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Introduction

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

Turnover at DFPS remains lower than it has been in recent years despite a small increase in the agency-wide turnover rate since the end of fiscal year 2009. The extensive turnover reduction efforts at DFPS combined with public sentiments about the economy have worked together to produce drop in turnover between fiscal years 2007 and 2009. Turnover in fiscal year 2009 was 15.2 percent. Now halfway through fiscal year 2010, the DFPS turnover rate stands at an annualized rate of 16.6 percent. This increase is notable but should not be concerning. Turnover remains significantly lower than the relatively recent peak in turnover of 21.2 percent in fiscal year 2007, and retention efforts are under way.  
In fiscal year 2010, DFPS began to lose more early-tenure CPS workers than it had been in recent years. With the implementation of the projects within the 2010 Human Resources Management Plan -- particularly the Survey of Employee Engagement, CPS realistic job preview video and rookie year on-boarding -- that change could turn around.  
To review the progress of the fiscal year 2010 Human Resources Management Plan, this mid-year update includes the following:

· Status of the Fiscal Year 2010 Human Resources Management Plan,
· Fiscal Year 2010, Second Quarter, Turnover Highlights, and 
· Appendix: Rider 13 Employee Annualized Turnover Report.
Status of the Fiscal Year 2010 Human Resources Management Plan
Because of the success of projects in fiscal year 2009, DFPS continues similar work in fiscal year 2010. Significant work has been undertaken with the goal of reducing turnover, and many of those efforts will come to completion over the next six months. The following table shows each project included in the 2010 Human Resources Management Plan along with a status update. 
	Project
	Status

	2010 Survey of Organizational Excellence -- Much of the data supporting projects undertaken in the Human Resources Management Plan comes from the Survey of Organizational Excellence (SOE). This survey was last administered to DFPS employees in February and March 2008. The next iteration of the survey will be done in early 2010. The survey data will be analyzed for agency-wide issues. Regional data will be shared with CPS and APS regional directors. District data will be shared with CCL district directors. 
	In Progress -- Since the 2010 Human Resources Management Plan was written, the name of the SOE changed to the Survey of Employee Engagement (SEE). All DFPS employees were given the opportunity to participate in the 2010 SEE. The survey was open between February 22 and March 12. More than 74 percent of employees completed the survey. Sixty-seven percent of employees completed the survey in 2008. This increase is likely attributable to enhanced communication efforts by DFPS and HHSC prior to the survey period. The University of Texas is currently compiling data reports for DFPS. 

	FY 2009 DFPS Exit Survey Results -- DFPS began surveying individuals terminating employment with the agency in January 2009. This survey is more extensive than the survey administered by the State Auditor's Office and is customized to the agency's needs. The survey data from FY2009 will be analyzed for agency-wide issues. Regional data will be shared with CPS and APS regional directors. District data will be shared with CCL district directors. 
	Complete -- The 2009 DFPS Exit Survey Annual report was distributed to management in November 2009. Subsequent annual reports will be produced on a regular schedule. Completed DFPS and SAO surveys are reviewed monthly. Comments alleging a work rule violation are forwarded to the appropriate Executive Team member for further investigation. Comments that allege illegal activity are forwarded to DFPS Legal Services. All comments made on both the DFPS and SAO exit surveys are forwarded to the appropriate Executive Team member each quarter. 

	Statewide Intake Retention Initiative -- While all DFPS programs have shown improvement, turnover at the agency's abuse and neglect call center, Statewide Intake, remains significantly higher than turnover in other programs. Leadership in Statewide Intake has initiated a retention project patterned after the Workforce Support and Retention Initiative. Focus groups were held with workers and supervisors to glean ideas on ways to improve the program for staff. Managers are chairing work groups comprised of supervisors and workers to address the issues raised. 
	In progress -- The six work groups that make up this initiative are Strengthening Supervision, Managing Workloads, Promoting Employee Communications and Input, Improving Hiring Practices, Valuing Employees and Enhancing the Work Environment. Work groups within the Statewide Intake Retention Initiative have selected projects to undertake and have begun work on them.  Turnover in Statewide Intake has decreased from 20.7% in fiscal year 2009 to an annualized rate of 20.0% through the first half of fiscal year 2010. 

