor’s Executive Order 517.

· Owns the authority to determine the best use of administrative and fiscal resources, including decisions regarding the alignment and re-alignment of HR activities, functions and personnel to achieve “every possible efficiency” in the operations and delivery HR services in support of the Commonwealth.

· While there will be an Oversight Committee providing governance, the CHRO as the chair of the Committee, has appointing authority for the Director of the Shared Services Center and consults with the HR Leadership Council ( the current HR Advisory Council) in the consideration of candidates and the final selection of the Shared Services Director.  The CHRO shares responsibility with the Oversight Committee for the Director’s annual performance evaluation in consultation with the HR Leadership Council.
· Oversight Committee: 

· Members consist of the CHRO as the Chair, Secretaries or their designees (e.g., agency commissioners and/or the Secretaries’ Chiefs of Staff)

· Provide counsel to CHRO on strategic planning and implementation

· Ensure alignment of HR strategy to Secretariat and Governor strategy, goals and objectives

· Provide leadership oversight to MassHR including:

· Setting Service Levels (SLA) for the Shared Services Center

· Monitoring Performance of the Shared Services Center

· Recommending Budget for the Shared Services Center

· Providing input on the selection of the Shared Services Director

· Providing input on the performance evaluation of the Shared Services Director

· Recommending Staffing for the Shared Services Center

· HR Leadership Council (formerly the HR Advisory Council): 

· Members consist of the CHRO as the Chair, and the Secretariat HR Officers
· Supports the CHRO for primary planning and implementation board of MassHR
· Recommends strategic HR initiatives and improvements for the HR Enterprise 

· Provides input, recommendations, and feedback on strategic and operational HR matters

· Helps define professional competencies and standards for the Enterprise HR Community
· Helps the CHRO ensure accessibility and usability of HR technology being rolled out

· Recommends candidates for the Shared Services Director position,  assists the CHRO as requested in the interviewing of candidates for the Shared Services Director position, and provides input on the selection of the Shared Services Director

· Provides input to the CHRO on the performance evaluation of the Shared Services Director
· HR/CMS Management Council: 

· Members consist of the CHRO, Comptroller, and CIO

· Responsible for the broader HR/CMS strategy and implementation of PeopleSoft applications across the entire Commonwealth, including for non-Executive Branch entities.

· Provides counsel to CHRO on the HR Strategic Plan and implementation of MassHR
· Helps make HR IT and other major investment decisions related to the Executive Branch
· Provide leadership in ensuring accessibility and usability of technology being rolled out, providing assurance that technology solutions support all Commonwealth employees, including those who use adaptive technology.

· Helps coordinate and marshal resources in the Comptroller’s and CIO’s organizations in joint management, development, and delivery of major enterprise solutions, such as the HR/CMS upgrade and future implementation of PeopleSoft Enterprise modules to support MassHR for the Executive Branch and the needs of non-Executive Branch entities. 
· Secretariat HR Officers (SHRO’s): 

· SHROs are responsible for implementing strategic HR initiatives across the enterprise, including the coordination and oversight of HR functions and practices within their Secretariat in alignment with Commonwealth-wide policies, strategies and standards.
· Ensure the HR needs of the Secretariat Executive Office and Secretariat-aligned agencies are properly served by the  Shared Services Center and/or the Central HR Organization, where services, policy direction, and/or responses from these organizations are needed. 

· Represent Secretariat mission needs and priorities, as well as the needs and priorities of the Secretariat HR community in liaising with the CHRO and Central HR Organization.

· Participate in Enterprise-wide collaborative HR management processes as part of the Enterprise HR Governance structure.

· HR Shared Services Director:
· Reports to, receives operational direction and performance evaluation from the CHRO, who receives input from the HR Leadership Council and Oversight Committee.

· Responsible for the overall operation and management of the HR Shared Services Center (SSC) which operates as part of the Central HR Organization.

· Provides leadership, planning and prioritization for all HR SSC activities, including SSC administrative and financial functions (including chargeback modeling and administration), SSC employee transactions management, SSC operations center service delivery and reporting.

· Shapes Service Level Agreements with customer agencies with direction from the CHRO and Oversight Committee and input from the HR Leadership Council.  Responsible for achieving optimal levels of efficiency and effectiveness for the unit as guided by established SLAs.

· Serves as a key member of the Central HR management team and provides input into the enterprise HR strategy, including the determination of scope and capabilities of the HR SSC.

· Manages day-to-day relationships between Central HR stakeholders and the SSC operations center, and between agency stakeholders and the SSC operations center, to ensure service delivery, data quality, accuracy and compliance objectives are met.

· Responsible for SSC contracts with outside vendors and service providers. Oversees contractual performance and compliance of outside vendors and services providers. 
· Governor’s Advisory Council: 

· Identified in the Governor’s Executive Order 517, the Governor’s Advisory Council offers the opportunity for the Commonwealth to assemble a committee of thought leaders and experts from both private and public sectors who could offer insight, experience, and coaching to the HR community as needed or desired.   This group, yet to be formed, is intended to assemble only as needed at the request of the HR community.  As such, the Governor’s Advisory Council is not considered nor depicted as a governance entity.
Launching HR Governance

The following start-up tasks serve to formally launch the new governance structure for MassHR:

· Launch the Governance Structure as proposed:  draft formal charters of roles, responsibilities, and reporting relationships. The charter defines collaborative management processes that participants are expected to participate in, and the frequency and time commitment expected. Upon completion, participants should be properly oriented and trained in their roles and expectations. 
· Define the methodologies, steps and roles associated with key enterprise management processes:  including but not limited to HR strategic and operational planning, performance reviews and quality management, policy review and development, HR competency definition and workforce development, major HR investment review and decision making, data governance, learning governance, continuous improvement, and communication and change management.
· Determine the standard meeting structure, agenda, and protocols: create a common project management approach and a common vocabulary/working language around governance actions and issues.
· Provide initial governance process support:  provide support to help keep major tasks on track; manage towards milestones and desired deliverables; provide knowledge sharing and skill building sessions to help participants apply their new roles and responsibilities to the prescribed enterprise management processes.
These tasks are intended to be performed by a support team to be established immediately as part of the Program Management Office for MassHR.
3.3.2 Demonstrate Accountability through Metrics and Transparency
Accountability for mission results and service delivery is one of the cornerstones of MassHR.

This strategic initiative focuses on implementing the necessary tools and practices for the HR enterprise to measure performance and hold ourselves accountable to: 
•
Agency customers for providing quality services to satisfy their needs,
•
Commonwealth executive and legislative bodies for the execution of the HR function in compliance with statutes and policies,
•
Commonwealth employees to create meaningful and rewarding work and career environments, and
•
Commonwealth citizens, making the Commonwealth an employer of choice and one that delivers high-quality, best-cost citizen services.
With the above stakeholders in mind, MassHR metrics are organized as follows:

· Effectiveness:  this area focuses primarily on measuring strategic workforce enhancement (also known as “talent management”) practices and programs.
Two potential approaches to measurement may be considered. The first is an evaluative, criteria-based approach using a scorecard questionnaire such as the one below from Governing Magazine to “score” an organization’s talent management practices.
Recommended Scorecard to Consider – Criteria Based Questionnaire 
Source: Governing Magazine

	1. The Commonwealth regularly conducts and updates a thorough analysis of its human capital needs.

· Has a multi-year strategic workforce plan that identifies its human capital needs and is linked to its human resources management strategic plan

· Human capital plan links to the budget and supports the state’s strategic direction

· Has comprehensive and readily available data about its current and future workforce needs to make decisions regarding human resource management

· Has a strategic competency management program (or similar talent management effort)

2. The Commonwealth acquires the employees it needs (able to recruit and fill positions in a timely manner with high-quality candidates).

