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Ministry of Forests and Range
and Minister Responsible for Housing

Forest Service Human Resources Management Plan (Road Ahead)

November 2005

Ministry of Forests and Range 

Introduction

The Ministry of Forest and Range, more commonly referred to as the Forest Service, has experienced remarkable change in its organizational structure, resources and operations over the past decade.  While the organization has a legacy of responding successfully to large scale change, it has been severely tested in transforming policy and legislation, structural and program realignment, and managing issues, while still achieving large goal outputs.

Despite the Forest Service’s legacy of significant accomplishment, it was evident by late 2002 that the circumstances of more than a decade had left the organization challenged to maintain historic levels of performance, let alone achieve higher levels of performance in the future.  The Forest Service needed to pursue a course of revitalization and renewal, while continuing to focus on day-to-day business and goal achievement. In response to these challenges the Forest Service launched, in July 2004, a revitalization strategy called the Road Ahead.

The Road Ahead focuses on six goals - aligning with the broader Public Service Renewal Goals – that will help the organization meet current operational challenges while positioning the Forest Service and its people to be successful over the short and long term.  One of the goals is to ensure that the Forest Service has the right people, with the right skills, in the right place at the right time. To do this, a number of projects are required including “a workforce gap analysis to ensure a good understanding of the characteristics of the current workforce and future staffing requirements.” 

In June 2005, the Forest Service completed a Workforce Gap Analysis (Appendix A). As the ministry had been looking at upcoming retirement information since 2000, it was not surprising to the ministry that the report identified a shortage of skilled workers as a looming reality for the Forest Service.  

The following overview is meant to paint a picture of the complexities the Forest Service faces and to provide an overview on the strategies the ministry is working on in order to meet its objective of becoming a “high performing and learning organization” and an “Employer of Choice”.  Appendix A provides the full details required for the Workforce Planning Process.

Complexity - The Forest Service in the Future

A Ministry Senior Manager’s meeting recently considered what ministry business would look like in 2012, specifically what will make it a relevant organization in 2012. While they cannot know now what the work streams will be at that time, they agreed there are indications.

The Senior Managers concluded that the jobs as they know them today are changing and these changes will require a broader view of the ministry’s approach to forestry in general to increasingly include:

· more sustainability, 

· environmental factors, 

· industry factors, and 

· a business approach that includes “non-traditional” focuses such as marketing, strategic planning, client service and leadership. 

The changing face of industry will require the ministry to continue an adaptive and increasingly innovative approach to everyday work including:

· policy development

· pricing system and strategies

· streamlining timber tenures

· increasing use of technology

A Forest Service internal report in 2004 identified another factor: a shrinking land base due to pressure for preservation of the remaining forest resource and higher levels of forest health risk including bug infestation, global spread of pathogens, and more destructive fires.

The Forest Products Association of Canada has cautioned that Canada must look to the future in forestry with five key strategies in mind:

· a strong customer focus

· world-class forest management and policy framework

· global leadership in technology and innovation

· continuous improvement in social and environmental performance

· better skills development to meet changing competition, management and technological needs, and 

· better labour relations.

This suggests that the BC Forest Service, like other provincial governments across Canada, needs leaders who have a world view and a capacity to generate and direct change in its mandate in recognition of these key strategies. With the move towards the results based code and professional reliance there is expected to be an increasing emphasis on managing instead of doing, on performance monitoring and compliance and enforcement instead of making performance decisions.  These changes will require individuals to have competencies they did not previously require.  

Supply and Demand

[image: image1.emf]26%

74%

Employees Eligible for retirement Employees not eligible for retirement

[image: image2.emf]Percentage of Staff Eligible for Retirement by Job Stream, by Year

0%

10%

20%

30%

40%

50%

60%

70%

80%

90%

100%

Executive

Senior Mgmt

Mid Mgmt

Professional Forester

Senior Resource Tec 

Res Tech Admin

2015

2010

2005


[image: image3.png]Figure 1 Grasuates of twoycar forstey dploma programsfrom.
CoRages and chmicl schos i BB Conms



     [image: image4.png]



High Performing, Learning Organization - Employer of Choice

The Ministry is facing the same workforce shortages that businesses and governments across Canada are facing. There is and will continue to be fierce competition for available skilled workers. The recruitment strategies that the Forest Service uses will be just as aggressively employed by other employers. Consequently, the Ministry must identify what potential it has to be an employer of choice as well as to make the changes that will ensure that it retains and continues to attract quality employees now and in the future.  

Extensive input from employees at all levels of the organization, combined with the results of a workplace survey in late 2002, clearly demonstrated the need for corporate-wide revitalization.  In responding to these expressed needs, a comprehensive strategy under the title of the Road Ahead was developed to guide revitalization of the Forest Service.

The goal of the strategy is to revitalize the Forest Service and build an even higher performing organization.  Six objectives have been established:

· Ensure all employees understand the vision, mission and values of the Forest Service, and can connect them to their work and clarify our stewardship vision, mandate and program responsibilities.

· Improve leadership at all levels of the Forest Service.

· Understand, support and practice ongoing individual and corporate learning.

· Ensure we have the right people, with the right skills, in the right place at the right time.

· Create and maintain a healthy, safe workplace, where all employees understand and practice a good work-life balance.

The ministry has taken a four pronged approach towards work environment strategies by developing strategies under leadership, learning organization, workplace wellness and workforce planning.  The purpose of this approach is to position the ministry as a high performing organization that is an employer of choice in the public sector.  

With strong Executive and senior management support, and widespread employee engagement, significant implementation has occurred in all strategy areas.  In order to measure the effectiveness of the revitalisation activities outlined in the Road Ahead, the Ministry of Forests and Range developed a set of performance measures and then initiated the development of a survey to examine whether the Ministry is heading in the right direction and what additional work is required to reach the goal of becoming a higher performing, learning organisation.  The information provided from the June/July 2005 survey results will help ensure that the Ministry is accountable, outcome focused and has the data to continually improve.  The overall objective of the survey was to establish a baseline for performance measure to allow the Ministry to determine the extent to which the goals of the Road Ahead are currently being met.  

