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WHo is this and what “job” is he famous for?
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Presenter
Presentation Notes
Jump right in with a picture of Walt Disney (don’t even say who you are or where you are from).  Who is this?  What “job” is he famous for doing?  Does anyone know what he did before that?  He was a newspaper editor.  It is said that he was fired from that job because he “lacked imagination and had no ideas”. 
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( MICKEY MOUSE!
R3/2015


Presenter
Presentation Notes
Jump right in with a picture of Walt Disney (don’t even say who you are or where you are from).  Who is this?  What “job” is he famous for doing?  Does anyone know what he did before that?  He was a newspaper editor.  It is said that he was fired from that job because he “lacked imagination and had no ideas”. 
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Presenter
Presentation Notes
Who is this? (Ellen DeGeneres).  What does she do for a living?  Talk show host.  Also, comedian, actress, and maybe you didn’t know this- paralegal and oyster shucker
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Ellen DeGeneres: Comedian, Actress, Talk Show Host
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Presenter
Presentation Notes
Who is this? (Ellen DeGeneres).  What does she do for a living?  Talk show host.  Also, comedian, actress, and maybe you didn’t know this- paralegal and oyster shucker
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Presenter
Presentation Notes
(Sylvester Stallone)- who is this and what is he famous for?  (If/when they say “acting”, comment that some might say he is famous bad acting). Before he became a famous actor, he worked as a deli counter assistant and lion cage cleaner.



J CREATING

TOMORROW'’S

WORKFORCE TODAY
2015 CalHR Conference

Sylvester Stallone: Actor, Screenwriter, Film Director
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Presenter
Presentation Notes
(Sylvester Stallone)- who is this and what is he famous for?  (If/when they say “acting”, comment that some might say he is famous bad acting). Before he became a famous actor, he worked as a deli counter assistant and lion cage cleaner.
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Presenter
Presentation Notes
And who is this? (Whoopi Goldberg)- I like that you are saying “whoopi!” already and we just started the session.  That is a good sign. Ok, bad joke.  But, before she became famous does anyone know what job she had?  It was putting make-up on dead people (worked at a funeral parlor).
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Whoopi Goldberg: comedian, actress, political activist,
writer, producer, television host and singer
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Presenter
Presentation Notes
And who is this? (Whoopi Goldberg)- I like that you are saying “whoopi!” already and we just started the session.  That is a good sign. Ok, bad joke.  But, before she became famous does anyone know what job she had?  It was putting make-up on dead people (worked at a funeral parlor).
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Presenter
Presentation Notes
What does this have to do with anything?  These very successful individuals all made career changes.   They are just a few of millions of examples of people who took their acquired knowledge, skills, and abilities and put them to work in a different career field.  
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Presenter
Presentation Notes
What we will be talking about today may not involve nearly as drastic changes as these people, there are more similarities than you might think when someone is considering “rotating” from one job to another.
My name is Jeff Mrizek, from the Franchise Tax Board, and currently my primary responsibility at FTB is over Organizational and Employee Development Services.  One of the several programs entrusted to me is our management rotation program.  I was asked to talk about our management rotation program with you today.  I understand that some of you might have similar programs, and that others of you are just in the “should we” stage.  Hopefully our discussion today will provide you with some information and tools that you can use for whatever purpose you came here for.



J CREATING
TOMORROW'’S
WORKFORCE TODAY

eeeeeeeeeeeeeeeeeee

Employee Rotations



Presenter
Presentation Notes
What we will be talking about today may not involve nearly as drastic changes as these people, there are more similarities than you might think when someone is considering “rotating” from one job to another.
My name is Jeff Mrizek, from the Franchise Tax Board, and currently my primary responsibility at FTB is over Organizational and Employee Development Services.  One of the several programs entrusted to me is our management rotation program.  I was asked to talk about our management rotation program with you today.  I understand that some of you might have similar programs, and that others of you are just in the “should we” stage.  Hopefully our discussion today will provide you with some information and tools that you can use for whatever purpose you came here for.
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“Job” Rotations