· Hires people in a timely manner

· Hires high-quality candidates who perform successfully 

· Is able to recruit and fill positions that are critical to its core services and strategic plan

3. The Commonwealth retains a skilled workforce.

· Does not lose a disproportionate share of its managers and employees through voluntary departure each year

· Creates a work environment that supports employee’s life needs

· Maintains productive relations with employees and their representatives

4. The Commonwealth develops its workforce.

· Devotes sufficient resources to its employees’ development

· Provides opportunities for career advancement

· Purposefully develops its leaders’ competencies

· Uses a system that promotes sharing critical knowledge across stage agencies and employees

5. The Commonwealth manages its workforce performance programs effectively.

· Links state, department and employee performance goals and actively engages employees in this process

· Recognizes and rewards high performers (individuals or groups) for achieving desired results

· Regularly encourages, receives and utilizes employee feedback

· Addresses employee performance and behavior weaknesses; when necessary, terminates employees for cause in a timely and fair manner

6. The Commonwealth measures its workforce diversity progress.

· Actively promotes the recruitment, promotion, development and retention of a diverse workforce

· Regularly encourages inclusion
· Enforces accountability to Affirmative Action, Equal Opportunity and Diversity goals




The second effectiveness measurement approach is to use a talent management dashboard to examine key results in various areas of strategic HR management. The following example blends several areas of HR management to evaluate the overall effectiveness of HR.
Sample Talent Management Dashboard for Consideration
Source: Xcelsius Dashboard
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· Quality

The quality results area focuses primarily on service delivery. The following can serve as the “starter set” of metrics to evaluate service delivery performance for the Commonwealth, particularly under a shared services model:
Sample Service Delivery Performance Metrics for a Shared Services Operation
Source: Accenture

[image: image15]
· Efficiency

This area focuses primarily on cost effectiveness and resource productivity of HR services. 

Key metrics to consider in this area, such as the ones examined in the Hackett study, include:

· Total HR FTEs to # of Employees

· Total HR $ per employee

· % of FTEs devoted to transactional and administrative functions

· % of FTEs devoted to workforce development functions

· Total HR $ associated per transactional area

· Average time to obtain information by topic/area

· Average time to obtain service by issue/area

· Through-put metrics such as time to hire
3.3.3 Provide Comprehensive Change Management Support
Section 5 provides the detailed recommendations for a comprehensive change management strategy and implementation approach for supporting MassHR.
4. Shared Service Pilot Design
4.1 Description of Recommended Learning Shared Service Pilot
Guiding Principles
Recognizing that significant investments may have been made by a number of agencies in building out their own courses and infrastructure in the content areas addressed by this project, it is critically important this project establishes the following clear guiding principles:

· Standardization of content should always add quality to existing material while enhancing greater alignment and compliance with enterprise-wide strategies (e.g., workforce strategic plan) and/or statutory requirements (e.g., Section 508 requirements).

· Selected and/or developed training material must be accessible to the full population of Commonwealth learners, including employees without access to computers as well as those requiring accommodations.

· Service levels, as a result of being coordinated and delivered through a common platform/infrastructure/mechanism should be equal to or better than what is currently available to agencies.  To some the service will be new.
·  Agencies that have already invested in their own Commonwealth-required training courses, as well as core managerial and leadership development programs, should be engaged in a collaborative discussion through the HR Governance process to determine an approach for meeting the agencies’ ongoing needs while Commonwealth solutions are being developed.

· The general agreement will be to accommodate the agencies’ needs and interests in using their own courses until such time the shared services training team has produced certified content that is deemed as meeting both the requirements of the Commonwealth (such as accessibility requirements for e-Learning and compliance with executive orders and other statutory specifications) and the particular needs of the agencies, within reasonable conditions (e.g., that the needs are mission-specific and not a matter of preference).

· The candidate program must be appropriately cost effective, within reasonable tuition and fees for state employee learners.

· All policies and governance related to enterprise learning will be established by the Enterprise Learning Committee, as described below in the recommended learning governance structure, with input and final approval from the HR Leadership Council and support from the Shared Services Oversight Committee as part of the overall Enterprise HR Governance Model
Recommended Content
It is recommended that the following courses be considered as the scope for a consolidated Commonwealth-certified curriculum of mandatory and “shared needs” training, leveraging e-Learning as the dominant learning mechanism.

Commonwealth Mandatory Training
· Diversity Awareness

· Sexual Harassment Prevention

· Workplace Violence Prevention  

· Sexual Assault & Domestic Violence & Stalking Awareness 

· Conflict of Interest

· Security and Confidentiality of Personal Information

· Health and Safety

These courses are currently defined by Commonwealth executive orders and policy guidelines as follows:

[image: image16.emf]Topic/Course Authority

Target 

Audience How Often? Who Provides? Who May Deliver?

Diversity

Exec. Order 

478

All Executive 

Branch Mgrs. & 

Employees

Core curriculum should be 

delivered to new employees and 

employees who have been 

promoted to to supervisor or 

manager roles.

Office of Diversity and Equal 

Opportunity (ODEO) provides the 

curriculum. Any deviation from 

delivering the core curriculum must 

be discussed with ODEO.

Diversity training should be 

delivered by a trainer and /or vendor 

who has been certified by the 

Office of Diversity and Equal 

Opportunity.

Sexual Harassment 

Prevention

CHRO Policy 

in 

Accordance 

with MA 

Guidelines

All agency staff.  

Required: New 

Hires, Civil Rights 

Officers

Core curriculum should be 

delivered one time for entire 

agency.  Updates provided by 

HRD as requested and/or as laws 

or policy are amended.  Training 

provided by HRD for new 

employees of agencies via open 

enrollment. Note agency training 

first must be completed.

HRD, Mass Commission Against 

Discrimination (MCAD), MCAD 

Certified vendors.  Deviation from 

delivering the HRD or MCAD 

certified curriculum must be 

discussed with and approved by the 

Director of Workplace and Domestic 

Violence Prevention.

To ensure a certain standard of 

quality and consistency in what is 

being delivered, HRD highly 

recommends the utilization of HRD 

Faculty, MCAD, or MCAD certified 

vendors to deliver training.  

Workplace Violence 

Prevention

Exec. Order 

398

All Executive 

Branch Mgrs. & 

Employees

Core curriculum should be 

delivered once every 2 years for 

entire agency.  Updates provided 

by HRD as requested and/or as 

laws or policy are amended.  

Training provided by HRD for new 

employees of agencies via open 

enrollment. Note agency training 

first must be completed.

HRD oversees and manages the 

Workplace Violence Prevention 

Program.

The Director of Workplace and 

Domestic Violence Prevention is 

responsible for the development 

and delivery of the training. 

Additional trainers must be 

approved by the Director of 

Workplace and Domestic Violence 

Prevention to deliver the course 

content.

Sexual Assault & 

Domestic Violence 

Prevention

Exec. Order 

491

All Executive 

Branch Mgrs. & 

Employees

Core curriculum should be 

delivered once every 2 years for 

entire agency.  Updates provided 

by HRD as requested and/or as 

laws or policy are amended.  

Training provided by HRD for new 

employees of agencies via open 

enrollment. Note agency training 

first must be completed.

HRD oversees and manages the 

Domestic Violence Prevention 

Program.

The Director of Workplace and 

Domestic Violence Prevention is 

responsible for the development 

and delivery of the training. 

Additional trainers must be 

approved by the Director of 

Workplace and Domestic Violence 

Prevention to deliver the course 

content.

Conflict of Interest 

Training

Chpt 28, 

Acts of 2009

All Executive 

Branch Mgrs. & 

Employees

Existing mployees must complete 

every 2 years. New employees 

hired after 4/2/10 must complete 

training w/in 30 days of 

commencement, every 2 years 

thereafter

State Ethics Commission via online 

training program

Online training program off the 

State Ethics Comisson's website

Security & 

Confidentiality of 

Personal Information

Exec. Order 

504

All State 

Agencies in the 

Executive Dpt

Within 1 year of the effective date 

of the Exec. Order and as part of 

standardized orientation when 

new employees begin work

Does not identify. Currently provided 

by the Agency CIO

Does not identify. Currently 

provided by the Agency CIO

Health & Safety

Exec. Order 

511

All State 

Agencies in the 

Executive Dpt

Employee Safety and

Health Advisory Committee 

recommends agencies requring 

training and implementa.tion of 

safety and health

measures based on injury and 

illness data

Division of Occupational Safety 

conducts training for and

work with Secretariat Health & 

Safety Coordinators to assist them 

in carry out their resps. DOS

provides training to state agencies 

to facilitate their recordkeeping

and reporting.

Division of Occupational Safety 

conducts training for and

work with Secretariat Health & 

Safety Coordinators to assist them 

in carry out their resps. DOS

provides training to state agencies 

to facilitate their recordkeeping

and reporting.