The survey used one comparator question from an all staff Forest Service Employee survey conducted in Fall 2002.  Employees were asked whether they were satisfied with their employment with the ministry.  As illustrated in Chart the following chart, results for the 2002 Workplace Employee Survey found that just over one-half (54%) of those surveyed were satisfied with their jobs in the Ministry while in 2005, almost three-quarters (71%) reported being satisfied, representing a 17% increase in satisfaction between 2002 and 2005.  Although there is much work that needs to be done, this positive result leads the ministry to believe that it is on track to becoming an Employer of Choice.

Improvement in Satisfaction with Employment in the Ministry

2002-2005
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Workforce Planning

Beyond the fact that good workforce planning is “good business”, within the next decade the Forest Service can expect increased retirements and difficulty in recruiting staff.  

· By 2010, 44% of Ministry of Forest employees will have reached the age of 55. This implies a significant loss of intellectual capital and corporate memory.

· The retirement of the “Baby Boomers” throughout the economy implies increased competition to retain existing staff and recruit employees.

To address these future challenges before they become problems, a workforce plan needs to be in place to ensure that the Ministry has the right employees with the rights skills in the right place at the right time. Workforce planning provides a strategic method for addressing present and anticipated workforce issues.

In June 2005 the ministry completed a gap analysis and identified strategic actions in three areas: 

1. Recruitment and Selection: Strategies that focus on recruiting and selecting the best candidates, in a timely and efficient manner, from both inside and outside the organization, using modern selection techniques.  Also, given the dwindling enrolment into technical and professional forestry programs/schools impacts the entire forest sector, the ministry is leading a Forest Sector Recruitment meeting in January 2005.  Representatives from the Ministries of Forest and Range and of Advanced Education, along with the BC Association of Forest Professionals, the Education Sector, Industry, and the Aboriginal Community will come together for a one day meeting to review the “people challenges” facing the forest sector and determine whether or not there is a common need to work together on this issue.

Additionally, as the ministry has a number of severely isolated and hard to recruit to locations, a subgroup has been formed to specifically address strategies unique to these locations.  Many of the strategies identified are tied to bargaining issues.  Cost of living is a key factor in these locations and often ministry staff are working along side industry and Federal Government employees who have enhanced wage and benefits compared to the BC Public Service.  In order to attract and retain staff to these locations, the provincial government needs to have more competitive and flexible policies in place.  We must also be able to take advantage of taxable benefit options made available through the Canada Revenue Agency, such as the Northern Residents Deductions.

2. Training and Development: Through training and development, an individual’s skills and knowledge are grown to enhance work performance, career advancement, and increase personal competencies.  The effective used of Employee performance and Development Plans (EPDPS) is a key tool to developing staff for future opportunities.  Like all Ministries, the Forest Service worked hard to ensure that it met with the 100% compliance factor to complete EPDPs that did not allow the ministry to have an integrated implementation strategy.  The current focus is now on making the EPDP process meaningful to all staff.  The ministry has its own Corporate Employee Learning Fund to assist the ministry in developing staff in ministry specific corporate training that falls outside the Public Service Learning Fund and is also piloting several developmental positions in order to build capacity for upcoming high-risk vacancies.

3. Retention: The design and use of tools and practices that promote a satisfying work environment (including training and development), help retain quality employees and preserve corporate knowledge.  Some examples the ministry is currently working on include: creating and promoting competency profiles for all high-risk positions; conducting employee surveys to ensure that strategies being employed under the Road Ahead are meeting the goals and objectives; engaging staff in discussions around vision, mission, values and mandate, and implementing an knowledge management “Expertise Locator” tool known as ForesTree.

Leadership: Leadership renewal and development in the Forest Service involves helping employees in all parts of the organization prepare to take on leadership roles.  Strong leadership is a prerequisite to being a high-performing organization and a key feature of being an employer of choice.

The need for effective leadership is not limited to the Forest Service, as evidence from Canadian workforce research indicates some 80 percent of employees leave their jobs due to poor leadership and supervisory management.  Effective leaders inspire others to commit to a common purpose or goal and help create the conditions that empower others to succeed.  Leadership renewal and development in the Forest Service are targeted at ensuring leadership capacity exists at all levels in the organization and is being invested in continuously.

Over the past year, recognition of the value of individual employee knowledge has been a driver of many approaches of the leadership renewal strategy, including cross-functional working groups and teams, communities of practice, mentoring and formal leadership training.  Mentoring programs in two regions complement the formal mentoring program launched by the ministry in June 2005.

Customized programs and approaches have been developed to meet the specific needs of some divisions and branches, with a goal of improving both personal and organizational performance.  Efforts at leadership development complement knowledge management and learning organization initiatives.

A unique leadership development opportunity has been provided through a 12-member Deputy Minister Employee Advisory Council (DEAC), which was created to provide a forum for the Deputy Minister and Executive to dialogue with staff on issues that do not already have a process or forum in place.  The advisory council is a vehicle to empower staff, share influence, develop leadership, support personal career growth and have fun.  Other leadership development initiatives include widespread participation in government’s ‘Leading The Way’ program and the targeted work of the Pacific Institute’s Imagine 21 program on causative learning.

The ministry has also approved a leadership “Best Practices” project entitled “Partners in Performance.”  This initiative has been created to support the leadership growth of practices and culture for a high performing forest service.  Partners in Performance formalises an approach through which the ministry can share best practices across the Forest Service and learn from each other. It focuses on our people, our culture, and our business. 

All of these activities support the empowerment of employees, which requires the delegation of responsibilities to all levels of the organization.  Empowerment requires authorizing and trusting others to take on major responsibilities, and it also means a leadership mindset that develops and mobilizes employees.  Empowered employees take responsibility, have a sense of ownership, take satisfaction in their accomplishments, and have power over what and how things are done.  Empowerment is possible only if capable individuals are available and encouraged to accept leadership responsibilities.

Learning Organization:  The Forest Service functions in a business and operational environment that is increasingly complex, dynamic and global.  Excelling in such an environment requires being able to adapt quickly through continuous learning and innovation.  A learning organization strategy for the Forest Service will revolve around the applications of knowledge management principles and best practices.  Organizations do not learn – people do.  Successful organizations provide meaningful work that contributes to employees feeling valued and, in exchange, they continue to learn and contribute to the goal of being a high performing organization.

