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Section 1 - Introduction

At least 9 elements of the 2011 — 2014 College strategic plan are reliant, or will be better enabled,
by strengthening the following four aspects of how the college makes its people planning and
practices more effective.

Below are the 4 cornerstones of the People Plan that are critical underpinnings of the college’s
overall strategy execution and implementation. Within these 4 areas reside 19 initiatives and
supporting tactics that address gaps identified in the consultation process. These stem directly
from the opportunities and areas for improvement identified by college employees. Of these 19, 6
priority initiatives have been selected for initial focus based on the feedback from the prioritization
survey. They are also the most feasible near-term initiatives from a financial and people resources
perspective and will be addressed and acted upon in a timely manner. Once implemented, they
will lay a strong foundation for taking action on the balance, many of which are inter-related.
Details relating to these can be found in Section 3 (see page 7).

e Capacity of the College to Engage and
0O s ONe Develop a Highly Capable Workforce
(8 initiatives)

e A Clear Focus for the College to Support
Organizational Success, Retention and
Attraction
(3 initiatives)

¢ A Unified Organizational Culture that
Cornerstone 3 Reflects the College's Values

(3 initiatives)

e Strengthened Processes and Support
(5 initiatives)

Cornerstone 4

RE MERX 1



CAMOSUN
People Plan September 2014

Overview

This document lays out the priorities, required initiatives and actions to improve Camosun
College’s positioning as an employer of choice within its sector.

The plan concentrates on a limited number of priorities and targets, while still capturing all 19
initiatives emanating from the input provided by employees so the balance does not become lost
for future action and implementation. This approach is purposeful as it avoids overloading the
college with too many initiatives that will ultimately compete for limited staffing and financial
resources both in the Human Resources group and across other areas of the college. Once these
top 6 are implemented, those not regarded as initial priorities can form second or third stages of
the People Plan. It should also be noted that a number of the later stage initiatives will naturally
flow from these 6.

Aside from limited staffing and financial resources, the college has additional challenges. It is
comprised of diverse and at times disconnected silos. These show up at the leadership level
(College Executive Team (CET) and Senior Leadership Council (SLC)) where success will be
dependent not just on gaining alignment, but also ensuring that all make a concerted commitment
to initiate and follow through on plan implementation. This will be particularly important and
equally challenging given the current changes occurring within the CET.

All college employees and their leaders, regardless of affiliation, need to commit to supporting the
improvement initiatives of this People Plan and embracing the required actions, including
participating in implementation initiatives (action teams/committees) whenever relevant and
possible. Employees should be encouraged to become involved and be provided with
opportunities to engage and develop skills that will allow them to increase their contribution to the
benefit of the college and its students. Some are challenged by their schedules with regard to
actively engaging in improvement initiatives. The college and leaders within these groups should
do their best to ensure full cross-representation of support for the People Plan.
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Risk and Mitigation

When an organization undertakes a broad improvement initiative, it needs to assess potential risks
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and barriers to success and develop mitigation strategies to assure success.

Weak alignment and engagement at
leadership levels of the organization.

Taking on too many commitments
with regard to initiatives and their
implementation.

Lack of processes and systems to
operationalize the ‘Plan’.

Lack of specific commitment of
cross-college staff resources to allow
for action on priorities.

Financial constraints.

Lack of HR presence at the most
senior executive level.

Direct leadership from the most senior executives
(CET & SLC).

Accountability structures to assure leadership and
management engagement (i.e. shared objectives).
Confirm benefits of actions to be taken.

Allocate resources that are appropriate to support
expeditious strategy execution.

Set a few priority areas for action and determine
whether sequencing of initiatives can allow greater
focus and success.

Re-tune the organization and its roles to assure FTE
positions are focusing on “high value add” activity.
Adoption of a formal discipline of driving
achievement through dynamic and updateable
operating plans that specify targeted outcomes,
measures of success, actions, required resources,
milestones, and the identification of those
responsible for implementation and accountable for
achieving outcomes.

Emphasize to leadership team (CET & SLC) that for
the People Plan to be implemented successfully and
to build trust with employees, there must be high
level commitment of specific people from all areas
across the college. This is not just an “HR” initiative;
it involves all areas of the college.

Determine what can most effectively and efficiently
done with in-house expertise and ensure this
becomes a priority part of those people’s roles.
Determine what is most effectively and efficiently
outsourced and budget accordingly, e.g. one-off
versus ongoing; coaching to ensure in-house
expertise for follow up.

Change reporting structure so that the Executive
Director, HR reports directly to the President.

This will send the appropriate message that the
stewardship of the college’s human resources is a
top priority at the strategic level.
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Benefits

When people strategies are well-designed and effectively implemented, great outcomes follow.

From the organization’s perspective, the following outcomes are typically achieved:

Improved reputation

Improved stability and longevity

Improved investment in its people

Enhanced ability to retain good employees

A strong foundation for growth and market expansion

Improved overall performance leading to improved financial performance
Increased employee engagement leading to increased student engagement

From the individual employee’s perspective, the following outcomes are typically achieved:

Improved job security due to overall improved performance of the organization

Increased satisfaction & confidence in their work

Increased marketable skills for career advancement

Improved career resiliency

Greater availability of technology & tools that support their work

Improved total compensation — e.g. salary, benefits, development opportunities, flexibility.
Increased pride in work and in their organization affiliation (employee engagement)

Each and every one of these outcomes is worth pursuing.

RE MERX 4
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Section 2 - Consultation Process

The intent of the approach used for developing the 'People Plan' was to provide full opportunity
for all employees to engage in identifying needs, defining opportunities and gaps and to engage in
nominating actions and initiatives to improve the college’s practices, processes and overall
positioning as an employer of choice.

Camosun engaged ReWerx, a management consulting firm, to facilitate the development of the
People Plan. ReWerx was selected during the RFP process based on their depth of experience, their
proposed approach of open engagement, inclusiveness and participation opportunity, and their
knowledge and work in the post-secondary education sector.