“Shared Needs” Training
· Performance Management Training Program - providing enabling training to supervisors, as well as those being supervised, on the importance and conduct of performance feedback and evaluation. Examples of training modules associated with this program may include, among others:

· Communicating Goals and Expectations

· Conducting Performance Conversations

· Participating in Your Own Performance Evaluations

· Creating Individual Development Plans

· Core Managerial/Supervisory Training Program – providing foundational training and support for newly promoted and developing managers. Examples of training modules associated with this program may include, among others:

· Roles and Expectations of Managers and Supervisors

· Accountability and Stewardship

· Coaching

· Mentoring

· Progressive/Corrective Disciplining

· Performance Management (“Introduction to Performance Management” intended for this curriculum, with in-depth training provided through the above referenced Performance Management Training Program)

· Labor Relations, Counseling and Discipline

· Supervising or managing a diverse and/or multi-generational workforce

· Change Leadership

These two types of manager development programs were identified as shared needs by the HR Advisory Council and various focus group participants during the planning process.  Based on the fact that related curriculum content and delivery infrastructure already exist in pockets across the Commonwealth, both training programs were considered candidates to become Commonwealth-certified training offerings. 

It has been further recommended by the HR Advisory Council that a “first generation” Commonwealth-wide certificate management development program be made available to all Executive Branch managers by the fall of 2010.  To achieve this goal, the following are criteria to be considered in selecting a candidate program to be converted to Commonwealth content:

· The candidate program must already exist, with a demonstrated track record of successful delivery and satisfied graduates.

· The candidate program must meet a threshold of compliance with Commonwealth requirements (such as accessibility for e-Learning) such that it can be brought into compliance within 1-2 months.

· The candidate program must be sufficiently mature, with proven delivery infrastructure and experienced trainers, to be scaled quickly (by the fall of 2010) to serve the entire Commonwealth population of learners.

· The candidate program needs to be available not just in Boston but also in other locations where Massachusetts employees work.

· The candidate management development program must come with evaluation measures for assessing the effectiveness of the program in improving the workplace performance/skills of the learners post-training.

· The candidate program must be sufficiently developed/built-out relative to its designed curriculum so that it would require no additional investment to develop additional modules/content.

4.2 Proposed Learning Governance Structure, Responsibilities and Processes
	Entity
	Responsibility/Action
	Outcome/Content

	HR Leadership Council (HRLC)

· Chair: CHRO


	· Charters Enterprise Learning Committee (ELC) with specific request(s) to examine particular area(s) of learning for opportunity to share, leverage, and/or develop

· Review assessments and recommendations from the ELC produced either independently by the ELC or in response to the Council’s request

· Approve/disapprove recommendations from the ELC with redirection and guidance as appropriate


	· Initial/target request where relevant

· ELC recommendation in response to request or proactively submitted

· Approval/disapproval/ guidance

	Enterprise Learning Committee (ELC)

· Chair: Dir Training & Learning Dev, Central HR Organization

· Co-Chair: Equivalent position from an Agency (selected by HR Leadership Council w/ concurrence by CHRO)
	· Meets regularly (monthly recommended) with the Learning Community across the enterprise to share knowledge, review status, discuss new needs. Community of practice members to be shared with HRLC for their input and concurrence.

· Proactively and continuously build shared inventory of all training courses/content currently available among agencies

· Responds to HRLC’s charter, or proactively conducts assessments and recommendations of select topic

· Formulates recommendations and propose results to HRLC, including:

· What content to source where (including but not limited to the Shared Services Training Team)

· What standards and requirements should be followed for Commonwealth-compliance

· What guiding principles, policies or guidance should be observed

· Develop implementation plan where recommendations have been approved by HRLC

· Charters Shared Service Training Team with responsibility for new training focus/content area with approval from HRLC and concurrence of CHRO

· Review SSTT plans, content, and material to ensure consistency and compliance with standards set by the ELC. Jointly report progress to HRLC.


	· Meeting agenda, notes

· Enterprise learning inventory/database

· Assessment results

· Recommendations

· Sourcing strategy

· Content strategy

· Standards

· Policies/guidance

· Implementation Plan

· Charter new/existing content area to SSTT



	Shared Service Training Team (SSTT)

· Team Lead: TBD

· Team members: TBD


	· Receive charter(s) from HRLC to assume responsibility for training focus/content area

· Convene community of practice members/SMEs in the selected training focus/content area

· Conduct training development lifecycle with stakeholders. Stages include:

· Plan

· Design

· Build

· Test

· Deploy

· Transition (where needed from existing agency’s ownership to the Shared Services Center)

· Conduct regular touchpoints with ELC to provide status and feedback. Jointly report progress to HRLC.

· Provide on-going maintenance and support of content transitioned to SSC


	· Initiation of request/project charter

· Project structure & work plan

· Lifecycle deliverables:

· Training plan, change management plan, transition plan

· Course outline/design

· Course content

· Testing plans/results

· Train the trainer, delivery conducts, etc.

· Transition  execution




4.2 Proposed Implementation Plan 
It is recommended that the courses in this pilot initiative be defined, standardized, and made available for use by individuals from all Executive Branch agencies within four (4) months from the start of the project and that the sustaining shared services delivery model – analyzing and recommending how this shared function may be transitioned to the Central Shared Services - be defined within six (6) months from the start of project.  The recommended tasks and sequencing is outlined in the following chart: 


[image: image17.emf]Learning Shared Service Pilot Initative:  Recommended Tasks and Sequencing

Mo. 1 Mo. 2 Mo. 3 Mo. 4 Mo. 5 Mo. 6

Key Tasks

1. Plan, Organize, Define Standards

2. Compile & Standardize Content
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If launched in May 2010, this work plan would translate to the following desired milestones:

· Project starts on June 1, 2010

· Registration for the Commonwealth certificate management and supervisory programs begins in July 2010

· Commonwealth-certified eLearning content for mandatory training available online for Commonwealth learners in September 2010

· Communications about Commonwealth training can begin in July 2010
Recommended resources to support this initiative and their proposed responsibilities include:

· Project Manager – 1 FT resource selected by the CHRO with input and support from the HR Leadership Council, responsible for managing the  project and facilitating the involvement of stakeholders

· Project Participants – PT resources recommended by HR Leadership Council and staffed from participating agencies and HRD, estimated 1 day/week

· Project Support – 2 FT support/consulting resources, supporting project manager and project participants with content standardization, learning administration, and communications/marketing.
The recommended tasks include the following in further detail:  
	Tasks
	Description

	1. Plan, Organize, Define Standards
	· Establish project governance, team structure, and orient team members

· Define standards & requirements for course content, administration, and delivery

· Develop detailed work plan

Deliverable(s):  Team Structure and Charter, Defined Governance Model including Role/Responsibilities, Standards Definition, Detailed Work Plan

	2. Compile & Standardize Course Content
	· Select applicable courses to serve as the core “inventory” to be leveraged across the Commonwealth via the shared services pilot

· Determine training design specifications and requirements to meet Commonwealth-wide expectations (for example, Section 508 compliance for e-Learning material)

· Prior to being used Commonwealth-wide, ensure training courses are purged of agency-specific content and standardized to achieve a Commonwealth-wide solution

· Incorporate requirements into course descriptions and specifications

Deliverable(s):  Inventory of Existing Courses; Standardized Course Content

	3. Determine Delivery & Learning Administration


	· Identify training delivery and learning administration requirements

· Identify approach and tool for learning administration, including recommended tool enhancement and/or replacement as needed (e.g., replacing PACE with a new LMS, such as that provided by PeopleSoft) 

· Incorporate requirements into course descriptions and specifications

Deliverable(s):  Course Specifications

	4. Develop Communication and Change Management Plan
	· Develop branding campaign (“Learning Under MassHR”) and communication plan

· Develop messages and plan vehicles and events for “spreading the word”

· Develop Change Management Plan to build buy-in and organizational readiness

Deliverable(s):  Communication and Change Management Plan

	5.Test and Refine Course Content
	· Conduct course content and delivery tests using various methods including focus groups, joint review sessions, etc.
Deliverable(s):  Testing Results and Modifications to Course Content 

	6. Roll Out Content and Communications
	· Make standardized courses available

· Execute branding and communication plan – communicate roll out

· Establish tracking mechanisms/metrics for implementation
Deliverable(s):  Implementation Metrics and Tracking Tool

	7. Design Shared Service Transition Plan
	· Determine tools and infrastructure required to operate a shared service around the mandatory/”shared needs” curriculum

· Determine tasks, skills, resources required to maintain courses and support ongoing delivery coordination and administration 

· Determine transition methods from “as is” to “to be”

· Identify resource needs and/or candidates and recommend transition approach(es)
Deliverable(s):  Recommended Shared Service Roles & Responsibilities and Transition Strategy


Change Management Approach
Leveraging the Change Management Support Plan described in Section 5, special care will be made to engage the entire training community across the Commonwealth prior to beginning the initiative and throughout implementation.  A change management work plan, built around the key focus areas addressed in Section 5, will be developed for the training community to address current awareness levels and organizational readiness to undertake this initiative. 