	Tarrant County Retention Initiative -- Under the guidance of the CPS and APS regional directors and the CCL district director, staff in Tarrant County are undertaking a retention initiative called "Stay Another Day." The initiative was started after a similar initiative in Bexar County had success. Focus groups were held with workers and supervisors to find ways to improve the work environment within the county. Work groups are determining projects to undertake. 
	In progress -- The six work groups that make up this initiative are Strengthening Supervision, Managing Workloads, Promoting Employee Communications and Input, Improving Hiring Practices, Valuing Employees and Enhancing the Work Environment. These work groups have met multiple times and identified areas of improvements. The groups collectively will meet with IT to complete final initiatives and areas of concern in April. A final meeting in May will resolve this retention committee. A report will follow that will highlight retention efforts for positive outcomes. 

	Study Workers with High Caseloads -- Despite the reduction in caseloads over the past few years, stress related to workload continues to be a significant factor contributing to turnover. Workers who maintain high caseloads will be studied to determine if there are short-term steps that can be done to improve process and workload. Surveys were sent to selected workers and their supervisors in late FY 2009. Those responses will be analyzed and reported to agency and program leadership. 
	In progress -- Surveys were sent to the 20 caseworkers with the highest caseloads and their managers. Of those, 19 sets of workers and supervisors responded. Data analysis is in progress.  

	CPS Realistic Job Preview -- DFPS will produce a realistic job preview video for CPS caseworker positions. Job applicants will watch the video before an interview. Applicants can remove themselves from the hiring process if they decide they no longer want to pursue employment as a caseworker. It is far better for DFPS to deal with low applicant pools than invest in new caseworkers who will not be successful. The video will show actual interviews with CPS caseworkers giving the positive and negative aspects of the job. The video is nearly complete. 
	In progress -- The video is complete. A work group reviewing the hiring process for caseworkers is determining how to best implement the video into the hiring process.  

	Standardize Testing for Bilingual Pay -- Bilingual pay can be used as a recruiting tool for field offices that find it difficult to attract qualified bilingual caseworkers. Regions that offer bilingual pay have different methods for testing an applicant’s proficiency in the second language. In FY 2009, DFPS began work to standardize the way applicants are tested; however, this process was delayed. The HHSC Civil Rights Office (CR) reviewed the DFPS procedures around bilingual pay. CR found these procedures non-discriminatory but suggested that they be formally documented. DFPS is currently documenting those procedures. Once that is done, DFPS can begin developing the standardized test. 
	In progress -- Documenting internal procedures around bilingual pay as recommended by the HHSC Civil Rights Office is near completion. Those procedures will specify that an applicant must pass a standardized bilingual test before an increase in pay can be awarded at the time of hire. The procedures are scheduled to be published this month. 

	Rookie Year On-Boarding -- The Workforce Support and Retention Initiative Valuing Employees work group spent a great deal of time studying how to integrate new employees into the agency's culture. They discovered that may employers tend to view this process as taking somewhere between a day and a week. In their research, the work group found that this process takes much longer and begins before the employee arrives for the first day of work. The work group developed the rookie year on-boarding concept to help supervisors welcome and support their new employees through the first year. The materials are being finalized and will be rolled out to supervisors. 
	In progress -- Final edits to the materials are in progress. An intranet page to house all the materials is under development. A communication plan is under development. This plan will include when and how all managers will be notified about the roll-out of the materials and how managers will be reminded of the materials each time they hire a new employee. 