A learning organization is one where individuals and the organization are committed to continuous learning, as well as continuous improvement and is characterized by having employees that are flexible, adaptive, innovative and capable of dealing with rapid change.  Executive members and senior managers believe that successful revitalization of the Forest Service and being a higher performing organization involves becoming a learning organization.  Achieving this goal contributes to the Forest Service being viewed as an employer of choice.

The term “Learning Organization” is relatively new and has many different meanings, to many different people.  An important objective of a learning organization strategy is to ensure all staff understand, support and practice individual and corporate learning on a continuous basis.  Implementation of such a strategy will involve completing an inventory of the materials, programs and information already available as well as identifying the characteristics required to be a learning organization.  It will involve the sharing of information and removing barriers to learning.  A ministry working group has been working on a Forest Service definition of Learning Organization and recently undertook an exercise to better understand the characteristics of a learning organization and where the ministry sits.  Using a tool called “The Learning Signature” (Appendix B) the working group explored strengths and weaknesses of the organization and are now building strategies to move forward.

Over the past three years, the ministry is has increased the usage of learning tools such as. open space, courtyard cafes, interview matrixes, challenge walls etc. In April 2005 over 500 Forest Service employees, in five sessions throughout the province, had the opportunity to engage in a dialogue with Bob Chartier, a Federal Public Servant specializing in learning organizations, of what it means to be a learning organization and to better understand the shift we are making to the knowledge era.  In September 2005, 35 employees spent an in-depth week with Bob Chartier and were trained how to use various learning organization tools in the workplace.  This group has become an internal resource for the ministry and have created a community of practice to support the growth of these practices throughout the organization.

Workplace Wellness:  Wellness is an active, lifelong process of being aware of the choices available and making decisions for a more balanced and fulfilling life.  This involves the choices and priorities that determine lifestyle.  A healthy work-life balance is considered as meaningful daily achievement in each of the four life quadrants – work, family, friend and self.

Evidence indicates that most managers, supervisors and employees equate wellness with a workplace health strategy, which typically is a health and wellness initiative that uses a combination of rewards and incentive programs and information sessions to help employees achieve a healthier lifestyle.  Research suggests that it is important to move beyond workplace health to the more ambitious goal of creating a healthy organization.  A systemic change of this scope requires a clear vision, strong commitment, cooperation, and involvement from everyone involved.  Creating a healthy organization requires support from people at all levels of the Forest Service.

Workplace Wellness means having a work environment where employees make a contribution to the organization.  There are five major elements of workplace wellness:

1. Physical Environment – factors include those that affect the safety of the work environment and the physical health of employees, i.e., identification, evaluation, evaluation and control of hazards, ergonomics and air quality.

2. Health Practices – includes factors that directly impact health such as the Family Assistance Program, immunization, occupational health and safety information systems.

3. Work-Life Balance – workplace initiatives to help employees balance work and personal life such as job sharing, personal leave, tele-commuting, and best practices of things like Blackberry use.

4. Social Environment and Personal Resources – using opportunities for social activities and resources to help promote a positive workplace and improve morale.

5. Individual Employee Health – promote awareness of and opportunities related to individual health.

Healthy organizations benefit from having higher performance levels (individual and corporate), improved morale, more productive employees, decreased injury rates, reduced sick time, decreased absenteeism, reduced health and WCB costs, and effective recruitment and retention strategies.  Both the 2003 and 2004 Workplace Health and Benefits Reports demonstrates that the Forest Service is consistently lower than the over BC Public Service.

To ensure continue success in this area, a Workplace Wellness Coordinator was appointed in November 2004 to coordinate the integrated delivery of health, safety, employee rewards and recognition programs.  A Workplace Wellness Team has been created with cross-representation of safety and health, and wellness staff from regions, districts and headquarters.  In October 2005, the ministry hosted a Workplace Wellness conference where 115 Forest Service employees and BC Public Service Agency guests gathered to hear Dr Graham Lowe speak on creating Healthy Organizations.  Dr Lowe then led the team through planning session in order to update the ministry’s 3 year workplace wellness strategy.  The ministry had the event taped and copies have been made available to all ministry locations so that the information can be shared with employees unable to attend the session.

Conclusion;

The Forest Service will need to ensure that its policies reflect the needs of the work population such as flexibility, investing in employee learning and opportunities to learn on the job through temporary stretch assignments. 

Significant changes must also be made to Public Service policies to allow the ministry to be a nimble, flexible organization if we hope to be able to compete in the “war for talent.”  Issues such as competitive compensation packages, flexibility to offer solutions to specific locations rather than the traditional “broad scale” approach, hours of work and changes to staffing are critical if the Forest Service is going to be able to attract and retain the skilled workers we require.

Section 1: Workforce Planning Strategies

	Key roles
	Strategy
	Timeline
	Description

(for further info where appropriate)

	1. Technical and Professional
	Complete competencies and suggested learning plans for these positions. Up load the information into iPlan so that it is readily accessible by all employees

Work with the Forest Sector to attract students to the Forest Industry
	2006-2007
	

	2.  Management
	Complete competencies and suggested learning plans for these positions up load the information into iPlan so that it is readily accessible by all employees
	2006-2007
	

	3.  Economists and Policy Analysts
	Complete competencies and suggested learning plans for these positions up load the information into iPlan so that it is readily accessible by all employees
	2006-2007
	


	Workforce Issues
	
	
	

	4.  Recruitment and Retention  Strategy  
	· Develop existing employees to meet current and future needs;

· Analyse and recommend mid-career and youth recruitment strategy options;

· Develop a pre-hire strategy;

· Analyse possibility of establishing a list of upcoming vacancies with desired competencies.

· Develop strategy to retain people eligible to leave; 

· Ensure consistency of positions across Ministry
· Evaluate (post-audit) the Ministry’s current recruitment process;

· Develop a tool for, and require, early exit interviews;

· Develop and implement a strategy to attract and retain people in hard to recruit locations
	2005-2009

2006

2006

2006

2006-2009

2006

2006

2006

2005-2006
	

	5.  Develop and implement a Succession Plan 
	· Competencies established for all positions in the Ministry of Forests and Range, initial emphasis will be on identified critical positions

· Providing a framework/ tools for managers to assess and identify suitable candidates for succession pools

· Provide training plans for positions and identify options for development for candidates.