5. Change Management Strategy
The change management strategy for MassHR provides the framework to support execution of the MassHR program.  This section of the document outlines the recommended strategy to ensure awareness, understanding, acceptance and commitment to achieving the objectives of the MassHR program.  The recommendations are based on leading practices and proven change management methodologies, hands on experience of managing similar change efforts, and potential change barriers identified for the MassHR program.  

The graphic illustrates the four stages of change acceptance that stakeholders typically go through during a transformation program such as MassHR.  An effective change management strategy maximizes performance by minimizing disruption and accelerating the acceptance of change. Continual measurement and assessment of the effectiveness and impact of the change management strategy will be necessary to continuously alter and adapt the strategy to meet the needs of the program.  
The MassHR program will involve significant changes and benefits not only to the HR community and systems, but also for the employees of the Commonwealth, the Secretariats and Agencies, and the citizens/taxpayers of the Commonwealth.  Managing change effectively is therefore a key to preparing the Commonwealth for the transformation and continuing to gain and increase commitment for MassHR.  It is recommended that change management for the MassHR program be an investment in involving, inspiring, informing and enabling stakeholders across the enterprise in adapting to the transformation.
5.1 Change Management Barriers
There are key change management challenges or barriers that will need to be recognized and proactively mitigated, based upon the history of change in the Commonwealth, the complex nature of the MassHR initiative, and the Commonwealth culture and capacity to absorb the change.  Potential barriers to the MassHR program are summarized below.
History of change
· Perception that this is another centralization effort instead of a full scale transformation effort.

· There could be a ‘wait it out’ mentality by some stakeholders as many have been with the Commonwealth through a variety of failed change initiatives. They won’t necessarily believe that it’s different this time.

· The concept of shared services is not new in the Commonwealth but the reputation based on history, is not universally well received. Therefore, it how the model being presented as the vision for MassHR differs from other attempts and initiatives previously labeled as shared services is not universally understood.
Complexity
· The scope of change necessary for MassHR is broad and a significant portion of the Commonwealth’s HR staff and employees will be affected in some way.

· The number of people, process and technology components that must be considered and integrated is substantial.

· MassHR is one program among other transformation programs such as IT consolidation that are in process in the Commonwealth. Clarity and coordination about how these efforts do and don’t fit together, impact one another or need to be coordinated to use the lessons learned (both positive and constructive) from one initiative to the next.

· There are varying levels of understanding of the complexity and intricacies of the people, process and technology involved.

· Some stakeholders want to see change and progress immediately, but transformation to the end vision is going to take time. Several of the efforts required are foundational and may not create visible improvements or benefits as expeditiously as some may expect or desire.  Therefore, it is critical to manage expectations while also identifying, implementing and communicating clearly about early and “quick wins.”
Culture and Capacity to Absorb the Change
· Execution of many of the HR functions is currently dispersed across the Commonwealth and implemented individually at various locations.  Many HR staff may not understand how their activities, processes and efforts fit into the larger end-state vision of MassHR.

· The MassHR program is being driven by a collaborative consensus building culture which needs to be factored into required tasks/activities, timelines and change readiness.

· Many people want to be directly involved in the MassHR program but it will be difficult to be away from their day-to-day activities supporting their secretariat or agency programmatic mission.

· At times there are discrepancies between the Commonwealth central HR staff and the Secretariat/ Agency HR staff about specific HR functions and needs to best support the programmatic mission of the Secretariats and Agencies.

· There is skepticism about the ability to make transformational changes that are truly more effective and less expensive and deliver equal or better service.

· There is risk that employees will feel that this change is being done to them, instead of for them (e.g., being a victim of the change instead of being part of the change).  This change barrier magnifies the importance of having as many stakeholders as possible understand the breadth of the change activities, recognize the importance of their involvement in the change and understand the anticipated benefits of the MassHR effort.

· A common barrier in large, complex initiatives such as MassHR is the lack of consistent, timely and relevant information.  This change barrier underscores the importance of consistent, timely and relevant communications and sponsorship activities as a way to develop and sustain program level support.

· Securing stable funding will definitely be a factor of success for the projects as well as sustainability of the Shared Services Center.

· Another common barrier is lack of leadership support and sponsorship.  This change barrier addresses the importance of continuing the current momentum to gain and maintain support from individuals responsible for the functions and people performing the HR functions, including the unions.  This support is crucial to a successful implementation phase.

· The risk of not having the necessary knowledge, skills and tools identifies the importance of timely training and organization design support in order to provide employees with the knowledge, skills and tools they need to effectively do their jobs after the transformation.  Training must not only offer transactional/task or system related information, but also, knowledge about business processes and procedures that drive the transactions and tasks they will be responsible and accountable for in the future.

5.2 Recommended Strategies
The recommended change management strategy is comprised of several plans to address the change barriers potentially impacting the program. This includes a mixture of initiatives – communication, training, business strategy and readiness, organizational development, risk management, and  leadership sponsorship.  The recommended strategy considers change to be predictable and manageable yet flexible and nimble to deal with any unknowns that may arise.  Furthermore the strategy is designed to foresee predictable behavior patterns for people encountering change.  Variability typically lies in the speed with which people accept change and the degree to which those changes are accepted.  The Commonwealth is a complex environment with many stakeholder groups with different expectations, experiencing different levels of change at different times in the program lifecycle.  The recommended strategy deals with this variability and addresses change from the following perspectives:  

· Preparing the central HR organization and the Secretariats and agencies for changes resulting from MassHR

· Preparing the Shared Service Center

· Preparing for transition of those that will be “moving” (once determined) to the new operating model. (What processes change? Which ones stay the same? How do internal business process changes occur?) 

· Preparing the processes and people that are not moving to the new operating model in a given phase, but will have operating changes due to standardization or process/technology changes

The strategy is driven from the identified organizational, workforce and technology changes that will be implemented.  Although change interventions and activities are typically specific to a given initiative on the roadmap, it is recommended that the change management strategy and initiatives be aligned and managed as part of the program PMO so that change management activities are scheduled and tailored to the type and level of support needed based on the impacts each initiative of the program will have.  This means that at the program level, change management resources and approaches are coordinated and consolidated across all initiatives in order to provide a consistent, standard and common voice of the program to all stakeholders.  

The following initiatives are recommended as the change management strategy in support of the MassHR program.  
1. Change Management Leadership – Leadership of the change management effort is the “glue” that pulls together and keeps together the MassHR change management initiatives and keeps them aligned with and focused on achieving the desired business outcomes and objectives.  This involves continuous review of and helping to align the change management initiatives to the MassHR vision, priorities, activities, and business objectives.  
2. Communications and Sponsorship – One perspective of communications is sponsorship which entails gaining a common and clear understanding of the MassHR program goals, aligning leadership across initiatives, and defining related responsibilities to mobilize and engage leadership.  An initiative of this size will require an ongoing dedicated effort to continually building and maintaining the appropriate levels of sponsorship and support across the Commonwealth for the MassHR program.  In addition to sponsorship there is a need to develop and deliver program branding, key messages and promote involvement that builds awareness, buy-in, and ownership with all stakeholders across the MassHR program as well as within specific initiatives.
3. Organizational Design – The MassHR program is a change to HR service delivery across the Commonwealth, at all levels of the HR community.  In order to capture the value of the intended transformation, dedicated effort will be required to design the new organization model(s), jobs and processes that will support the Commonwealth’s future-state vision of HR service delivery.  This will also require the development and execution of workforce transition plans to facilitate employees having the information, support, training and tools they need to work effectively in the new environment.
4. Readiness – Ongoing outreach, support and assessment of change readiness across the Commonwealth in order to understand early the areas that may be at risk for accepting or committing to the change so that the appropriate support and mitigating action can be implemented.
5. Training and Support – Given the significance of enabling technology to the MassHR program, the design, development and delivery of Training and Support is critical to this initiative.  Thought and planning should be given early in the program for the best method of providing users with the necessary training  at the appropriate time, and for establishing additional mechanisms through which the impacted audiences can obtain help on demand after transformation. Having a performance support strategy will alleviate much of the stress on the end users during implementation.  Training support includes all methods and tools made available to support job performance.
Communications and Sponsorship
The communication and sponsorship initiative is intended to guide program and operational leadership, and associated communicators in proactively engaging with stakeholders and others impacted by program, to initiate change. To effectively manage any change initiative, it is important to communicate throughout the entire change process, providing a two way communication stream for the right information to the right people at the right times to achieve specific goals. Communications and sponsorship involve identifying the program branding, target audiences, appropriate communication vehicles (for example, newsletters, emails, blogs, meetings), messages that will be communicated, and the timeframe for when these communications will occur.  A communication plan helps to proactively manage expectations, as well as provide consistent messages among project team members and across the Commonwealth.  