Fiscal Year 2010 Second Quarter Turnover Highlights

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

· Overall DFPS turnover rate increased from 15.2% in FY 2009 to an annualized average of 16.6% as of the second quarter of FY 2010.
· The programs with the highest turnover: 
· Statewide Intake (SWI) – 20.7% 
· Child Protective Services (CPS) – 18.0%
· The programs with the lowest turnover:

· Child Care Licensing (CCL) – 12.4%
· Adult Protective Services  – 14/1%
· The job classification that showed the most improvement: 
· CPS Special Investigators – 18.2% in FY 2009 to 12.4% for the first half of FY 2010.   
· Entry-level CPS caseworkers make up 21.7% of the DFPS workforce. Their turnover rate increased slightly from 31.3% in FY 2009 to 34.2% through the first half of FY 2010. 

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

While DFPS experienced a small increase in turnover, this increase should not be alarming. Turnover had steadily decreased since fiscal year 2007, and the current turnover rate is well below where it was at that time. The turnover data shows that DFPS began to lose more early-tenure CPS workers than it had been recently. With the implementation of the projects within the 2010 Human Resources Management Plan -- particularly the Survey of Employee Engagement, CPS realistic job preview and rookie year on-boarding -- that trend could turn around. 

DFPS is committed to continuing the significant improvement in turnover achieved in the last few years. Reducing turnover – particularly among direct delivery staff – is critical for improving employee morale and maintaining excellent levels of service to clients. 

 APPENDIX: RIDER 13 EMPLOYEE ANNUALIZED TURNOVER REPORT 

Department of Family and Protective Services (DFPS)

	Functional Title 
	FY 2009 Turnover Rate1
	FY 2010 Annualized Turnover Rate1

	All Employees 
	15.2% 
	16.6% 


Child Protective Services (CPS)

	Functional Title 
	FY 2009 Turnover Rate1
	FY 2010 Annualized Turnover Rate1

	CPS Workers 
	23.6% 
	23.6%

	CPS Supervisors
	5.9%
	5.7%

	CPS Program3
	16.8%
	18.0%

	
	
	

	CPS Specialist II2
	31.3%
	34.2%

	CPS Specialist III
	12.6%
	16.1%

	CPS Specialist IV
	10.9%
	8.6%

	CPS Specialist V
	5.5%
	2.5%

	CPS Special Investigator
	18.2%
	12.4%

	
	
	

	CPS CVS Caseworker
	20.1%
	20.1%

	CPS FBSS Caseworker
	25.3%
	26.9%

	CPS INV Caseworker
	30.1%
	30.5%


Adult Protective Services (APS)

	Functional Title 
	FY 2009 Turnover Rate1
	FY 2010 Annualized Turnover Rate1

	APS Workers 
	17.7%
	18.0%

	APS Supervisors
	3.9%
	5.6%

	APS Program3
	13.7%
	14.1%


Child Care Licensing (CCL)

	Functional Title 
	FY 2009 Turnover Rate1
	FY 2010 Annualized Turnover Rate1

	CCL Workers4
	15.4%
	12.6%

	CCL Supervisors
	2.7%
	0.0%

	CCL Program3
	13.1%
	12.4%


Residential Child Care Licensing (RCCL)

	Functional Title 
	FY 2009 Turnover Rate1
	FY 2010 Annualized Turnover Rate1

	RCCL Workers4
	9.1%
	14.8%

	RCCL Supervisors
	13.3%
	8.5%

	RCCL Program3
	8.2%
	16.2%


Statewide Intake (SWI)

	Functional Title 
	FY 2009 Turnover Rate1
	FY 2010 Annualized Turnover Rate1

	SWI Workers 
	24.7%
	20.5%

	SWI Supervisors
	3.1%
	0.0%

	SWI Program3
	20.7%
	20.0%


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

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

3Because program group totals include all employees in that program, this number will exceed the total number of workers and supervisors in the program. 

4CCL and RCCL Workers include employees serving in worker job codes and in the Inspector job codes. 
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