· Review and recommend application to track succession information.
	2006

2005-2006

2006

2006
	

	6.  Continue to implement a Knowledge Management Strategy
	· Explore and examine proven KM tools and techniques and tools contrast to current methods employed within the Ministry and determine if new processes and tools will be of value.

· Identify areas of corporate knowledge risk and prioritize actions to suit.

· Continue to market ForesTrees ministry expert locator

· Continue developing Forest Service Stories and Story time line

· Analyse knowledge transfer opportunities.  
	2005-2006

2006

2005-2006

2006

2006
	


	Performance Measure 
	Bench-mark
	2006/07 Target
	2007/08 Target
	2008/09  Target

	Employee degree of satisfaction with opportunities to develop knowledge, skills and competencies leading to future Ministry requirements
	65%
	70%
	75%
	80%



	Recruitment timelines to fill positions will be reduced
	6 Weeks
	5.5 weeks
	5 weeks
	4 weeks

	Number of people participating in the ForesTrees expert Locator
	tbd
	25%
	30%
	35%


Section 2:  Work Environment Strategies

	Strategy
	Timeline
	Description

	1. Continue to implement the corporate mentoring program.

Continue to participate in Leading the Way and the Pacific Institute Causative Learning program

Provide opportunities for people to participate in committees and stretch assignments in order to develop leadership skills.
	2006-2009

2006

2006-2009
	

	2. An important objective of a learning organization strategy is to ensure all staff understand, support and practice individual and corporate learning on a continuous basis.  Implementation of such a strategy will involve completing an inventory of the materials, programs and information already available as well as identifying the characteristics required to be a learning organization.  It will involve the sharing of information and removing barriers to learning.  

The integration of organizational storytelling into the values and culture of the Forest Service 

Renewed attention to the orientation of new employees in order to establish the foundation of a learning organization.
	2006-2009

2006-2009

2006
	

	3.  Develop and implement new and enhanced strategies for a safe and healthy work environment, where people feel valued and appreciated, and a culture of work-life balance is encouraged and rewarded.
	2006
	


	Performance Measure 
	Bench-mark
	2006/07 Target
	2007/08 Target
	2008/09 Target

	Engagement Index
	53%
	60%
	65%
	70%

	Annual number of hours of delivered training per employee (BCPSA Only)
	220
	>220
	>220
	>220

	Percentage of employees who believe that EPDPs help focus their work efforts
	22%
	30%
	40%
	50%

	Cost of employee absence due to illness as a percentage of payroll*
	0.68%
	<0.68%
	<0.68%
	<0.68%

	Voluntary turnover of regular staff
	5%
	4.5%
	4%
	3.5%

	Percentage of managers and supervisors who believe they have adequate knowledge and skills to fulfill their HR management responsibilities.
	41%
	50%
	60%
	70%


*Total Payroll: $221,667,955.  Cost of Employee Absence: $1,502,413.
Housing Department

Introduction

The Housing Department was created in June 2005 and became a part of the Ministry of Forests and Range.  The department is an amalgamation of several program areas previously administered by three different ministries – the former Ministry of Human Resources, Ministry of Community, Aboriginal and Women Services and Ministry of Public Safety and Solicitor General.

The past four months has been a period of transition and adjustment.  In the planning area, the department management team has focused on gaining a thorough understanding of the amalgamated core business components and developing a service plan with realistic and achievable goals and objectives.

The department now turns its attention to developing a workforce planning component to the human resource management plan.  Based on the results of a recent consultative process with a group of program area representatives, there are some critical workforce challenges.  The following workforce planning key considerations have been identified.

1. Changes to Legislation – The Housing Department is responsible for a wide variety of Legislation, ranging from the Residential Tenancy Act to the Shelter Aid for Elderly Renters Act.  It is anticipated there will be changes to a number of codes and regulations, such as the BC Building and Fire Codes and regulations in the areas of electrical products and systems, gas and elevating devices.  These upcoming changes will have significant impact on how the department discharges its responsibility and on staff’s current knowledge base.

As well, the process of changing various legislation will mean a substantial increase in policy/program development and evaluation functions -- an increase that the current staff complement will not be able to absorb.

2. Changes to Services Delivery – The department is gradually changing the ways and means of regulating safety in the built environment.  Legislation, codes and standards are shifting from prescriptive-based to outcome-based.  This requires a shift in provincial staff role in order to support the delivery model, for example, building third party capacity to achieve desired outcomes.  

The Residential Tenancy Branch has introduced new contact centre technology, necessitating retraining of all staff and arbitrators in order to provide improved customer service.

As with other parts of the public service, the Housing Department is also moving towards incorporating more stakeholder consultation in its program development and service delivery.  As well, the department is fully engaged in government’s integrated service delivery model and participates in a number of cross-ministry/government initiatives.  These functions add to the training gap.

3. Changes in Community Expectation – Broadly speaking, the department has three core business areas:

Housing Policy – The department provides housing policy advice to government on ways to address housing needs along the housing continuum from homelessness to homeownership.  British Columbians expect government support and assistance in meeting their housing requirements.

Demographics point to a growing seniors population with fixed incomes and a need for housing with supports.  Also, increasing land prices and the cost of construction will have profound impacts on market housing affordability.  Aging citizens combined with BC’s increasing cultural diversity, First Nations population and housing prices pose some unique challenges in housing policy development.  Currently, the department does not have a reliable database capable of generating statistics and trends to assist staff in developing policies that will reflect the evolving housing needs of different groups.

The Housing Policy Branch will increasingly be required to chair and/or participate in cross ministry initiatives and programs (e.g., First Nations housing and Premier’s Task Force on Homelessness, Mental Illness and Addictions).  Involvement in such initiatives will require new skills and competencies.  Government’s heightened focus on housing and the number of new initiatives underway or being proposed also create pressures to retain existing, and recruit new, staff with appropriate experience.

Building and Safety Policy – The department provides policy advice on the building and technical safety regulatory system to advance safety and to manage existing and emerging technical and building policy issues.  Public safety and reduced loss of life, injury and property damage are of paramount importance to the government and to British Columbians.

New and changing technologies, building methods and construction materials are being introduced by industry regularly.  As a consequence, Building and Safety Policy needs to be responsive by developing an appropriate regulatory framework with standards and guidelines that is outcome-based to address these changes.  Currently, the work unit does not have the technical capacity to respond adequately to a broad range of safety issues in the built environment.