Effectively delivering appropriate, timely communication and fostering ownership can significantly accelerate the acceptance of change. Timely, open, and honest communication will help reduce conflict and resistance.  A communications effort for MassHR is underway and ongoing support and dedicated resources to both drive and execute the plan will be critical as the program moves forward.
Recommended MassHR specific communication objectives are outlined below, providing clear direction and intent for all program communications.  The Communication Team’s goals include:

· Working cooperatively with MassHR’s program and operational leadership and associated communicators to align timely, accurate and relevant messaging for audiences and stakeholders.

· Communicating with audiences impacted by the change. The Communication Team would be charged with keeping the program team informed of the overall progress of the work. This will assist in improving team members’ day to day ability to do their jobs effectively.
· Driving the overall success of the program by strategically planning and supporting communication initiatives that generate awareness, understanding, adoption, and ultimately commitment to the intent of MassHR. This will be accomplished via strategic communication with audiences, which would be focused on developing commitment to the changes produced by MassHR.
Communication Implementation Acceptance
Organizational Design
To facilitate the MassHR’s vision, changes to a significant number of HR processes and technology will be required. These changes will also introduce the need for significant organizational change – including a new governance model, reporting relationships, and roles and responsibilities.  With the implementation of each new initiative, staff must be aligned around new goals and understand the actions they need to take.  It is critical that these organizational changes be addressed, are agreed upon, and are properly implemented and communicated by leadership and management teams.  It is recommended that efforts to focus on this work be planned.  

The primary goal of the organizational design change management initiative is to establish a program-wide approach and framework to define and align jobs, organizational structure, and tools to support achievement of the MassHR transformation.  Objectives of this capability include:
· Provide a standard approach, methods, terms, tools, and templates to be used across all initiatives in the MassHR program

· Design / align future HR Service model/concept of operation

· Identify key role changes and the impacts on required skills, knowledge, abilities and tools for key jobs impacted within the shared services organization, and at the secretariats and agencies.

· Work with HR to communicate with necessary parties (i.e., unions, compensation, etc.) and successfully deploy changes.

· Create the necessary workforce transition plans. 

Readiness
Readiness focuses on preparing the Commonwealth for the changes that will result from MassHR.  This includes:   
· Readiness of the Shared Services Center

· Readiness at secretariats/agencies or Central HR scheduled to transition to the new model, 

· Readiness of secretariats/agencies or employees not yet scheduled or not yet impacted by the change to move to the shared services model.
·  Readiness of the central Human Resources Organization, given the expected change in the definition of success, delivery of new programs and realignment of skill needs, gaps and roles and responsibilities

The readiness change management initiative brings together people, process, technology, and support to achieve the desired outcome.  As any MassHR initiative moves toward implementation, the business readiness activities become integrated.  The key to achieving readiness is to plan all the activities and apply as much structure and rigor to the effort as is applied with any other dimension of the program.  
The goal of this capability is to proactively prepare and equip the workforce for the changes resulting from the MassHR program and to facilitate the smooth transition.  This includes:
· Providing a holistic and integrated approach to readiness across the program

· Providing an approach that adequately prepares the workforce, while at the same time, recognizes the uniqueness of the secretariats and agencies, and prepares them appropriately

· Equipping the workforce with timely and relevant information and tools that will help to enable program-wide change 

· Providing outreach and support that is relevant, flexible and scalable to address the type, magnitude and complexity of change anticipated  

· Identifying and addressing implementation risks early 
Training
Training for MassHR is two-fold:  (1) program-wide, defining a consistent and integrated approach to training the workforce to use the new technology and processes to help achieve the MassHR vision.  This includes defining the approach, tools, standards, templates, and resources that would be used to accomplish the training goals for the entire program.  It also includes managing and coordinating the execution of that strategy efficiently across the work streams and stakeholder groups; and (2) initiative-specific – executing the MassHR training strategy for a given initiative including process and technology.   The MassHR program will be achieved via numerous initiatives and projects completed and released over a number of years.  Training to support these releases will vary by business function and process, audience group, technology and timing.  Training to support this complex, wide-ranging program must be planned for as a comprehensive program, to be delivered incrementally as each initiative is implemented.  To achieve this, it is recommended the MassHR change management team define the overall foundation for the MassHR training.  This includes identifying the overall training needs of the MassHR program, and the overall training methods that the program will use to address those needs.  This should also include the overall training tools (i.e., authoring tools), development methodology, standards, and templates to be used across the program.  

Training should also look beyond implementation by introducing tools, mechanisms, processes, and roles for sustainability, including reference material, job aids, and support structures.  
The goal of the MassHR training change management initiative is to develop and execute an overall approach to building the necessary skills, knowledge, and confidence in the workforce to perform the new administrative processes and use the new tools effectively.  The objectives of the MassHR training program include:  
· Defining a holistic approach that includes foundational, technical and process change

· Providing a training curriculum and approach that is incremental and scalable to the overall program 

· Delivering a training experience that is familiar and consistent across all initiatives in the program

· Providing consistent tools and resources that support learner before and after training

· Using training tools and methods that are familiar, while introducing new methods as appropriate

· Coordinating all MassHR training delivery across initiatives and stakeholders

· Creating training materials that are sustainable and maintainable  

· Transferring the completed training to a designated entity for ongoing training needs
5.3 Proposed Implementation Plan
It is recommended that a detailed change management plan, inclusive of all the strategy components, be developed within the first month of the program.  Execution of the change management components will be an ongoing activity through the lifecycle of the program, in coordination with the overall program roadmap of initiatives and projects.  Additionally, it is recommended that the program management office be designed and mobilized within the first month of the program. 
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The five project tasks are detailed below: 

	Task
	Description

	1.  Develop Detailed Change Management Plan
	· Create formal program change management approach across the four components of the strategy

· Establish detailed work plan based on MassHR initiatives

· Confirm team structure and resource loading (when needed/ what resources)

· Define MassHR change management standards, templates and methodology to be used for each component of the CM Strategy as the baseline for all MassHR initiatives and projects
Deliverables:  CM Approach, Team Structure, Standards/Templates, Detailed Work Plan

	2.  Execute Communications
	· Prepare and facilitate communications committee meetings

· Maintain communications strategy, stakeholder list, calendar, and plan

· Work with the MassHR program management office and team leads to identify additional communication needs and support

· Assist the MassHR program management office with facilitating cross team communications

· Establish and rollout MassHR branding campaign

· Manage and coordinate strategic sequencing of MassHR program communications, meetings, etc.

· Coordinate sponsorship meetings and develop supporting materials

· Create communication materials and facilitate review and delivery of materials 

· Identify and support specific communication needs for individual MassHR initiatives/projects (e.g., Time and Attendance Pilot & Rollout, Inquiry Self Service, etc.)
Deliverables:  Communications Strategy, Program Stakeholder List, Program Calendar, Communications Plan

	3.  Execute Org Design Activities
	· Define the organizational requirements associated with the given initiative and align to the service delivery model

· Map the new processes to roles and coordinate with HR to develop / update job descriptions

· Determine the FTEs and staffing levels required to support the processes associated with the specific initiative/release 

· In coordination with HR and the PMO, create sourcing plan for required resources

· Identify the specific impacts to central HR, Shared Services, the Secretariats and agencies departments and workforce based on the initiative/release

· Develop a workforce transition plan that identifies workforce change that will occur and analyze how these changes impact job roles, assigning these roles to designated employees, and determining how to best prepare employees to perform their new functions

· Manage and coordinate organization design resources, needs, tools, activities, content and results across, initiatives and projects 
Deliverables:  Job Descriptions, Capacity Model, Sourcing Model, Organization Impact Matrix, Workforce Transition Plan

	4.  Execute Training Activities
	· Review the current training landscape and, where appropriate, incorporate training methods and tools that currently work effectively and introduce new techniques and methods as needed