Process

The following process was implemented in order to obtain maximum engagement and feedback
from the college’s employees in terms of shaping the People Plan. Full outcomes from each step
can be found on the college Intranet through this link to the People Plan
http://intranet.camosun.bc.ca/people-plan/

Throughout this process, all college employees were kept up to date through special editions of
CamNews, as well as by individual members of the Steering Committee represented by Joan Yates
(CET), Sybil Harrison (SLC), Steven Rumpel (SLC), Kelly Pitman (CCFA), Al Paterson (BCGEU), Tony
Nelson (CUPE), Teresa Morriss (HR), Barb Severyn (Executive Sponsor), and Nancy Sly (Project
Manager).

Step 1 — Initial Survey:

e Asurvey calling for questions/comments to be addressed in a series of 6 face-to-face group
sessions was sent to all active college employees.

e There were 316 responses to this survey, generating more than 500 questions/comments.

e These questions/comments were sorted into 6 major themes.

e The following questions relating to these themes were developed to be addressed by
participants in the 6 face-to-face group sessions.

1. How do we break down organizational silos to enable us to work more cohesively,
collaboratively and efficiently while maintaining an environment of mutual respect?

2. What systems and supports do employees require to meet their learning and development
needs, and contribute to the achievement of current and future organizational
needs/goals?

3. Given the current fiscal environment, what more could we be doing to attract and retain
qualified and highly skilled employees in all areas of the college?

RE MERX 5
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4. Given the anticipated wave of retirement, what steps can we take to share and build on the
knowledge, expertise and organizational wisdom of our instructors, support staff and
administrators?

5. How can we ensure that structures, processes, services and tools are available to enable
people to do their job to the best of their ability?

6. Given economic constraints which are largely beyond the college’s control, how do we
strategically invest in areas of the college so that we do the right things and focus on those
that are the highest priorities for a competitive and successful future?

Step 2 — Face-to-Face Sessions

6 face-to-face group sessions were held from mid-May through early June, 3 at both campuses.
A total of 110 employees participated in these sessions. It was challenging for skilled trades
instructors to attend due to teaching schedules. All other groups were well-represented.

The intent of these sessions was to gather input from attendees on the 6 key questions to be
addressed. ReWerx consultants facilitated these sessions using their Consensus Builder™
methodology, which actively engaged all participants in discussing each question and coming
up with group consensus by question on key issues to be addressed. These discussions
ultimately generated 19 initiatives deemed critical to the successful future of the college by
participants.

Step 3 — Prioritization Survey

A second survey was designed to provide employees with the opportunity to prioritize these 19
initiatives by rating the relevance (importance) to the college’s future and current
performance. Those rated highest on relevance/importance and lowest on performance were
deemed the top priorities for the focus of the People Plan.

This survey was sent out via the college’s Vovici system to two separate groups: (a) all session
participants; and (b) all other employees. The purpose of this split was to compare responses
from those who attended sessions and generated the 19 initiatives from all initial input, with
responses from those unable to attend a session. 150 employees responded to this survey,
generating 6 common priorities across both sets of responses and very close prioritization on
the balance, thus confirming a unified focus across the college.

Step 4 — Plan Writing

This Plan has been developed using the priorities determined in Step 3, the consultants’ extensive
expertise and experience, and research with regard to benchmarking what high performing
organizations are doing across a number of sectors.
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Section 3 - People Plan

The People Plan is described under four cornerstones, each with associated priority initiatives for
action derived from the input obtained during the consultation process.

e Cornerstone 1: Capacity of the College to Engage and Develop a Highly Capable Workforce

e Cornerstone 2: A Clear Focus for the College to Support Organizational Success, Retention
and Attraction

e Cornerstone 3: A Unified Organizational Culture that Reflects the College’s Values

e Cornerstone 4: Strengthened Processes and Support

For the People Plan to be successfully implemented, it is imperative that the college focuses its
limited human and financial resources on the initiatives that can be most effectively and efficiently
acted on to achieve some early improvements in how it manages and motivates its employees. A
number of the initiatives emanating from the consultation process are inter-related and/or
naturally follow others.

As a result, 6 initiatives have been selected as the top priorities for early action. These are
illustrated at a high level on the following pages, together with the subsequent initiatives that will
naturally flow from these initial 6 in subsequent stages, as resources allow.

This high level graphic is followed by more detailed descriptions for these 6 initiatives as to the
scope, targeted outcomes, benefits, leading internal and external practices, resources required,
suggested timeline and specific roles/accountability for implementation. As has been stated
throughout this process, the ultimate success of the People Plan involves leadership from HR,
commitment of financial resources, and the dedicated involvement of human resources from
across the college.

Taking no immediate action is not an option if the college is to maintain credibility with its
employees. The numbering of these top 6 initiatives does not denote prioritization, nor is it
anticipated that they will all be tackled immediately. With input from the Steering Committee,
they have been summarized in a table at the end of this document suggesting prioritization by
timeframe (urgency/impact) with start dates for each initiative during the next 6 — 18 months, i.e.
by March 2016. Inclusion of this planned approach will be a critical part of the overall strategy to
ensure effective communication of the People Plan to the college community.
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Cornerstone 1: Capacity of the College to
Engage and Develop a Highly Capable
Workforce

Priority Initiatives:

1. Develop a method of measuring employee
engagement and satisfaction, in order to identify
and act on areas for improvement.

2. Develop an effective and complete orientation
program that includes the college, the department
and the role - for new employees and employees
who change roles.

3. Develop a competency framework (role-based
skills, traits, characteristics & abilities) as a key
foundational element for our 'People’ processes,
such as development, career paths, succession plans
and recruitment.

Subsequent Initiatives:

¢ Inventory and make accessible the skills and
experience of Camosun employees and make use
of these internal resources to strengthen the
capacity of the college.

¢ Improve Workforce Planning: identify current
state (demographics, turnover, and retirement
trends); inventory skills, and assess Camosun's
capacity to meet future needs.

e Establish role-based personal development plans
for all employees that enable them to align their
personal goals with the goals of the college.

¢ Create a mentorship program to share knowledge,
and further develop the abilities of our people.

¢ Improve processes and support for knowledge
retention when employees transition out of a role
or into retirement (e.g. plan for overlap with
successor to exchange critical information, allow
for knowledge transfer, improve documentation
etc.)
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Cornerstone 2: A Clear Focus for the College to Support
Organizational Success, Retention & Attraction

Priority Initiatives:
4. Improve clarity and focus of what Camosun College stands for
and streamline/focus our strategic plan.