Residential Tenancy Office (RTO) – The RTO works to promote a positive relationship between landlords and tenants, and assists both groups to resolve by providing dispute resolution services including arbitrations.

With BC’s diverse population, language differences and awareness of cultural dynamics have been identified as barriers in some instances to quality service delivery.  The department recognizes additional cross-cultural training and access to language resources are required.  In addition, with the growing seniors population, the RTO will be challenged to provide consumer protections to those in supportive housing and assisted living arrangements.

The RTO is also undergoing significant cultural change in the delivery of programs.  Staff are being trained and mandated to ensure that landlords and tenants are empowered to take responsibility and know their rights and responsibilities.

4. Changes in Work Requirements – Given the current and anticipated changes in legislation, service delivery and community expectations, new skills and competencies are required of staff in order to discharge the department’s responsibilities.

New or additional training for existing staff have been identified in the areas of contract management, project management, program development and evaluation, consultation, investigation, mediation, consensus building and conflict resolution.

5. Recruitment and Retention Pressures – The department has a relatively lean workforce consisting of approximately 100 FTEs.  Although projected retirements in the next five years are approximately 10 percent, 8 percent are in the management and senior policy groups.  All perform key functions in the department and due to the complexity of their work and the skill sets required, will be difficult to replace.

Due to increase in workload demands, particularly in the policy area, it is anticipated the department’s staff complement will increase by 15 FTEs in 2006.  10 of the 15 FTEs are expected to be in the technical and policy analyst occupational group.  Recent recruitment experience indicates that there is a scarcity of skilled workers in this group in the labour market.  As many government organizations are also looking to increase their program development and policy making capacity, competition for talent will be severe.

Another source of concern is the department’s ability to retain qualified staff.  Experience indicates that recent university graduates and specialized technical staff recruited to the department do not stay long.  They gain work experience with the department and then depart for positions with higher rates of compensation with other public and private sector employers.

Gap Analysis

Housing Policy
· A work planning exercise recently undertaken by branch management highlighted that the Branch is currently under-resourced for the number of high priority initiatives under way and anticipated.

· A developmental strategy needs to be developed to enable employees to move into managerial or senior positions.  A lack of career pathing positions/options hinders the development of future senior policy analysts.

· Local government and private sector organizations have more opportunities for diverse job functions in the same field.

· Anecdotal information indicates that private sector and local government compensation is higher.

· Branch turnovers create a loss in experience and knowledge.

Building and Safety Policy

· Changing legislation, codes, building methods and construction materials create a need to develop a training strategy for current and future staff with more complex skill sets, ranging from specialized technical expertise to conflict resolution.

· Due to the cyclical nature of the construction industry, few skilled workers are available during peak construction periods.  Recruitment strategies need to be aligned with periods when industry demand for skilled workers is low.

Residential Tenancy Office

· The Branch has an aging workforce: the Deputy Director position is currently vacant, the Manager is retiring in 4 months; the Director is expected to retire within 2 to 3 years and one supervisor position will be vacant shortly.  There is an immediate need for succession planning and knowledge transfer strategies.

· Recent changes in the program delivery model created a training gap.  Staff need to be trained as they are mandated to ensure that landlords and tenants are empowered to take responsibility and know their rights and responsibilities.

Workforce Strategies

The department is facing the same workforce challenges that the private sector and governments across Canada are facing.  There is and will continue to be severe competition for available skilled workers.  Government and department service delivery models will continue to evolve and the need to ensure existing staff maintain up-to-date knowledge and competencies to keep pace with change will intensify.

Given that the Housing Department was created in June 2005, this document will provide the basis in the development of a comprehensive human resources management plan in 2006.

	
	Strategy
	Timeline
	Description

	Key Roles
	
	
	

	1. Senior Administrative Technical & Research
	Develop competencies

Identify strategies to attract and retain policy and technical expertise
	2006
	TBD

	2. Management
	Develop competencies

Identify strategies to develop employees into the management stream
	2006
	TBD


	Work Force Issues

	3. Recruitment and Retention Strategy
	Develop a training strategy for employees to meet current and future work requirements
	2006
	TBD

	4. Develop a Succession Plan
	Develop competencies for critical positions identified

Develop a framework/tools for managers to assess and identify suitable candidates
	2006
	TBD

	5. Develop a knowledge transfer Strategy
	Identify critical knowledge transfer areas
	2006
	TBD


	Performance Measure
	Benchmark
	2006/07 Target
	2007/08 Target
	2008/09 Target

	Employee degree of satisfaction with opportunities to develop knowledge, skills and competencies leading to future Ministry requirements
	TBD
	
	
	


Section (2b) Work Environment Strategies

	Strategy
	Timeline
	Description

	1. Conduct an all-staff planning session to identify the Housing Department’s top HR Management priorities
	2006
	

	2. Continue to implement the Administering the Way program  Continue to participate in Leading the Way
	2006
	


	Performance Measure 
	Bench-mark
	2006/07 Target
	2007/08 Target
	2008/09 Target

	Engagement Index
	TBD
	
	
	

	Annual number of hours of delivered training per employee
	TBD
	
	
	

	Percentage of employees who believe that EPDPs help focus their work efforts
	TBD
	
	
	

	Cost of employee absence due to illness as a percentage of payroll
	TBD
	
	
	

	Voluntary turnover of regular staff
	TBD
	
	
	

	Percentage of managers and supervisors who believe they have adequate knowledge and skills to fulfill their HR management responsibilities.
	TBD
	
	
	


APENDIX A:  Ministry of Forests Workforce Gap Analysis – June 2003

Ministry of Forests

Workforce Gap Analysis

June 2005

Introduction

The Forest Service has experienced remarkable change in its organizational structure, resources and operations over the past decade.  While the organization has a legacy of responding successfully to large scale change, it has been severely tested in transforming policy and legislation, structural and program realignment, and managing issues, while still achieving large goal outputs.