· Determine the program-wide training methods and define the standard training methods and tools that will be offered as part of the program

· Define the training development, delivery and administration tools

· Identify knowledge management and performance support aids

· Manage and coordinate training resources, needs, tools, activities, content and training results across, initiatives and projects 

· As specific initiatives or projects are introduced:
1. Perform Training Needs Analysis 
2. Develop Training and Performance Support Plan

3. Design Curricula and Performance Support Needs

4. Build Training Content and Performance Support Tools

5. Pilot Training 

6. Deploy Training 
Deliverables:  Training and Performance Support Development Guide and Standards, Training Needs Matrix, Training Design, Performance Support Design, Training Materials, and Training Deployment Plan

	5.  Execute Readiness Activities
	· Conduct readiness assessment to determine readiness progress and effectiveness of change management interventions

· Execute workforce transition plan

· Build and manage a plan specific to each project or initiative to facilitate and implement change within the organization in order to achieve the desired outcomes associated with the MassHR program

· Develop and deliver readiness workshops and action plans to assist in the introduction of new processes and the transition to new service delivery model.  The goal of the workshops is introduce the new changes, standard information and the new to to-be processes and the goal of the action plans help identify impacts and changes to be made

· Develop and maintain readiness scorecard and conduct readiness assessment
Deliverables:  Readiness Assessments, Change Network, Action Plans, Readiness Workshops, Readiness Scorecard and Go Live Readiness Summary


6. MassHR Roadmap 


The MassHR Roadmap provides the Commonwealth with a plan to manage the critical path activities and responsibilities necessary to start up, mobilize and execute the MassHR Program according to the recommendations outlined in this document.  This includes milestones to implement MassHR quick wins, short and long range initiatives and projects and includes the people/organizational, process, technology and programmatic changes needed to achieve the vision outlined in this strategy.  This plan attempts to blend the ideal with what is feasibility given the opportunities and constraints of budget, resources and time.  The roadmap organizes the details of a complex program within four digestible stages.  The roadmap should be owned by the MassHR Program Manager when selected and converted into a detailed project work plan used to manage the execution of the MassHR efforts.

Success of the MassHR program and the roadmap as outlined depends on the following factors:

· Collaboration – To drive the Commonwealth toward the vision of MassHR identified in this document and to capitalize on the opportunity to positively impact such a wide variety of stakeholders, the collaborative momentum gained during the strategic planning initiative must continue through the remaining phases of the program.  

· Integration of People, Process and Technology – Many of the strategies identified in this plan to support the MassHR program require the integration of several components weaving across people, process and technology.  Effectively coordinating these components requires a deliberate approach to do so and a program structure that facilitates the integration.

· Resourcing – Resourcing of the projects identified will need to be a regular topic of discussion in order to effectively manage this through each stage of the program.  It is expected that these initiatives will require the commitment of resources (at varying levels) from multiple sources (HRD, ITD, CTR, Agencies, and vendor) to be successful in accomplishing the expected benefits.

The chart on the following page represents the high-level sequencing of the major projects and next steps to implement MassHR.
Figure 6.0B: High-Level Sequencing of MassHR Initiatives and Associated Projects
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The strategy behind the phased approach is to deliver a logical progression of inter-related people, process, technical, and programmatic outcomes – with the pacing and sequencing of work determined by our capacity to implement and the ability of organizations to absorb change.  The objective of each phase and target outcomes to be delivered are as follows:
Phase 1: Program Foundation
Objective: quickly transition from strategic planning into program start-up and mobilization

Target Outcomes:
	People
	Mass HR program manager and key staff selected; vendor/consultant support in place; program management structure and project teams established; HR governance bodies in place; stakeholders in formed and on board

	Processes
	RFP and vendor selection completed; stakeholder communications conducted; branding launched for MassHR; quick-wins coordinated and rolled out

	Technology
	Requirements analysis and detailed planning initiated for time & attendance and basic employee self-service systems

	Programs
	First generation of Commonwealth-certified training programs available to all learners: manager/supervisory training, compliance/mandatory training,  performance management training


Phase 2: Core HR Capabilities
Objective: implement automated time & attendance and basic self-service systems along with supporting shared services functions; roll out new core workforce development programs 

Target Outcomes:
	People
	Shared services training & organizational development resources established; time & attendance support resources transitioned to shared services and other mission-oriented activities; managers and staff trained through core Commonwealth training programs 

	Processes
	Automated time & attendance; basic self-service; Commonwealth-wide training; streamlined hiring; enhanced performance management; HR professional development; foundational workforce analytics/planning; HR governance

	Technology
	PeopleSoft time & labor module implemented with related self-service capabilities; labor distribution and absence management modules or related capabilities delivered according to business needs

	Programs
	HR professional development & knowledge sharing program; employee engagement and retention program; refined Commonwealth-wide training programs; Commonwealth human capital plan (inclusive of recruiting, succession planning, diversity, leadership development strategies); others to be defined through the HR governance process 


Phase 3: Enhanced HR Capabilities
Objective: Objective: implement enhanced HR system capabilities  including self service supporting  additional shared services candidate functions; implement high-performing workforce strategies

Target Outcomes:
	People
	Additional shared services functions/resources implemented as determined through HR governance process; managers and staff trained through advanced training programs  

	Processes
	Enhanced self-service processes; advanced HR professional development; advanced workforce analytics/planning; others as determined through HR governance

	Technology
	PeopleSoft e-modules as determined through detailed business needs analysis

	Programs
	Advanced HR professional development; advanced workforce improvement plans (e.g., focused areas based Commonwealth human capital plan on on-going needs analysis); others to be defined through the HR governance process 


7. Appendix 
7.1 Approach 
Accenture used the following approach to execute the MassHR Strategic Planning process.  The approach included conducting interviews, workshops, and focus groups for information gathering as well as creating a communication strategy for Stakeholder Engagement to develop the final deliverables. 
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7.2 Participants List
More than 100 identified individuals were involved in this strategic planning effort as members of the project team, HR Advisory Council, Oversight Committee, and as participants in interviews, workshops, and focus groups.
	Stakeholder
	Agency
	Title

	
	
	

	Chief Human Resources Officer
	 

	Paul Dietl
	HRD
	Chief Human Resources Officer

	
	
	

	Oversight Committee
	 
	 

	Rosemary Powers
	DEP
	Chief of Staff

	Jim Reynolds
	DOR
	Senior Deputy Commissioner

	Tom Weber
	EOE
	Chief of Staff

	Jill Bassett
	HHS
	Chief of Staff

	Laura Marlin (vacating role as of 5/14)
	EOL
	Commissioner



	Heather Rowe (replacing Laura Marlin)
	DOL
	Program Manager



	Tom Gatzunis
	DPS
	Commissioner

	Steve Antonakes
	DOB
	Commissioner

	Ken Weber
	DOT
	Chief Administrative Officer

	Harold Clarke 
	DOC
	Commissioner

	Ron Duval
	DOC
	Associate Commissioner

	Matt Gorzkowicz 
	ANF
	Assistant Secretary for Budget 

	
	
	

	HR Advisory Council
	 

	Susan Montgomery-Gadbois
	DOR
	Director Human Resources

	Michael Lividoti
	DOR
	Deputy Commissioner Administrative Services Division

	Lauren Johnson
	OSC
	Director Resource Management Bureau

	Barbara Nobles Crawford
	EEA
	Secretariat Human Resources Director

	Donna Leete
	SCA
	Director Human Resources

	Barbara Robinson
	OCD
	Director Human Resources

	Renee Fullem
	HHS
	Director of Human Resources Strategic Planning

	Jeff McCue
	HHS
	Secretariat Human Resources Director

	David Olsen
	EOWLD
	Secretariat Human Resources Director

	Valian Norris
	EOE
	Secretariat Human Resources Director

	Irma Gutierrez
	EOPS
	Secretariat Human Resources Director

	Swee Lin Wong Wagner
	DOT
	Secretariat Human Resources Director

	Katie Luddy
	ANF
	Assistant Budget Director

	Diana Jeong
	EED
	  Finance Director

	
	
	

	HR Senior Staff
	 
	 