Presenter
Presentation Notes

I want to clarify a few things up front.  Today my main focus will be on rotations of supervisors and managers within our organization.  We do have some similar efforts related to rank and file staff, and I will touch on them, but the main concentration today will be on management rotations.  The good news is that most of the same concepts and processes hold true for practically any employee rotation program, there are just slight nuances when they involve rank and file employees.
Another thing I want to call out ahead of time is a difference between the terms employee rotation and job rotation.  Employee rotation can involve a person changing job duties within their same organization, just in a different role, or they could be moved to an entirely different part of the organization with completely different business functions.  Whereas when we typically hear the term “job” rotation it is more contained within the employee’s same job and functions- they are just learning different aspects of the job.  For example, a person that knows how to work with individual income tax payers might be trained to handle corporate taxpayers, or someone who typically works in a call center function might be cross-trained on processing incoming written correspondence.  The primary function of our employee rotation program is to give someone knowledge and experience in an entirely new business area.  
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Presenter
Presentation Notes
Before we talk about how to institute an employee or management rotation program, let’s start with the why?
What do you think?  What are some reasons/benefits to moving around a group of supervisors or managers? (let them respond.  Affirm their responses and elaborate if you can.  If they cover the ones you are looking for, great.  If not, you might have to throw a couple out there).
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(Rotatons help you: \ Rotations help FTE:
Strengthen your leadership skil Develop uture leaders to their ful potentil

Broaden your enterprise knowledge Ir0duUce new perspectives and energy into program areas

Buld relationships throughout FTB Preare leaders o ake on greater esponsiolty
hare your talents j Achieve Dusiness goals, Srategies, and Succession planning objectives



Presenter
Presentation Notes
Here is what we list on our internal management rotation page to try to describe how rotations can help the individual AND the department.  

(One more thing that is not specifically called out here is WFP/Succession planning, even though it is hinted at.  I would call it out.  The example I usually use is how in the IT world they use a concept called RAID- redundant array of independent disks to improve performance and fault tolerance by storing the data over multiple disks, in multiple places, instead of on just one.  We can “spread” out our departmental knowledge with rotational assignments, which makes us less vulnerable when someone leaves the department, either expectedly or unexpectedly).
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Presenter
Presentation Notes
Now that we’ve discussed the “Why”, let’s jump into “how” we should do them.  As you might imagine, there is a long list of “do’s” if you want to be successful, and there is a short but very important list of “don’ts”.  Let’s start with the “don’ts”.  I’ll give you three of each.
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management chain at once
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Presenter
Presentation Notes
Here are my three DON’Ts
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Presenter
Presentation Notes
Don’t circumvent the merit selection process.  For example, we try to do rotations within the same classification.  If someone does cross over from one classification to another (i.e. a Staff Services Manager series to Data Processing Manager series, we first make sure that they are in a transferrable range, and secondly we do the transfer as a Training and Development Assignment for up to 2 years.  If they individual is successful and wishes to remain in that classification, and we can accommodate it in the organization, we require them to become list eligible.


J CREATING
TOMORROW'’S
WORKFORCE TODAY <

2015 CalHR Conference A
*Don’t circumvent the merit

selection process

*Don’t rotate an entire
management chain at once

Don’t


Presenter
Presentation Notes
Don’t rotate an entire management chain at once.  Remember that one of the main purposes of rotations is to make the organization stronger and to take the person’s knowledge skills and abilities to a different part of the organization.  At the same time, if all of you knowledgeable people leave an area at once, it can be difficult to overcome.


TOMORROW'’S
WORKFORCE TODAY

CREATING
2015 CalHR Conference

*Don’t circumvent the merit
selection process

*Don’t rotate an entire
management chain at once

°Don’t use the rotation process as a
way to “dump” a poor performing
employee


Presenter
Presentation Notes
Don’t use the rotation process as a way to “dump” a poor performing employee.  There is no easier way to kill the rotation “selection” process, and the whole program itself, than to use it as a way to give your problems to someone else.  Having said that, we all know that there are situations where someone is in a bad job match, and could benefit from a different perspective or change or scenery.  In this situations, my recommendation is that it is done openly and honestly between the losing and gaining business area.
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Presenter
Presentation Notes
How about 3 quick “do’s”.
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Presenter
Presentation Notes
DO- create a culture where it is “ok” to put in for rotation. There was a time when it was frowned upon for people to look outside of their current business area for opportunities.  You need to make it acceptable, and even desired, that people get out of their comfort zone and look to develop.  Some of the material we talk about later will give you an idea of how to do this.
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Presenter
Presentation Notes
DO- try to accommodate as many rotation requests as feasible, keeping in mind the earlier warning about moving too many people into or out of one business area.  There is no magic number or percentage that we shoot for, but if 50 people put in for rotation and we only move 2, that doesn’t send a good message.
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DO create a culture where it is “ok” to
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DO try to accommodate as many
rotation requests as feasible