Despite the Forest Service’s legacy of significant accomplishment, it was evident by late 2002 that the circumstances of more than a decade had left the organization challenged to maintain historic levels of performance, let alone achieve higher levels of performance in the future.  The Forest Service needed to pursue a course of revitalization and renewal, while continuing to focus on day-to-day business and goal achievement. In response to these challenges the Forest Service launched, in July 2004, a revitalization strategy called the Road Ahead.

The Road Ahead focuses on six goals which will help the organization meet current operational challenges while positioning the Forest Service and its people to be successful over the short and long term. One of the goals is to ensure that the Forest Service has the right people, with the right skills, in the right place at the right time. To do this, a number of projects are required including “a workforce gap analysis to ensure a good understanding of the characteristics of the current workforce and future staffing requirements.” 

A workforce gap analysis compares the supply and demand for qualified personnel. In other words, it determines current and projected skill surpluses and deficiencies. 

A number of environmental, political and technological factors make it impossible to predict future operational demands with certainty but a gap analysis helps in anticipating and preparing for possibilities. A gap analysis can be the basis of a workforce plan that, when carefully designed and executed, transforms the staffing function from a vacancy-filling role to one that continually ensures alignment between the ministry’s human capital and its strategic goals. 

In turn, workforce planning results in informed staffing decisions that benefit the organization in both the short- and long-term, recognizing the most effective and efficient use of human capital in creating a workforce that is – and will continue to be – flexible and responsive.

Background

Public and private sector companies and organizations across Canada are beginning to experience the effects of an aging workforce that has been brought about by an increase in life expectancy and a reduction in the number of babies born each year (the annual rate of growth is expected to decelerate from 0.9 per

cent between 1996 and 2000 to 0.5 per cent by 2026 (Your Workforce is Aging….Are You Ready?, Conference Board of Canada)). Older employees nearing retirement and fewer young people entering the workforce means steps need to taken to ensure the population is sufficient to maintain the economy in the years ahead.  Immigration a strategy to maintain the population size and labour pool  continues to fall short of Citizenship and Immigration Canada’s annual target of 200,000 to 225,000 immigrants per year (Your Workforce is Aging….Are You Ready?, Conference Board of Canada).9

Of significance to the Ministry of Forests, BC is experiencing a decline in the number of students in forestry and forestry-related programs. In 2003, 90 students graduated with a forestry diploma program from colleges across BC this is a downward trend from a high of 438 students in 1998.  BCIT’s Forest Technologist Program will only have openings for 15 students this coming September. 
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Candace Parsons, RPR. A Crisis in Our Forestry Schools….and Our Profession, ABCFP Forum, November-December 2003

This trend is also apparent in university forestry programs, 298 students received accredited forestry degrees from universities across Canada down from 392 in 2000. 
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When students were approached, their main reason for the decrease in enrollment was their perception of dwindling employment prospects due to cut backs in the industry in the last few years. Their emphasis is shifting from forestry to resource and environmental management.  

The Canadian Council of Forest Ministers’ (CCFM) survey in 2003 also revealed a steady decline in enrolment in university forestry programmes (nearly 30% nationally) over the past five years and a similar trend in the college forestry programs. The CCFM warns that “it is therefore important that action be taken to reverse the continuing declining enrolment trend. Without a supply of qualified foresters, the sustainability of Canada’s forests may be put in jeopardy.”
In the Canadian forest sector, studies foreshadow a shortfall of qualified foresters.  Employers predict a 3% increase nationally in the number of foresters employed over the next five years. Combined with an aging demographic, early retirement, and an older forester demographic in management positions, this suggests the need to produce close to 300 forestry university graduates nationally per year during the years of highest retirement. Similarly, to maintain the number of forestry technicians employed in Canada, colleges will need to produce more than 240 forestry technician graduates per year over the short term and well over 300 per year in the long term. 

Given the current Forester’s Act in BC and the inclusion of Registered Forest Technologists within the Act, Foresters and Registered technologists will continue to be required to do the work required in Forestry.  The Ministry will continue to require graduates with both degrees and diplomas to become Foresters and Technologists in order to meet the operational goals of today and the future

While professional foresters are vital to the Forest Service, other workers carry out equally important services in order for the ministry to successfully meet its mandate.  While these groups may not face the same pressure due to declining enrolment at educational institutions they face the same pressures due to the increase in the number of potential retirements and the declining size of the population.  Given the current population of the Forest Service by 2010 the numbers of potential retirements in various job streams are as follows: Finance - 22%; administration - 16%; information technology - 21%; and managers - 30%.  This is a significant portion of employee knowledge and experience to have to replace in five years.  Even with careful planning it will not be easily replaced in the short term. Therefore the Forest Service will have to adopt new short and long term strategies to meet what may be considered a crisis of human capital.

The Forest Service in 2005

The mandate of the Forest Service is protect and manage the public’s forest and range resources. As stewards of these resources, the ministry has the responsibility to ensure that their use to generate economic benefits is balanced with their long-term viability. To carry out this mandate, the Ministry has a workforce of approximately 3000 direct FTEs in seven defined job streams:

	Job Stream
	# of people in job stream
	% of total workforce
	% Female
	% Male

	Administrative Support
	456
	15%
	94.5%
	5.5%

	Finance & Economics
	82
	3%
	68%
	32%

	Information Technology
	87
	3%
	19.5%
	80.5%

	Management
	297
	10%
	26%
	74%

	Science and Technical Officers
	1909
	63%
	20%
	80%

	Senior Administration and Research
	151
	5%
	68.2%
	31.8%

	Trades and Operations
	37
	1%
	45%
	55%


The average age of employees is 48 and over the last three years this number has increased each year indicating a lack of people under 40 entering the organization. When compared to the total BC Public Service the ministry is older. 40% of the total BC Public Service is between age 45-55 compared to 50% of Forest Service employees in the same age bracket.  14% of the total BC Public Service is older than 55 compared to 10% in the Forest Service and 46% of the total BC Public Service is under age 45 compared to 40% in the Forest Service.  In the next ten years up to 60% of the Forest Service will be eligible for retirement.    

It is significant to break out the Science and Technical Officers because 55% of the Science and Technical Officers employed by the Public Service work in the Forest Service. The difference in the age categories between the two groups is not significant.  The main difference is that the Public Service tends to be older having 11% over the age of 55 compared to 8% in the Forest Service.  The percentage of employees between the ages of 45 to 55 is similar with 48% in the Public Service and 49% in the Forest Service, in the under 45 age group there 41% in the Public Service and 43% in the Forest Service. If current trends continue the BC Public Service will not provide a sufficient recruitment pool for science and technical officers in the ministry.