	Sally McNeely
	HRD
	Director of Policy & Talent Management

	Barbara Wooten
	HRD
	Deputy Chief Human Resources Officer

	George Bibilos
	HRD
	Director Organizational Development Group

	Sandra Borders
	HRD
	Director of Office of Diversity & Equal Opportunity

	Mark D'Angelo
	HRD
	Director of Employee Relations

	Michele Heffernan
	HRD
	Deputy General Counsel

	Brian Hickey
	HRD
	CFO / Workers' Compensation Administrator

	John Langan
	HRD
	Deputy Director, Office of Employee Relations

	John Marra
	HRD
	General Counsel

	Scott Olson
	HRD
	Director of Operations

	Christine Scott
	HRD
	Finance Manager

	Deidre Travis-Brown
	HRD
	Director of Training & Learning Development Group

	
	
	

	Admin & Finance
	 
	 

	Jay Gonzalez
	ANF
	Secretary of the Executive Office for Administration and Finance

	Ron Marlow
	ANF
	Assistant Secretary for Access & Opportunity

	
	
	

	GIC
	 
	 

	Dolores Mitchell
	GIC
	Executive Director

	
	
	

	ITD
	 
	 

	Anne Margulies
	ITD
	Chief Information Officer

	
	
	

	OSC
	 
	 

	Marty Benison
	OSC
	Comptroller

	
	
	

	HR/CMS Project
	 
	 

	Richard Divosevic
	HRD/HR/CMS
	Program Manager

	Kathy Sheppard
	OSC
	Deputy Controller

	David Herzog
	HR/CMS
	Project Manager, PeopleSoft 9.0 Upgrade

	Darrel Harmer
	ITD
	Director, Project Management Office

	Jodi Dongoske
	ITD
	Director of Enterprise Systems

	Deb Giacchino
	HRD
	HR/CMS Group Manager

	Kevin McHugh
	OSC
	Bureau Director, Statewide Payroll

	
	
	

	Training Managers
	 
	 

	Matt Casey
	DOR
	Director, Employee and Training Development

	Jean Comparetti
	DMH
	Director of Training

	Bill Dupre
	DOC
	Acting Director, Training Academy

	Shawn Givhan
	POL
	Director of Human Resources

	Augusto Grace
	DOT
	Department Manager, Talent and Professional Development

	Sarah Harding
	EEC
	Director of Human Resources

	Ralph Jordan
	EOLWD
	Director of Professional Development

	Bobbi Legg
	DCR
	EDP Systems Analyst

	Bonnie Tavares
	HHS
	Director, Center for Staff Development

	Deidre-Travis Brown
	HRD
	Director of Training & Learning Development Group

	Maurice Wright
	DOL
	Director of Outreach

	Patricia Zorka
	EOLWD
	Director of Employee Development and Training

	Johanna Zabriskie
	DCR
	Deputy Director of Human Resources

	HR Managers
	 
	 

	James Montgomery-Hyde
	HHS
	Director of Employment Services

	Ellen Wright
	ITD
	Director of Human Resources

	Alexandra Mcinnis
	DOC
	Director of Personnel

	Theresa Kelly
	MCAD
	Director of Human Resources

	Regina Caggiano
	HRD
	Assistant Director, Organizational Development Group

	Karen Hetherson
	DOC
	Director of Human Resources

	Michael Lee
	DOT
	Department Manager, Total Compensation & Benefits

	Joan Makie
	DOT
	Department Manager, Talent Acquisition & Staffing

	Diversity Directors
	
	

	Lorraine Woodson
	EHS
	Director of Diversity

	Marty Lydon
	GIC
	Director of Human Resources

	Ken Owens
	EOLWD
	Director of Diversity

	Mukiya Baker-Gomez
	DOT
	Director of Civil Rights

	Ron Marlow
	ANF
	Asst. Secretary for Equal Access and Opportunity

	Labor Relations Directors
	
	 

	Cheryl Malone
	HRD
	Assistant Director, Employee Relations

	James Whelan
	HRD
	Assistant Director, Employee Relations

	Jonathan Platt
	DDS
	Director of Labor Relations

	Marianne Dill
	EHS
	Director of Labor Relations, Health Cluster

	Penny Carney
	DCR
	Labor Relations Specialist

	Michael Williams 
	DWD
	Director of Labor Relations

	Michael Rutherford 
	DOT
	Director of Labor Relations

	Dianne Canavan
	ESE
	Director of Labor Relations and Training

	Steven Perry
	HRD
	Senior Labor Relations Advisor

	
	
	

	Workers’ Compensation
	 
	 

	Denise Attwood
	HHS
	Director of Employee Safety and Health

	Robin Borgestedt
	DOC
	Counsel II

	Kelley Correira
	DOC
	Wokers' Comp Coordinator

	Denise Costa
	DOR
	Accounts Payable Manager

	Mike Fleming
	DOT
	Department Manager, Workforce Management and Employee Programs

	Brian Hickey
	HRD
	CFO / Workers' Compensation Administrator

	Kimberly Poirier
	DOT
	Program Manager, Workforce Management and Employee Programs

	
	
	

	IT & SCIOs
	 
	 

	Marcie Desmond
	ANF
	Secretariat CIO

	Ellen Wright
	ITD
	Director of Human Resources

	Jodi Dongoske
	ITD
	Director of Enterprise System Services

	Edward Colley
	ITD
	Technical Project Manager

	Steven Catino
	ESE
	Personnel Manager

	Darrel Harmer
	ITD
	Project Management Office Director

	
	
	

	Union Leadership
	 
	 

	Kevin Preston
	NAGE
	NAGE State Director

	Joe Durant
	MOSES
	President

	Michael Grunko
	SEIU Unit 8+10
	President

	Tony Caso
	AFSCME
	Executive Director

	
	
	

	Agency Heads/Secretaries
	 
	 

	Enrique Perez
	EOHED
	Chief of Staff

	Jeff Mullan and Agency Heads
	DOT
	Secretary 

	Gregory Bialecki and Agency Heads
	EOHED
	Secretary 

	Carole Cornelison
	BSB
	Superintendent

	Dr. JudyAnn Bigby and Agency Heads
	EOHHS
	Secretary 

	Navjeet Bal
	DOR
	Commissioner 

	Jim Reynolds
	DOR
	Senior Deputy Commissioner

	Chris Bowman
	CSC
	Commissioner

	Ellen Bickelman
	OSD
	State Purchasing Agent

	David Perini
	DCAM
	Commissioner

	Thomas Hammond
	ATB
	Chairman

	Richard Heidlage
	ALA
	Acting Chief Administrative Magistrate

	Angelo McClain
	DCF
	Commissioner

	John Grossman
	EOPSS
	Undersecretary

	Barbara Anthony
	SCA
	Undersecretary

	Tom Weber
	EOE
	Chief of Staff

	Senate & House Ways & Means Committee
	 

	Doug Howgate
	Senate Ways & Means
	Budget Director

	Bethany Riportella
	Senate Ways & Means
	Budget Analyst

	Jeita Phillips
	House Ways & Means
	Budget Director

	Katie Hammond
	House Ways & Means
	Budget Analyst

	CFO’s
	 

	Paul Naves
	DOR
	CFO

	Frank Reardon
	DOR
	Budget Director

	Steven Barnard
	EHS
	CFO

	David Bunker
	EOE
	CFO

	Sandra Bachman
	EEA
	Fiscal Officer

	
	
	

	Joan Lenihan
	EOLWD
	Director Admin & Finance

	Ellen Donaghey
	EPS
	Chief Fiscal Officer

	
	
	



7.3 Interview Summary & Key Themes (strengths and needs) 
The following themes (strengths and needs) were summarized as a result of the interviews held with the participants listed above.  These themes were reviewed with the Advisory Council and Oversight committee and used as the foundation for the initial strategic plan workshop and have been a basis for building the recommendations in the strategic plan based on the current state.
Key Themes – Strengths

Centers of Excellence in Place Today:
1. Training, professional development, communication, and change management (HHS, DOR, Comptroller)

2. Workforce planning and analytics (HHS)

3. Labor relations – policy, negotiations, training and guidance (HRD)

4. Workers ‘ Compensation (HRD, HHS, DOC)
Proactive Knowledge Seeking and Sharing
1. Labor relations expertise and assistance frequently requested; proactive collaboration among Labor Relations professionals

2. Continuous seeking of ”external”  leading practices and experiences
Strong Leadership and Expertise at the Top
1. Responsive service and issue resolution when experienced professionals/managers are reached/available (offset by challenges of obtaining reliable responsiveness, flexibility, and competence at staff levels) 

2. Strong collaboration/cooperation among certain organizational entities and groups through extended experience of building trust and credibility
Key Themes – Key Needs
1. Provide clear, constructive, and accessible HR policies and procedures across the Commonwealth