Subsequent Initiatives:

* Develop a clear and compelling case for why prospective
employees and students should choose Camosun and provide
reason for our employees and other stakeholders to speak
positively about the college.

¢ QOutline the value of Camosun's total compensation and other
attributes of working for the college, and find ways to enhance
these.

Cornerstone 3: A Unified Organizational Culture that
Reflects the College's Values

Priority Initiatives:

5. Improve internal communications across the college to
ensure people at all levels have the information they need and
the opportunity to engage in discussions relevant to the college

and their role.

Subsequent Initiatives:

¢ Create opportunities for collaboration across the college.

e Foster a culture of respectful and equitable management
across all employee groups by providing consistent
opportunities and treatment (e.g. personal development,
employee recognition, etc.)

NNNNNNNNNNNNNNNNNN
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Cornerstone 4: Strengthened Processes
and Support

Priority Initiatives:

6. Provide support, guidance and necessary training
to ensure consistency of human resources practices
and clarify understanding of processes (e.g. tips for
recruitment and selection, collective agreement
provisions that must be honoured, hiring processes
including reference checks, etc.)

Subsequent Initiatives:

e Strengthen relationships across the college to
improve awareness and use of centralized
functions (e.g. ITS, Finance, HR, Student Services,
etc.)

e Complete a business process review to identify
opportunities to improve the efficiency and
effectiveness of our processes and practices.
Prepare a plan to address gaps and implement
process improvements.

¢ Research and identify leading practices across
the college and benchmark these against what
other high performing organizations are doing,
both within and outside the college sector.

¢ Provide tools and technologies that enable jobs
to be done more efficiently, and ensure
appropriate training is provided to achieve
proficiency.

NNNNNNNNNNNNNNNNNN
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Cornerstone 1: Capacity of the College to Engage and Develop a Highly Capable
Workforce

1. Develop a method of measuring employee engagement and satisfaction, in order to
identify and act on areas for improvement.

1.1 Scope:

This initiative was rated the #1 priority across the college. There was an overall recognition
that a highly engaged workforce is critical to the college’s ability to retain and attract the best
talent, and consistently attain high levels of overall performance, ensuring attraction of the
best students and a sustainable future for the college.

The intent of an employee engagement survey is to assist an organization identify both areas of
strength and areas for improvement with regard to how it motivates and manages its
employees to ensure strong commitment to the organization and its success. A high level of
employee engagement has been proven to result in increased retention of current employees,
attraction of the best talent, and ultimately high levels of engagement and satisfaction amongst
customers, in this case students, leading to increased demand for services.

An employee engagement survey is an effective tool to measure the current state and pave the
way for a deeper assessment of actions to be taken to sustain strengths and address areas for
improvement. Year over year results and subsequent actions result in higher levels of
commitment (engagement) to the organization, its customers (students) and its future. The
process is intended to be constructive in nature, focusing on identifying and maintaining
strengths, and making improvements to areas of need identified in the survey. It is not
intended as an opportunity to take advantage of anonymity to negatively vent frustrations and
target individuals at a personal level. Interpersonal relationship challenges and personal
opinions about others should be addressed on a timely basis following the organization’s
policies and procedures for such matters, e.g. Respectful Workplace processes.

As a first step, a survey should be implemented to provide a baseline for measurement of
engagement on an ongoing basis. To be truly effective, the survey should be tuned to address
issues that are of most importance to the college and its employees. It should not be lengthy,
and should target key areas such as: Strategic Direction; Communications; Recognition/
Feedback/Development; Working Relationships; and Core Engagement Questions. Other areas
that may be included are: Work/Life Balance and Tools & Resources. Where numbers would
not compromise anonymity, the survey should also ask for demographic information such as:
length of service, department and campus, so that resulting quantitative data can be accessed
by overall organization results and by demographic in order to target more effectively areas of
strength and those needing improvement.

RE ANVERX 11
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It is critical that the survey be facilitated by a 3 party to ensure employees feel confident in
providing honest responses and constructive feedback to open-ended questions, e.g. “What
are the top two things you like best about working at Camosun?”; “What are the top two areas
for improvement with regard to working at Camosun?”

The data is only the beginning of the engagement process. Follow up to clarify results and
determine action plans is key to continuous improvement and strong employee engagement.
Top employers typically develop and implement “action teams”” either by issue and/or by
department/ location to ensure employees see action being taken to make improvements
based on their input and what is relevant and meaningful to them. Input also informs future
organization and HR operational planning.

Quick, very focused “check up” surveys during the year following the survey are also helpful for
keeping a pulse on engagement levels. A full follow up survey should be done at a minimum
every 2 years to evaluate progress, identify and address any emerging issues, and maintain
improvements made.

1.2 Target Outcomes:

e An established baseline from which to develop improvements in the way the college
motivates and manages its employees;

e Improved engagement (retention/attraction) year over year;

e Increased satisfaction of employees leading to a strong desire to remain with the college
(retention) and to speak highly of the college (attraction) thus fostering a brand of “great
place to work... great place to learn”.

1.3 Benefits:

e |t will provide an excellent base of information for a new President to consider with regard
to future focus for the college’s strategies and goals for its employees;

e The college will have a consistent and accepted way to measure employee engagement on
an ongoing basis;

e When action is taken (i.e. follow up), it reduces cynicism amongst employee groups who
feel that they are not listened to, their input is meaningless, or it’s simply a paper exercise;

e Increased employee satisfaction will lead to increased student satisfaction, enrolment and
engagement.

! An “action team” is a nominated (ideally self-nominated) group of employees that best represents those affected by
the issue or challenge and is focused on ensuring a plan for improvement is developed and implemented within a
targeted timeframe. The “action team” disbands once the plan is in place. Success is measured by the results of
subsequent engagement surveys.

RE ANVERX 12
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e A more satisfied and motivated workforce will mean less time spent by leaders and
managers on employee-related issues, and more time focusing on matters of strategic and
operational importance for the college;

1.4 Internal Leading Practice:
None

1.5 External Leading Practice Sample:
JIBC, BC Provincial Government, The Union Club, ICBC, VIHA (there are many others)

1.6 Resource Requirement:
e External:

One time:

—  Survey Provider — for initial set up and administration year 1 ($15,000%)

- Potential facilitation of follow up for year 1 ($7,500+)

Ongoing:

- Survey Provider — survey administration for future years ($7,500+ per cycle or wave)

e Internal:

One time:

- Led by HR, involves small Engagement “Committee” to review questions, be champions
to encourage participation, and ensure follow up post-survey with regard to results
overall and by department/location (action teams).