Labour pools 

Today, the Ministry has two sources for workers internal labour pools and external labour pools.  Internal pools consist of people already within the ministry who are learning and developing career paths through mentoring and learning opportunities. Given the age of employees within the ministry many of the feeder groups into positions will be retiring at the same time as the people in the pools they feed into.  

The external labour pool comes from a number of sources:

· Other ministries and public service organizations

· Universities and technical schools

· Auxiliary workers

· People who have left the ministry looking to return including retirees 

· Experienced workers from private sector  

We expect the age of the people being hired in the Forest Service to continue to be older because the qualifications for the majority of positions within the Forest Service require individuals to have two or more years of experience and therefore are not conducive to people right out of school. This currently limits the pools that the ministry is able to draw from.  The aging population and decline in birth rates also contributes to hiring older rather than younger people. 

What the future holds, 2010

In the next six to 16 years, a vast majority of the Ministry will be reaching age 55 (27% and 51%, respectively), and be eligible for retirement. One extreme example is the Southern Interior region where 75% of the region’s staff could choose to retire.
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Managers, senior resource technicians, administrative positions and licensed foresters top the list of the positions that will most need to be filled throughout the Ministry by 2010. 
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The Forest Service in the Future

Future mandate

A Ministry Senior Manager’s meeting recently considered what ministry business would look like in 2012, specifically what will make it a relevant organization in 2012. While they cannot know now what the work streams will be at that time, they agreed there are indications.

They concluded that the jobs as they know them today are changing and these changes will require a broader view of the ministry’s approach to forestry in general to increasingly include:

· more sustainability, 

· environmental factors, 

· industry factors, and 

· a business approach that includes “non-traditional” focuses such as marketing, strategic planning, client service and leadership. 

The changing face of industry will require the ministry to continue an adaptive and increasingly innovative approach to everyday work including:

· policy development

· pricing system and strategies

· streamlining timber tenures

· increasing use of technology

A Forest Service internal report in 2004 identified another factor: a shrinking land base due to pressure for preservation of the remaining forest resource and higher levels of forest health risk including bug infestation, global spread of pathogens, and more destructive fires.

The Forest Products Association of Canada has cautioned that Canada must look to the future in forestry with five key strategies in mind:

· a strong customer focus

· world-class forest management and policy framework

· global leadership in technology and innovation

· continuous improvement in social and environmental performance

· better skills development to meet changing competition, management and technological needs, and 

· better labour relations.

This suggests that the BC Forest Service, like other provincial governments across Canada, needs leaders who have a world view and a capacity to generate and direct change in its mandate in recognition of these key strategies. With the move towards the results based code and professional reliance there is expected to be an increasing emphasis on managing instead of doing, on performance monitoring and compliance and enforcement instead of making performance decisions.  These changes will require individuals to have competencies they did not previously require.  

While the Ministry is beginning the process of adapting its mandate to encompass these realities, the emphasis will be on acquiring by 2012, a workforce and leadership more adept at external communication and cooperation and at strategizing for a new global reality.

Future Internal Labour Pools

By 2010, 26% of the Ministry of Forest staff will be eligible to retire. The wave of retirements will continue, peaking in 2015 and by 2020, 51% will have left in a ten year period.  Even though there is expected to be below average growth in Canada in the primary sector (0.6%) between 2004 and 2008 because of the number of expected retirements for the same period, (27%) there is expected to be a gap between the current workforce and the Ministry’s workforce needs of 2010.  Not only will there be a need to acquire new employees there will also be a need to acquire employees with different skill sets.  It will also be imperative to ensure current employees obtain the new skill sets. 

                % of Employees Eligible to Retire in 2010
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The Ministry service plan estimates 3,265 employees will be on the payroll to 2008. Irregardless of whether future service plans allow an increase in this number by 2012 or not, there is unlikely to be enough managers and professionals available for promotion from within the ministry or from other ministries. Retirements from now until 2020 will mean strategic outside recruitment is and will continue to be necessary. The Ministry will also need to adapt to ongoing temporary shortages that require flexibility, placing available staff where they are most needed at any particular time.

A recent Canadian study indicated that about one-third of those who retired between 1992 and 2002 were healthy individuals who would have been willing to continue working if circumstances had been different. Many said they would have stayed if they had been able to reduce their hours without affect on their pensions.

Canadian financial writer Gordon Powers suggests another reason that may motivate older workers to stay on the job: “The reality is that more and more retirees are going to need part-time income to buttress the typical three-legged stool of retirement income – government benefits, personal savings and employer pension plans.  Increasingly, salaried income will constitute the fourth leg of retirement.” 

Retaining potential retirees will not only provide workers but will also allow the time the ministry will need to implement a means of transferring the knowledge of the older workers to the new, less experienced employees. 
Future external pools

The numbers of youth in the working age population has been steadily declining.  Yet the Forest Service will continue to need graduates from universities and technical schools to conduct its operations as will other organizations.  The highest rate of employment growth is expected to be in occupations that require university training (annual average 2.3%) Strong employment growth in high-skill occupations is explained in part by the continued shift to a knowledge-based economy. (Looking Ahead-: A 10-Year Outlook for the Canadian Labour Market. 2004-2013)  As a result graduates entering the labour force will be in high demand and it is anticipated that their numbers will not meet the needs of the marketplace. A ministry recruitment strategy is being developed in response to this reality. In particular, the strategy will aim to attract and retain high-performing staff.

In addition, workers will have to be attracted from traditional and non-traditional sources. The most disadvantaged labour force groups – women, persons with disabilities, immigrants and visible minorities, and Aboriginal people – represent 60% of Canada’s workforce. These populations continue to be under represented in the Forest Service population. 

In 2004, the Ministry of Forests workforce demographics of regular employees included:

· 35.8% women; Government Wide 57.2; BC population 49.3%;

· 2.5% visible minorities; Government Wide 8.2; BC population 7.6%;

· 2.7% aboriginal peoples; Government Wide 2.1; BC population 5%; and 

· 4.8% persons with disabilities; Government Wide 5.0; BC population 4.7%.