2. Embed standard practices, procedures, and processes into HR systems and services across the Commonwealth

3. Maximize current ERP Investments and leverage IT capabilities to support critical HR objectives

4. Improve HR governance and management processes & structures 

5. Address HR organizational capacity and ongoing HR professional development

6. Improve workforce development capabilities through leveraging leading practices
7.4 Workshop Presentations & Pre-Reads 
As part of the strategic planning process three formal workshops were conducted with the HR Advisory Council.  Each workshop was designed to focus on various components of the end strategic plan delivery, building on the content and outcomes of the previous session.  In between the workshops there were several targeted discussions including topic specific focus groups.  A summary of the three workshops and the final materials for each workshop is included below.
 Workshop 1
At this workshop participants participated in an interactive exchange of information and opinions, challenging commonly held beliefs and ultimately driving towards ideas around an enterprise-wide Human Resources service delivery model covering four key areas of the Commonwealth’s future state: 
· HR Governance

· Talent Management

· IT/HR Technologies

· Shared Services
Workshop 2
At the second workshop participants participated in a small group exercise and large group exchange of information and opinions regarding:

1. Quick Wins & Foundational Initiatives (first 6 – 12 months) 

2. HR Service Delivery Model
Workshop 3
Once the proposed HR Service Delivery Model is developed, the team then met for the third and final workshop to discuss the necessary steps to move from the current state to the future state model:

· Gain high level agreement on the shared services candidate functions

· Discuss the implementation roadmap 

· Review the remaining steps leading up to submission of the final strategic plan 

7.5 Focus Group Materials 
In addition to the three workshops, various topic specific focus groups were scheduled and conducted.  Attached are the final versions of all focus group presentations.

7.6 Relevant Best Practices for Consideration
The following describes key leading practices to support several of the workforce enhancement initiatives outlined in Section 3:

· Employee Engagement and Best Places to Work Surveys
Employee engagement is best understood under the broader context of the work environment.  Two models are available to leverage.  The first focuses primarily on Employee Engagement and Satisfaction, exemplified by the following sample survey:
[image: image21.emf]
The other examines broadly what makes an organization a best place to work, for example the “Best Places to Work in the Federal Government” survey administered below by the Partnership for Public Service and the Institute for the Study of Public Policy Implementation at American University on behalf of all federal government agencies.  The survey is conducted every two years and draws on responses from more than 212,000 civil servants to produce detailed rankings of employee satisfaction and commitment across 279 federal agencies and subcomponents.  Agencies are ranked on a Best Places to Work index score, which measures overall employee satisfaction, an important part of employee engagement.  In addition, agencies are also scored in 10 workplace environment (“best in class”) categories such as effective leadership, employee skills/mission match and work/life balance.

Trend data on changes since 2003 (the first year the survey was conducted), 2005 and 2007 are provided along with expert analysis of what the results mean. As a reflection of the effectiveness and value of the survey, the Obama administration has announced plans to use the biennial survey to shape the 2011 budget process, where poor performers will be asked to put together performance improvement plans as part the agencies’ budget submissions.
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· Total Rewards Approach
Successful organizations are using the concept “total rewards” to reinforce the value proposition of work and employment for their employees.  Total reward expands the lens of what it means to be rewarded for your work, going beyond salary to include the experience and benefit of working for an organization. 

As exemplified in the picture below, total rewards emphasizes:

· Monetary and nonmonetary “return” provided to employees in exchange for their time, talents, efforts and results.

· Recognition as a key lever necessary in order to reinforce the value of performance improvement and foster positive communication and feedback. It can be programmatic or simply cultural in execution.

· Well-crafted total rewards strategies align appropriately with five key areas to attract, motivate and retain talent that produces desired business results.

This model has tremendous value in framing the “value proposition” for working for the Commonwealth, and is part of the total Talent Management agenda to be examined under the Center of Expertise framework.
Total Reward Approach
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7.7 Communication Strategy 
The attached communication strategy was created to successfully engage stakeholders in the MassHR strategic planning process. A stakeholder engagement chart and plan were also developed to identify stakeholders and appropriate communication methods.

7.8 Shared Services Leading Practices
In preparation for workshops #1 and #2, the following pre-read materials describing shared services leading practices were sent to attendees.
7.8.1 Example Service Level Agreement for Shared Services
Attached is the example shared services service level agreement that was shared during Workshop #3.

7.9 Roles and Responsibilities
A Roles and Responsibilities Matrix was created to identify which functions would reside within each HR organization after introducing a Shared Services operation.

Function





Performance Metric





Contact Center





•





% of calls abandoned





•





% of same day call resolution





•





Average answer speed for a call





•





Average talk time





•





Average after call time (after call work (ACW))





•





Availability of the contact center





•





Average call handling time





•





Average call wait time





•





Time to close case





Employee Admin





•





Time to complete government verifications of employment





•





# of surveys collected





Recruiting and 





Onboarding





Administration





•





Time to source candidates





-





•





% of offer letters generated accurately





•





% of offer letter packets prepared accurately





•





# of new hire packets compiled accurately





•





On





-





time delivery of new hire packets





•





Time to complete provisioning activities





Mandatory/





Shared Training





•





Satisfaction with classes/content





•





# of students registered and % attendance





•





Contribution to overall compliance rate (% completion of mandatory 





course)





HRIS





•





% of service provided to support technical operations





•





Ability to respond to Priority 1 technology cases





•





Availability of production systems





•





% of time to fulfill projects





Data Management 





and Reporting





•





% of time to deliver HR reports 





•





Accuracy of HR reports





•





% of reporting requests handled promptly





•





Timeliness to create standard and custom HR reports





Project 





Management





•





# of projects completed on time





•





Satisfaction scores for Project Resources





•





# of projects completed under or at budget





Payroll 





Administration





(prospective only 





–





further discussion with 





Comptroller required)





•





Compliance with SLA on-time payment rate





•





% of complete and accurate payroll cycles





•





% of tax payment and reporting to federal, state and local authorities





•





% of remittances and third party payments submitted





Employee 





Relations





•





Time to resolve 





case





•





Customer satisfaction with service
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“[My] department has a workforce with an average age well into the 50s. We have a weak bench in terms of young people to follow us. This will create problems within the next 5-10 years when these folks start retiring in large numbers” – Employee Perspective





Stages of Change Acceptance








Fig. 2.3A:  Documented Hiring Process for a Large Agency





Fig. 2.3E





Fig. 3.1A





Fig. 3.2A





Fig. 3.3A





Fig. 5.0A





Fig. 5.2A





Fig. 5.3A





Fig. 7.1A





Fig. 7.6A





Fig. 7.6B





Fig. 7.6C





Fig. 7.6D





Table 5.3A





Table 7.2A





Fig. 6.0A





Table 3.1B





Fig. 1.4B





Fig. 3.2.1B





Fig. 3.2.2C





Fig. 3.2.3D





Fig. 3.2.3E





Table 3.2.3F





Fig. 3.2.3G





Table 3.2.4A





Fig. 3.3.2B





Fig. 3.3.2C





Table 3.3.2A





�





Table 4.3A





“We need best practices across agencies… and the basic tools to get work done efficiently”


– Employee Perspective





Figure 2.3C: Two Worlds of HR





Figure 2.1B: Efforts Preceding the HR Strategic Plan





Figure 2.1A: Agency-Specific HR Models Lead to Complexity and Duplication





Figure 2.3B: Average Day in the Life of HR





Fig. 2.3D





Figure 3A: MassHRVision Framework








�	 Excluding bargaining unit employees. Employee conversations will be coordinated with union leadership.





��
	 HRD Annual Report Source Excel File


�	 Hackett


�	 Illustrative hiring process from EOHHS


�	 Impact of self service, just one benefit of MassHR, in creating 2% more time for strategic, business objective-aligned pursuits, per Towers Perrin, HR Service Delivery Research Report, 2005 (assumes 46,675 MA employees)


�	 Hackett


�	 Leading practice source: 2009 American Society for Training and Development State of the Industry Report
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Sheet1

		Learning Shared Service Pilot Initative:  Recommended Tasks and Sequencing

				Mo. 1		Mo. 2		Mo. 3		Mo. 4		Mo. 5		Mo. 6

		Key Tasks

		1. Plan, Organize, Define Standards



		2. Compile & Standardize Content



		3. Determine Delivery & Learning Administration



		4. Develop Communications & Change Mgt Plan



		5. Test & Refine Course Content



		5. Roll Out Content & Communications



		6. Design Shared Service Transition Plan
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