- This Committee must have cross representation from all areas and levels of staff,
including CET and SLC.

Ongoing:

- Engagement Committee for each wave of survey to be champions to encourage
participation and ensure follow up post-survey with regard to results, as per year 1.

1.7 Timeline:

e Initial baseline survey tool selected and/or designed — Start October 2014; complete by
mid-December 2014.

e |Initial survey launched January 2015; results communicated by end of March 2015.

e Follow up action teams in place April 2015; action plans developed and implemented
April/June 2015.

e Repeat survey every 12 or 24 months to measure progress.

1.8 Roles/Accountability:
Nancy Sly, Human Resources Specialist

RE ANVERX 13
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. Develop an effective and complete orientation program that includes the college, the
department and the role; for new employees and employees who change roles.

2.1 Scope:

An effective and consistent cross-college orientation/onboarding program is essential to the

long term success of new employees and those moving into a new role and/or a new

department. It is an inherent factor in gaining high levels of employee engagement and

performance early in the employment relationship.

The most effective orientation programs for new employees consist of five parts:

Day 1: Orientation to the basics — HR (Employee Handbook, payroll, benefits and other
forms, etc.), IT processes (passwords, etc.), location of key places (washrooms,
cafeteria, coffee/tea/water), introduction to closely located/inter-related staff.

Day 2 & 3: Orientation to the role and department by the immediate manager — a face-
to-face meeting to ensure full understanding of the role/initial performance targets and
discuss any specific training needed; introduction/walk around to all department staff;
introduction to other specific staff the individual will interact with.

During the first few weeks: A “buddy” system is effective to assist the new employee
find their feet during the first few weeks; the “buddy” should provide a tour of the
employee’s primary campus and arrange a visit to the other campus.

. During an employee’s first 3 months of employment: A college wide orientation event

that touches all new hires for the relevant period. This group meeting should ideally be
held 3 times per year, every January, May and August, to which all new employees hired
during the period prior are invited.

To be successful, these events must involve a cross-section of senior leadership
(President and other members of CET), representatives from SLC, other managers, and
employees in order to provide a well-rounded view of the college — the “who, why,
what, where, when and how” of Camosun. Another success factor is scheduling and
publishing such events on an annual basis so that dates can be held, time committed
and venues booked.

Typically these group sessions provide background/history, overall direction (Strat Plan),
the culture/values and how those are embedded in everything people do,
communications opportunities, as well as specifics about what departments do, how
they interact, any specific college initiatives in progress etc., and a Q&A session.

They provide a great opportunity to break down silos early on by having participants
introduce themselves and have the chance to interact with new and current employees
across the college that they may not otherwise get to meet.

14
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v. Six months after the start date, schedule a meeting between the individual and a
representative from HR to gather feedback on “how it’s been going” and ask for
suggestions on improvements to the orientation process.

Orientation for employees moving into a new role should follow a similar pattern, depending
on how much difference there is in terms of the move to the new role.

i. Day 1:If changing departments and/or relocating to another campus, initial orientation
may include such items as new direct phone line, updating department group e-mail
members, location of key places (washrooms, cafeteria, coffee/tea/water), introduction
to closely located/inter-related staff.

ii. Day 2 & 3: Orientation to the new role, and department if applicable, by the immediate
manager — a face-to-face meeting to ensure full understanding of the role/initial
performance targets and discuss any specific training needed, e.g. supervisory skills
training; an introduction to key staff the individual will interact with in their new role; if
a new department, an introduction/walk around to all department staff.

iii. During the first few weeks: Depending on whether the new role entails working in a
new department and/or at a different campus, a “buddy” system would be effective to
assist the employee find their feet during the first few weeks; the “buddy” should
provide a tour of the employee’s new campus.

iv. During the first 3 months in the new role: A college wide orientation may be helpful,
depending on the changes entailed in the new role. In fact, if this type of orientation
has not been practised on a regular basis in the past, existing staff often find this a very
helpful and interesting session to attend.

v. Six months after the start date in the new role, schedule a meeting between the
individual and a representative from HR to gather feedback on “how it’s been going”
and ask for suggestions on improvements to the new role orientation process.

2.2 Target Outcomes:

e An established, consistent framework for individual, role, department and college-wide
orientation, including training supported by a set of guidelines for those playing key roles;

e Delivery of a uniform introduction of new employees and those moving into new roles
and/or departments;

e High levels of engagement and performance from new employees and those moving into
new roles, early on in the new employment relationship.

RE ANVERX 15
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2.3 Benefits:

e Early and complete orientation will ensure that new employees and those moving into new
roles are off to a strong start in their careers at Camosun, including high levels of
engagement and performance;

e Employees will be highly effective in their roles more quickly than if left to their own
devices to orient themselves;

e Early networking and collaboration across functions will lead to cross department/campus
connections and networks being created early in the employment experience and
embedded as a key cultural value across the college.

2.4 Internal Leading Practice:
Needs to be inventoried by the college during the research process

2.5 External Leading Practice Sample:
e JIBC, ICBC, Sierra Systems Consultants

2.6 Resource Requirement:
e External: None envisaged unless internal resources unavailable due to other priorities.
e Internal:

One-time:

- An effective orientation program can be designed and implemented internally using a
focused team that is led by HR and consists of cross-function/level representation.

- This cross-college team would research existing internal best practices and design a
checklist/template for aspects of orientation that should happen at the departmental
and work unit level in order to ensure consistency.

- This would be followed by in-house training/program orientation for those involved in
any aspect of this program, e.g. managers, supervisors, potential “buddies”, etc.

- There is no additional cost to regular staff salaries, although this must be designated as
part of the role for those involved to be successful.

Ongoing:

- This is an ongoing process, therefore internal resources are required to fulfill this
function and designated as part of the role for those involved.

- Additional training/program orientation would be required for those moving into
related roles, e.g. managers.