DO make it voluntary vs. mandatory


Presenter
Presentation Notes
DO- make it voluntary vs. mandatory.  When we originally started our management rotation program several years ago, there were very specific criteria about who “had to” put their name in the hat.  Normally, if someone had been in their same job more than 4 years they HAD to put their name in for consideration.  How does the mandatory aspect of that feel to you?  As you might guess, it didn’t make rotations sound like a good thing.  About 4 years ago we decided to make the rotation process voluntary.  The individual decided if they wanted to put in for it or not.  You might be thinking “how did you get people to put in for it then?”  I’ll get to that in a moment.  But, first let me tell you that by switching to a voluntary program, our number of applicants has stayed constant, the program is viewed as a positive opportunity, people have more control over their own careers/destiny, and the “culture” aspect I referred to earlier is now in place.  
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Presenter
Presentation Notes
A lot of effort goes into this.  You could imagine that if all we did was send an annual email out saying “rotations are coming, put in if you wanna”, there would be little participation.  So, we typically send an introductory broadcast message, followed up by a Town Hall that talks about the benefits of rotating, how to decide if it is the right time for you to consider it, testimonials from those who have done so, etc.
Then, we ask that every supervisor/manager have a conversation with their subordinate supervisors, where they discuss several bullet pointed items.  If they feel that a rotation would benefit them, they are encouraged to apply.  
We also supply potential candidates with contact people from their area that they can ask questions of or get additional information, and we publish some FAQs about the process.  Long story short- we make a big deal about it, because it is a big deal.
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Presenter
Presentation Notes
In the handouts we provided, we included a sample timeline and milestones.  I’ll give you the shorter version.  
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Presenter
Presentation Notes
Selection day is an effort led by HR, and involves directors of the bureaus who have staff interested in rotating.  We ask that the discussions about potential rotations be as honest and candid as possible, without disclosing information that shouldn’t necessarily be shared with the group.  One example of that is that in the past HR has had to take names out of the process (in process or past disciplinary action that could severely impact new business area, potential nepotism issue that couldn’t be resolved).  We could talk all day about selection day do’s and don’ts.  I think we will give you all an opportunity to contact us if you want to get more specific.
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NINE BASIC COMPONENTS

v G0, no go decision point

v’ Announce/Advertise rotations

v Lunch time session/Town Hall

v Encourage discussions regarding rotations
v’ Application process

v'Review of applications before Selection Day
v'Selection Day

v’ Announce movement

v'Rotate!



Presenter
Presentation Notes
First, even though we are committed to having a rotational effort annually, and people count on it, there is still a point in time where we have a “go, no go” discussion.  That’s where we consider whether there are outside impacts or reasons that we shouldn’t do a rotational effort for that year.  It would have to be a very strong reason- maybe a combination of having positions taken away, or hiring freezes, or a golden handshake that already made us lose 30% of our management team.  We decided we wouldn’t use the excuse that we “are just too busy”.
After the “go” decision, we send an email announcing rotations and advertising the lunch time informational session (at the same time we are working behind the scenes on website updates, form updates, and things like that).
We remind sups/managers to have the “When is the right time to rotate” discussion with their people.
We begin accepting applications (sample provided). 
We schedule “selection day” (and invite all bureau directors that have people who applied for rotation). 
We allow BDs to review the applications of all candidates prior to selection day.
Selection day is headed up by HR, where potential rotation possibilities are discussed and agreed to among the impacted BDs.  If applicable, candidates are contacted to confirm their “selection” into one of the areas they were interested in.  Decisions are confirmed within the team.  Candidates for whom we were not able to find a match (whether based on their stated limitations/desires or whether it just couldn’t happen due to other changes in that area) are notified.  
One announcement is created and sent out by HR.  Candidates are given a “2 minute warning” (usually a few hours before the announcement is made) so they can get their groups together to announce that they will be rotating.  Rotations usually take place about a month later, although there might be circumstances where a rotation might need to be held off an additional time period.
Paperwork is submitted and processed for the transfer or T&D assignment.  BTW, before the rotations are finalized we make sure that everyone is eligible to transfer to the area and classification indicated.
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from Others



Presenter
Presentation Notes
We will get to question time in a few minutes, but let me see if I can head off a few of those by sharing what I hear frequently from other departments that have shown interest.
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What happens if their new job
doesn’t work out?