Women outnumber men in the provincial government workforce, but remain under-represented in higher-ranking professional and managerial positions. As noted in the table above only 26% of the management workforce is made up of women and 20% of the technical and professional positions.  The ministry would benefit from programs that would attract and retain women in these positions.

First Nations are the fastest growing population in Canada, since 1996 there has been an increase of 33% of Aboriginal people nearing the work force age, which is a growth six times faster than that of non-aboriginal peoples. However, according to a report by the Public Service Commission of Canada in 2004, many aboriginal students see natural resource industries like forestry as the type of work they would be expected to go into, and are therefore completely uninterested in it.  However, First Nations need to acquire the necessary knowledge and skills to manage their forests and the Forest Service could assist in providing those skills and receive the benefit of having people available to fill vacancies.   

The Montreal Gazette reported in 2004 that the average time a young person believes they will stay with one company is only 3.5 years. The Ministry has to be able to attract and sustain the interest of today’s talented youth.  Working in the Public Service with the ability to move to and from different jobs that offer different challenges should be attractive to today’s employees.  However, they need to be aware of the opportunities available in the Public Service and the Forest Service.  A communication plan that speaks to the opportunities in Public Service needs to be developed.

According to the 2001 Census Profile, 22% of people in the BC job market were visible minorities, compared to 13% of Canada as a whole. In 2004, the Conference Board of Canada stated that by 2011, immigration will provide all of Canada’s labor force growth.  These numbers suggest that by 2016, one fifth of the population of Canada will be visible minorities, with China, India, and other Asian countries dominating the category.  One of the most difficult issues people from other countries face is the transfer of professional credentials from one jurisdiction to another.  It will be important that issues regarding credentials such as equivalency for Professional Foresters and Professional Accountants are resolved.

Almost 300,000 persons with disabilities live in BC.  About 90% of them are under 35 and have mild to moderate conditions. It is clear that persons with disabilities are under-represented in the public sector, due in part to difficulties with mobility, work place access, job security, and adapting to technology to ensure accessibility to the job market. People with disabilities can make a significant contribution to the workplace as studies show they genuinely appreciate their jobs, and therefore retention levels are higher.

In order to meet the potential recruitment challenges the ministry will need to develop strategies to recruit and retain people from these groups. It will be important to ensure that the current workforce is accepting of a diverse workforce and people from different backgrounds are comfortable working in the Forest Service.

Future workforce characteristics

The Thinking About the Future report states that “Society’s values and attitudes today are also the values and attitudes of everyone who will be in the labour force by 2012. In other words, they are the values and attitudes of the people that government wants to attract into the public service and who will create the public service and ministries of the future.”  

What are those values and attitudes?  Studies show that the new generation of workers have higher expectations; both from their employers as well as themselves. They want challenging, flexible work environments with ample room for learning and growth that allow them to make a difference to the world around them.

A recent Canadian Policy Research Network study shows that non-monetary, intrinsic rewards are most valuable to Canadian workers. Of those surveyed:

· 74% rated “people treat you with respect” as very important,

· 71% rated “job offers interesting work” as very important

· a large majority rated feelings of accomplishment, good co-worker communication and allows work-life balance as very important 

· 63% and 56%, respectively, rated good pay and benefits very important less often. 
Women rank communication and social relationships within the workplace as “very important.” They rated intrinsic rewards such as respect and job flexibility higher than men did. Women also rate a healthy balance between work and family life as more important. 
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A recent CanWest news article quoted Deborah Jones, a Vancouver-based workplace consultant, advising that “Encouraging ideas such as flexible working hours, the option of working from home where practical, or an employee’s desire to try something new – while showing that employee respect, and meaning it – are just a few of the healthy workplace concepts that are here to stay.”

“Organizationally, it’s about creating a culture within the workplace of trust, respect and good communication, where people have control in their work. Companies that take this seriously see far less turnover and absenteeism.”

As identified in this report, a shortage of skilled workers is a looming reality for the Forest Service. Taking action now through a proactive integrated workforce planning strategy will forestall the extreme impact this potential shortage could have. Strategies should be developed for both the short term and long term and include retention and recruitment, succession planning and knowledge management.   

The Forest Service will need to ensure that its policies reflect the needs of the work population such as flexibility, investing in employee learning and opportunities to learn on the job through temporary stretch assignments, and pay at a competitive salary.   

Conclusion

The Ministry is facing the same workforce shortages that businesses and governments across Canada are facing, there is and will continue to be fierce competition for available skilled workers. The recruitment strategies that the Forest Service uses will be just as aggressively employed by other employers. Consequently, the Ministry must identify what potential it has to be an employer of choice as well as to make the changes that will ensure that it retains and continues to attract quality employees now and in the future.

A goal of the Road Ahead initiative is to ensure the Forest Service, now and in the future, has the right people, with the right skills, in the right place at the right time.  The gap between the Ministry’s future workforce needs and potential workers exists, but can be remedied by developing a workforce plan that includes a recruitment and retention strategy, succession strategy and knowledge management strategy.  
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APPENDIX B – Learning Signature

The Learning Signature provides rich diagnostic data and at the same time gives participants an opportunity to explore, with their colleagues, the learning strengths and weaknesses of the organization. The Signature is divided into four quadrants, each of which contains 9 attributes:

Environment

Environment refers to the physical surroundings and conditions that have been initiated and exist to influence the encouragement, growth and support of learning.

Culture

Learning culture is the formal and informal ways in which people within the organization interact while sharing attitudes, goals and practices.

Commitment

Commitment refers to the declared ways in which the organization shows its engagement with, and the implementation of, its obligations in pursuit of the challenge of being a learning organization. It includes the methods, procedures and practices employed in support of the learning strategy or vision.

Reach

Reach is the extent and understanding of the people, organization and communities that have the potential to be included in the organization’s learning strategy and processes.

An important part of the process is the collection of evidence for each attribute.  A traffic light metaphor is used when completing the signature, which gives a visually distinctive signature for each organization:

· Green – deep learning is taking place

· Red - barrier to learning

· Yellow - under-utilized, not yet considered, or inconsistent

The following Learning Signature and attributes were identified:
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APPENDIX C - Road Ahead “Map” Linking HR Strategies to Ministry Goals and Objectives
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