- ltis helpful to have alternates for key roles at the quarterly group orientation sessions.
Ideally the President will always participate as this send a key message to new
employees that they are important to the college’s success. Hence the requirement to
schedule for the whole year at the start of each (calendar/fiscal) year.
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2.7 Timeline:

e This was a high priority initiative across all survey respondents and may not require use of
external resources, however internal resources may not be available to start this initiative
until April 2015.

e Ideally, research of existing practices and documentation (guidelines) of all of the suggested
parts would be started in April 2015 for completion by May 2015.

e Orientation/training for those responsible for implementation would take place June/July
2015.

¢ Implementation of the full process could then be started for August 2015.

2.8 Roles/Accountability:
Nancy Sly, Human Resources Specialist
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. Develop a competency framework (role-based skills, traits, characteristics &
abilities) as a key foundational element for our 'People’ processes, such as
development, career paths, succession plans and recruitment.

3.1 Scope:

Since this initiative is foundational to many other initiatives in this Plan, it is suggested that its
priority be raised. This initiative relates to the early development of college-wide identification
of core job families and roles that provides the definition of skills, characteristics, traits and
behaviours that generate successful results.

This is the gold standard approach proven over time to build high performing organizations. It
uncovers what separates the “best from the rest” in a role, defines the type of person (skills &
attributes) who performs at a high level of excellence, and identifies examples and
characteristics that can be built into individual development initiatives, workforce and
succession planning, recruitment, promotion, and focused/cost effective approaches to
coaching, mentoring and managing training budgets.

Developing a competency framework is a one-time investment in time and resources and will
provide long-lasting benefits that form the foundation for a number of other initiatives as
described.

3.2 Target Outcomes:

Development and delivery of a clear definition of the “Underlying Skills, Traits, Characteristics
and Abilities of a Person Which Result in Effective and/or Superior Performance” in specific roles
across the college. This in turn allows thoughtful and valid construction of the following
processes and tools:

e Self-assessment processes for individual development;

e Training design that targets gaps at the individual level;

o Performance assessment frameworks that define development objectives;

e Recruiting tools that define the selection criteria for filling roles;

e Succession tools that assess individual and organizational readiness to fill key pivotal
roles;

e Tools to determine pivotal roles for workforce planning;

e Compensation planning tools that support recognition and retention of key employees.
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3.3 Benefits:

Without a framework that starts to define performance levels, it is not possible to have
effective performance management, coaching and development processes. When these
elements are missing, an organization will only have subjective discussions with regard to these
areas. In such a case prescriptive training courses do not deliver effective results and often
misallocate training budgets.

The economic value of superior performance is remarkable. The value add of having an
employee in the high range of performance has been proven to result in significant
performance gains. Employees at this level deliver more efficiently and effectively as they work
day-to-day:

e +19% productivity in low complexity jobs

e +32% productivity in moderate-complexity jobs
e +48% productivity in high complexity jobs

e +48% to 120% productivity in sales jobs

There are very few jobs at Camosun that would be considered as low complexity.

When job families and their roles are defined and development solutions applied to improve
competency and capacity, an organization is then enabled to achieve its vision, and implement
its strategies. Characteristics that create and support effective and superior performance are
identified. Gaps in organizational capacity can be understood at a macro-level and then
translated into specific human terms. Organizational strategic objectives are met through
integrated human resource practices. Other benefits also accrue including improved design of
the organization and how work is done.

3.4 Internal Leading Practice:
Needs to be inventoried by the college

3.5 External Leading Practice Sample:
UBC — job families; BCIT; BCLDB; UVic; BC Provincial Government; Health Authorities
(leadership)
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3.6 Resource Requirement:
There are likely an estimated 5 to 8 job families and less than 20 roles overall so the initial tasks
should be able to be completed during a period of 2-3 months.

e External:

One time:

- Consulting resource — Use an initial beta area/department with external support that
can supply methodology and tools that are proven and effective, and coach internal HR
team to use the same tools and methods for full roll-out. ($5,000+)

Ongoing:

- Likely unnecessary once internal Camosun resources are oriented to the process, and
have a quality approach and set of tools in hand.

e Internal:

One time:

- Designated staff (n=3) to “shadow” consulting resource to learn approach and use of
tools;

- Sample of employees for each job family and role to participate in the process, ensuring
cross representation from all areas and levels of staff as applicable;

- Designated support from key schools and functions.

Ongoing:

- Once the task is completed across all job families and roles, very little re-investment will
be required.

3.7 Timeline:

e Development and orientation to the framework and approach, working with designated
Camosun staff — start January 2015.

e Define job roles and families — January/February 2015.

e Definition of competencies by job family and role — start beta area March 2015/complete
August 2015.

e Implementation for self-appraisal and implementation for individual development — target
September 2015 + ongoing as needed.

3.8 Roles/Accountability:
Anita Ferriss, Organizational and People Development Specialist
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Cornerstone 2: A Clear Focus for the College to Support Organizational Success,
Retention & Attraction

4. Improve clarity and focus of what Camosun College stands for, and streamline/focus
our strategic plan

4.1 Scope:

Highly successful organizations have a clear sense of their purpose, ‘brand’? and their position
in the marketplace. This statement of purpose, vision and brand needs to be simple,
understandable and shareable across broader audiences. A test is to ask people what their
‘elevator speech’ is for their organization. If responses are concise and in alignment, then the
organization is likely to have a simplified set of clear strategies and see resources matched to
their implementation.

The college has recently been through an extensive process to update its website aimed at how
it is seen by external audiences, particularly prospective students. As a result, market research
indicates high levels of recognition with external audiences including students. However, the
consultation process to define the People Plan indicated that many employees are not fully
aware of these initiatives. The college needs to do more to tell this story internally.
Recommendations for improving this situation include:

e Ensuring employees see the connection through a more closely linked website and
intranet.

e Using these links to strengthen and clarify the brand with internal audiences, so they
can clearly answer the question: “We’re not trying to be a university, but who are we,
what do we stand for, and what do we have to offer?”

Throughout the stakeholder/employee consultation process there were consistent calls for
Camosun to:

e C(Clearly identify the college’s vision and communicate it internally so that everyone has a
consistent understanding.

e Define who ‘we’ are, and use it for focusing and prioritization (clarity will help to define
priorities). A ‘define it ourselves’ approach was suggested, rather than being tugged and
influenced by other disparate parties pulling the college in different directions, e.g. “Use
data driven, rational decision making...” that is not unduly influenced by a single
stakeholder group.