Presenter
Presentation Notes
Depending on when it is determined that it is not working out, there are different solutions.  Obviously, if a T&D, it can be ended at any time by the business area or the employee.  So, if that happens, we work on finding a spot for the individual (assuming old job not still available, etc).  If nearing the end of a year or two years, we could offer them opportunity to participate in the next rotation effort, or maybe there is another opportunity already out there.  Keep in mind that they can always apply for vacancies that are advertised, whether or not they were just rotated or not.  What we really focus on is providing them tools up front to try to make them successful.  We don’t just say “there ya go, have fun!”.  We have sessions where they meet their new management, talk about transitioning, etc.
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How many rotations do you do
annually?


Presenter
Presentation Notes
At any given time we have roughly 650 supervisors/managers.  So, there is our potential pool.  Of those, we typically receive between 30-50 applicants, and end up rotating between 15-25.  That might not sound like a lot, but it really is a significant number.  Remember that the goal isn’t to move everyone, it is to achieve those items we talked about at the beginning of this session.
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Are there some people who
SHOULDN’T consider rotating, ever?

Is anyone “off limits”?


Presenter
Presentation Notes
Let me throw that one out to the group- what do you think? (things to consider- there are rare situations where this is true.  But, in general, if you find that one person has all of the knowledge and we can’t afford to lose them, that’s a problem.  We’ve found that most of the time, the sup/mgr skills are transferrable to their new business area.  In fact, the different viewpoints and experiences they bring can benefit the new area and organization more often than not.  We’ve benefitted by movement and sharing of skills and developing others.  At the same time, if someone is in the last phase of a 4 year project that is critical to the success of the department, it probably makes sense to wait until it is done.  That should all come out in the “when is it time to rotate” discussion.
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You said there are nuances for
rotation programs involving rank
and file employees.

Can you give us an example?


Presenter
Presentation Notes
I’ll give you a flavor.  While all positions in state government are to be filled based on merit, and we do that, there is more flexibility in laterally moving/rotating supervisors and managers vs. rank and file employees.  We try to keep those rotation programs a lot more isolated to a specific business area or classification, and make sure that everyone is given equal opportunity to apply, that the criteria for selection is very well spelled out, etc.  
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require?


Presenter
Presentation Notes
I’m not going to lie.  You have to be committed to the program if you want it to succeed.  We have a team, representatives from across our organization, that doest the annual coordination, scheduling of events, etc.  And, there is a lot of HR work involved in the actual rotation transactions, monitoring, etc.  Starting from scratch with no idea what to include can be quite an investment, followed by a few years of lessons learned.  That’s why we are excited to at least share with you some of our experiences, tools, and templates.
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“I have always gotten nervous at the thought of
Impending change, but | use that nervousness as a
catalyst to embrace the change for the growth and
opportunities that it will give me.

That belief has brought me out to California from the
Midwest and to FTB from the private sector. Each
change has brought exciting opportunities and
challenges. | also would not have met all the wonderful
people throughout my life if not for always being open
to change.

| see the Management Rotation program as a
continuation of Immense opportunities.”


Presenter
Presentation Notes
Before we close, I’d like to share a couple of testimonials from past participants in the rotation process:
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™ Testimonials (2)

"The rotation process Is an opportunity for
a person to gain additional knowledge,
skills, and experience that they may not
ever get...specifically across Division
lines.

It's a great experience to learn something
new and meet new people (networking). It
really helps to understand perspectives

( across the enterprise."
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TOMORROW'’S
"l rotated as a Staff Services Manager Il In
Human Resources to an Administrator Il in the
Processing Services Bureau. Until then, | had
spent my entire state career (20+ years) in the
Human Resources arena and had never worked In
a business/program area before. The anticipated
change was a bit scary..

..from my perspective, havmg the opportunity to
galn additional knowledge and experience about
other parts of the department has been extremely
iInvaluable and | highly recommend it. | can
honestly say it has been the best decision | have
made In my state career!”
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Additional Information


Presenter
Presentation Notes
FINAL- introduce them to packet (if you have one) of resources/handouts/tools/
Close by letting them know that “if there is interest from a few of your organizations to learn more about the specifics, reach out to me.  What we plan on doing, if there is a demand, is to set up a time when we can invite interested departments out, all at once, for a more in the weeds discussion about the programs.”
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