’ The term “brand” reflects clarity of focus on who and what Camosun is all about — what it wants to be recognised for
both internally and externally. The general feeling amongst participants was that the college is trying to be “all things
to all people”, leading to confusion as to direction, priorities for resources and unclear career opportunities. There
needs to be tangible clarity as to how the college sees itself, and how others see it (both internally and externally).
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e Develop improved focus on the key few strategic areas and priorities (keeping these
limited in number so that they are achievable).

e Refresh the college’s strategic plan to a simpler, more focused and actionable
document (e.g. “Too many things, too complicated, too big, needs a clearer focus. It’s a
massive document with no focus.”).

e Define and agree on key targets and outcomes (the “right things” such as revenue
generation, systems & support, etc.).

e Implement both a discipline and practice that indicates responsibility, accountability
and involvement. In addition strategies need to be supported by clear operating plans.

e Identify where resources (people, time, budgets) are required for tactics and initiatives
to achieve strategies; these must be identified, planned and resourced.

e Take a planned approach that is deliberate; make this our way of doing business.

e Clearly communicate the organization’s strategies, needs and goals to all employees.

4.2 Target Outcomes:

A refreshed strategic plan

Introduction of supporting operating plan framework to ensure strategic plan objectives are
achieved

Continue with external brand/reputation campaign

A stronger understanding of brand/reputation internally through website/intranet links

4.3 Benefits:

Higher levels of achievement and success in executing plans
Improved use of resources
Greater engagement, support and productivity relating to goal achievement

4.4 Internal Leading Practice:
Needs to be inventoried by the college

4.5 External Leading Practice Sample:
University of British Columbia, University of Regina, Humber College, Province of British

Columbia, Province of Alberta.
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4.6 Resource Requirement:

The college used external resources to develop its current strategic plan. Current thinking is
that the refresh will be managed internally, however the current vacancy at the President level
may result in a change and delay in this process and how it is conducted.

Should a decision be made to use an external resource, following are the typical costs
associated with such a process based on our experience.

e External:
One time:
- Planning support/facilitation to gain alignment on vision, strategies and priorities
(<$6,000)
- Operating Plan support to provide simple, adaptable and proven format (<$5,000)
Ongoing:
- Optional: Facilitate quarterly reviews (52,000 per quarter)

e Internal:

One time:

- Re-tune strategic plan document — this would involve one person tasked with leading
the plan refresh as well as all selected to provide input;

- Linking website and intranet for improved understanding of the “brand” — there needs
to be one person spearheading this as a specific project, including a plan for
communicating with employees to clarify as necessary.

Ongoing:

- Operating Plan Coordination — needs to spearheaded by a named person who has this
responsibility as part of their job.

4.7 Timeline: (Note: this timeline may be delayed until a new President is in place)

e October 2014 start Strategic Plan refresh.

e Refreshed Strategic Plan completed and communicated — end of March 2015 for start of
new fiscal year 2015/2016.

e Introduction of operating plan discipline — April 2015.

e Fiscal 2015/2016 operating plans in place — target May 2015.

e Operating plan updates — quarterly ongoing.

e Website/intranet links in place — target September 2015.

4.8 Roles/Accountability:
Joan Yates, Vice-President, Communications, Advancement and Planning
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Cornerstone 3: A Unified Organizational Culture that Reflects the College's Values

5. Improve internal communications across the college to ensure people at all levels
have the information they need and the opportunity to engage in discussions
relevant to the college and their role.

5.1 Scope:

A well-orchestrated communication framework is foundational in achieving organizational
effectiveness, engagement and alignment. Communication envelopes how information is
presented, shared or made available to different audiences. When it comes to employee
communication, the emphasis must be on a two-way exchange — not just how information is
conveyed to employees, but also how these channels encourage input and enable further
conversation. In addition, the ability to target specific groups with information that is relevant
to them leads to increased reception and retention of key information.

A lot of good work has been completed already to improve internal communications. Feedback
through the People Plan survey and face-to-face sessions emphasized the need to continue to
improve communication at the college on a number of dimensions. The majority of these
involve increased focus, with little additional financial investment (with the exception of
changes to the current web/intranet platform). Recommended initiatives to improve
communication include:

e Provide more opportunities for open and honest communication:
Open and honest communication together with visible and active leadership, are key
contributors to increased employee engagement and improved alignment to vision and
strategy. Opportunities must be created and taken to increase communication
opportunities between leadership and employees.

- Improve the ability for the Communications team to identify and target distinct
audiences in order to better distribute relevant information. This includes creating
distribution lists (e.g. all employee, by department, by employee group, etc.) to
target announcements to only those impacted, and ensuring a process is in place
with HR and ITS to maintain lists when employees join, change roles or exit the
college.

- Improve the ability for the Communications team to monitor and measure the
success of current communication campaigns. Web analytics should be enabled to
track traffic on the intranet and external website in order to determine which
information employees and others consume most often. An e-mail
marketing/management solution that enables the Communications team to track
opens and click-throughs on e-mail campaigns (e.g. CamNews) is critical to
identifying opportunities for improvement.
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Increase visibility of leadership through communications sent from the appropriate
leader for a given message. When sending e-mail communication, use direct
messages from leadership wherever possible. Avoid messages “on behalf of”.
Consider including a photo of the message sender in the e-mail template.

Create more face-to-face opportunities for staff to hear from and interact with
senior leadership. Leadership should be involved in college wide orientation events.
All departments should hold regular departmental meetings (suggested frequency:
at least 1 per semester), where employees can hear news directly from their
leadership, and have the opportunity to ask questions or make suggestions that
impact their department. These departmental meetings can also act as a forum for
sharing and discussing engagement survey results, creating subsequent action plans
and checking progress.

Open communication channels for feedback, suggestions and questions. The
method for measuring engagement (Initiative #1) will contribute to this, but another
channel for on-going communication and feedback with college leadership would be
a valuable addition for employees. Examples include rotating leadership lunches
(“brown bag” discussions), suggestion boxes/inboxes, blogs with questions/
discussions, etc.

Provide streamlined access to information, including on demand (pull):

Employees require frequent access to information and tools related to their role,

employment, benefits, policies, practices, and initiatives underway in their department

or across the college. Employee feedback during the group sessions noted that today
this information is held in a number of different places, making it difficult to find when

it’s required. Tactics to improve access to information include:

Create framework and consolidate content for employee toolkits. These toolkits
contain information relevant to different roles or employee groups. A standard
toolkit would include information common to all employees (e.g. Camosun Strategic
Plan, campus maps, health and wellness, code of ethics, org charts, etc.), as well as
information more specific to their group or role (e.g. collective agreement,
curriculum plan, current projects, key department contacts, etc.). These toolkits
should be in electronic format, and leverage links to the content’s central location in
order to avoid constant maintenance. Some tools, like SharePoint, include this
functionality already. An additional toolkit for prospective employees can be
created and hosted on the external Camosun website, further enhancing the
external perception of the college, and improving the ease of access to information
for potential employees.
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- Maximize use of technologies already in place at the college, and achieve
consistency across channels. The college’s intranet is the main source for
employees to ‘pull’ information on demand and needs considerable investment.
Investment in this platform will provide a common communication tool and enable
improved efficiency for employees searching for information, and for the employee
communications team in charge of drafting and dispersing content. Leveraging this
platform can also enable easy connectivity of toolkits for roles, HR information, etc.
Further efficiencies can be realized by achieving consistency across the intranet and
external website platforms — enabling relevant information to be posted to both
sites at the same time.

- Infuse in employees the understanding that there is also a sense of responsibility on
their part to keep themselves informed. With improved tools, such as a more
streamlined and up to date intranet linked with the college’s website, this will
become easier for them.

Key considerations with respect to communications should also include:

Channel mix: a healthy mix of face-to-face, electronic and print mediums. Messages should
be repeated across different channels. Ensure channels are available for the push and pull
of information, as well as open feedback mechanisms.

Ensure that managers understand and value their role in communicating organizational
information. They cannot rely solely on CamNews which has become the de facto source
for communication. Communication is a two way process involving both talking and
listening; it is active not passive, and a process in which managers play a key part.
Frequency: Increase frequency of communication during times of change, e.g. updates to
strategic plan, organizational changes, budget changes, leadership changes, etc.

Audience identification and focus: Messages should be tailored for specific audiences
where possible. Focus on “what’s in it for me” for each specific group.

Message content: Emphasis of key messages, linking to overarching college strategy
wherever possible.

Sender: Identify and leverage the appropriate sender of messages, whether through face-
to-face or other channels. Engage leadership wherever possible to put messages in the
context of their departments/groups.

5.2 Target Outcomes:

An understanding by all managers that they have an active role in communications and
cannot rely solely on passive communications such as CamNews.

An understanding by employees that they have a responsibility to keep themselves
informed.
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Distribution lists created and maintained for better targeting of relevant information to
various audiences.

Analytics enabled for two major communication channels (intranet and e-mail) to monitor
and measure the success of communication campaigns.

Revamped e-mail templates and “send from” mailboxes to enable messages to appear to
come directly from senior leadership members. Eliminate messages “on behalf of” senior
leaders.

Senior leadership is present with an active role in employee orientation events.

Each department holding recurring departmental meetings. A central schedule maintained
to enable visibility of key face-to-face communication opportunities.

Employee toolkits created for job types and/or departments, hosted in a central and easily
accessible place.

Toolkits integrated into the intranet/employee portal/college website.

5.3 Benefits:

Improved ability to target relevant information to distinct audiences, and measure
reception.

Improved awareness of, and alignment to, corporate strategy.

Improved engagement of employees.

Improved relationships across the college.

Increased visibility and connectedness to senior leadership.

Improved efficiency in finding information that is relevant and necessary for employees to
do their job.

Improved knowledge and awareness of key initiatives underway at the college.

Improved information resources (website/intranet) for current and prospective employees
and students.

5.4 Internal Leading Practice:

Lunches with the President

“Conversations Day”

VP Education Newsletter

Town Hall meetings

Information on Intranet, e.g. People Plan link
Open forums re: the budget
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5.5 External Leading Practice Sample:
ICBC (employee portal/Sharepoint implementation); JIBC (website/intranet integration); JIBC
“Knowledge and Beyond Day” for all staff; VCC (cross-college integration day)

5.6 Resource Requirement:
e External:

One time:

- Project and IT resources would be required in the event that the college decides to
upgrade or enhance its current intranet/employee portal platform, including the full
implementation of toolkits. A pre-requisite for this work would be the implementation
of an identity management solution for single sign-on.

Ongoing:

- Depending on the ability and capacity of in-house resources to undertake
enhancements and upgrades, this work may need to be outsourced. This will need to
be properly scoped and planned, including appropriate budget allocation.

e Internal:

One time:

- A communications/project lead will be required to work with external resources, as well
as with representatives from the various job groups to create toolkits with relevant
information.

- Avresource or resources will need to be tasked with creating up-to-date group e-mail
lists based on current employees as well as other necessary groups, e.g. alumni.

- Avresource or resources will need to be allocated to define a process whereby these lists
are regularly maintained and kept fully up-to-date.

Ongoing:

- The college can provide more opportunities for open and honest communication with
little to no net new resourcing. However, accountability for organizing departmental
meetings and for managing employee feedback channels must be established and
incorporated into current roles.

- Resources will need to be specifically assigned responsibility to ensure group e-mail lists
are kept current as employees are hired and leave the college’s employment. This task
must be incorporated into current roles for those involved.
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5.7 Timeline: (Note: Some of these initiatives are underway or planned. Improvement of
communications is an ongoing and constant challenge — these initiatives are intended as step
improvements, alongside business as usual improvements.)

e Create distribution lists for departments and employee groups, and implement a
system/process to maintain — October 2014 (immediate requirement).

e Increase visibility of leadership through communications — October 2014 (immediate
requirement)

e Implement analytics tools for intranet and e-mail tracking — target January 2015.

e Formalize departmental meeting schedule —target January 2015.

e Open feedback channels (could do as part of Employee Engagement process).

e Create framework for employee toolkits — target September 2015.

e Consolidate content for employee toolkits — target January 2016.

e Integrate toolkits to intranet / employee portal — target June 2016.

e Assess and implement improvements to intranet and external website, including platform
changes and identity management solution — target January 2016 — January 2018.

5.8 Roles/Accountability:
Joan Yates, Vice President, Communications, Advancement and Planning
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Cornerstone 4: Strengthened Processes and Support

6. Provide support, guidance and necessary training to ensure consistency of human
resources practices and clarify understanding of processes (e.g. tips for recruitment
and selection, collective agreement provisions that must be honoured, hiring
processes including reference checks, etc.)

6.1 Scope:

Feedback received during the participation process indicated that all who have responsibility
for the selection and hiring process for filling vacancies — both for external and internal hires —
do not necessarily have the skills and experience to make the best choices. The same was said
about those responsible for evaluating employee performance and providing feedback, as well
as understanding the college’s Collective Agreements and their provisions.

It appears that when employees are promoted into management and supervisory roles, they
are not necessarily oriented into those roles on a consistent basis, including initial training
related to the people management aspects of their new role. This has resulted in
inconsistencies of process, poor hiring choices, retention of low level performers, and
unnecessary grievances to the detriment of the college as a whole.

For example, when employees see low level performance being tolerated without any attempts
made by the individual’s manager and/or supervisor to provide the necessary support for
improvement, it reduces morale for others who see different standards being applied. It also
erodes trust in the manager or supervisor’s abilities to perform their role. As a result, high
performing employees may choose to leave the college, thus losing valuable talent.

For those involved in managing employees:

e Being able to successfully fulfil the responsibility for selection of external and internal
hiring, requires a full understanding of the college’s recruitment processes, effective
interviewing skills, how to evaluate candidates, how to conduct reference checks, etc.

e Managing in a union environment requires knowledge of the Collective Agreement and
its application, and when to seek assistance from HR specialists.

e Providing meaningful and constructive feedback requires training and/or coaching in
how to conduct those sometimes difficult conversations in a manner that results in
maintaining a positive relationship with the employee and meeting performance
improvement goals. Treating the individual with respect and providing necessary
support to help them improve their capabilities, are key contributors to successful
outcomes to these conversations.
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e Providing ongoing feedback to high level performers and those who have successfully
met improvement goals is equally important. It does not need to be an onerous part of a
manager’s role, but is essential to maintaining high levels of employee engagement and
continued excellent performance. Providing timely, genuine feedback has been proven
to be a high motivator for why employees enjoy their work and workplace. It is a huge
factor relating to retention.

6.2 Target Outcomes:

A training program for all people managers to include the following topics:

- The hiring process (both external and internal hires) with regard to how to effectively
interview and select, as well as the college’s specific HR hiring processes, supported by
an online reference point for tips, guidelines (intranet).

- How to manage in a union environment for all who have the responsibility for managing
unionized employees.

- How to provide constructive feedback to improve and maintain high levels of
performance, as well as how to provide positive feedback and keep employees
motivated and focused.

Coaching support from HR Consultants and/or Organization & People Development

Specialist.

6.3 Benefits:

Improvements in effectiveness and efficiency of the hiring process, resulting in improved
“job fit” and “team fit” for both new employees and internal hires.

Improved retention of key talent.

Increased performance levels.

Increased overall employee satisfaction and stronger teams.

Increased employee engagement.

Reduction in workplace conflict, grievances and workplace issues resulting from poor
recruiting outcomes, lack of understanding of union contract processes, and performance
management.

6.4 Internal Leading Practice:

Needs to be inventoried by the college

6.5 External Leading Practice Sample:
JIBC, ICBC, UVic
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6.6 Resource Requirement:
e External:
None envisaged, unless needs development and training support cannot be provided by
internal resources due to workload/capacity or capability, in which case specialized
consultants could be used.
e Internal:
One time:
- Internal expertise (HR Consultants, Organization & People Development Specialist
and/or Distributed Education Instructional Designers).
Ongoing:
- HR Consultants and/or Organization & People Development Specialist to provide
training and coaching as necessary.

6.7 Timeline:

e Development of the necessary support tools, training and coaching for all current
employees who are new in management/ supervisory roles, as well as those currently in
such roles who have never received any training and/or do not have prior experience —
target start of January 2015 for completion August 2015.

e Implementation of support tools, training and coaching — September/December 2015.

e Ongoing for new managers as part of their role orientation.

6.8 Roles/Accountability:
Nancy Sly, Human Resources Specialist
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Section 4 - Summary of Initiative Prioritization by Timeframe

Prioritization
by Timeframe

Initiative

Summary of
Timeframe (see details in

(by start date) Section 3 above)
Initiative 1 —t De;elotp ? m:tho.d of ?eatsu.r;ng i::nplozee t October 2014 — March
engag?mgn and sa |stac ion, in order to identify and act on 2015; follow up April -

#1 areas for improvemen June 2015
Cornerstone 1: Capacity of the College to Engage and Develop a
Highly Capable Workforce
Initiative 5 — Improve internal communlcat|on§ across the October 2014 — January
College to ensure people at all levels have the information they 2018
need and the opportunity to engage in discussions relevant to
#2 the college and their role. Note: Some parts
Cornerstone 3: A Unified Organizational Culture that Reflects already underway or
the College's Values planned
I:ltlztwfe é%— Ir;ptrove cII.arl';\f/ and focustoftwh.at Clamosun College October 2014 — March
stands for; and streamline/focus our strategic plan. 2015 (Plan refresh); April
Cornerstone 2: A Clear Focus for the College to Support 2015 & ongoing (other)
#3 Organizational Success, Retention & Attraction Note: this timeline may
be delayed until a new
President is in place
Inl‘t|at|ve.3 — Develop ta c'ompete‘n‘c‘y framework (role—bzflsed January 2015 —
skills, traits, characteristics & abilities) as a key foundational September 2015
element for our 'People’ processes, such as, development,
#4 career paths, succession plans, and recruitment.
Cornerstone 1: Capacity of the College to Engage and Develop a
Highly Capable Workforce
Initiative 6 — Pr‘owde support, guu?lance and ngcessary tralnlr?g January 2015 —
to ensure consistency of HR practices and clarify understanding December 2015
of processes (e.g. tips for recruitment and selection, collective
#5 agreement provisions that must be honoured, hiring processes
including reference checking, etc.).
Cornerstone 4: Strengthened Processes and Support
Initiative 2 — Qevelop an effective and complete orientation April 2015 — August 2015
program that includes the college, the department and the role,
46 for new employees and employees who change roles.
Cornerstone 1: Capacity of the College to Engage and Develop a
Highly Capable Workforce
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