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Introduction
Career Banding is a new competency based Human Resources System in the state of North Carolina.  The Office of State Personnel has given each state agency the responsibility to implement career banding within their respective departments.  To accomplish this systems change, the Human Resources team at DHHS selected a division within DHHS to pilot this change to career banding.


DHHS chose the Disability Determination Services Division to pilot the banding system for the following reasons:

· Has similar job functions within the organization
· Is a self contained unit

· Is well organized

· Has supportive management

· Is open to trying new things

· Has unique recruitment/retention needs

The Human Resources team partnered with Development Dimensions International (DDI), a training and consulting firm, to develop a project plan and methodology for career banding implementation. DDI is expert at implementing competency-based systems within organizations.    

The goals of the pilot project were to:

· Test Career Banding concepts & methodology 

· Test DDI software for use in Career Banding
· Create and validate draft competencies

· Redefine job interview questions 

· Help hire people who best fit the DDS Specialist jobs 

· Reduce turnover


To begin the project, the Human Resources Team presented an overview to DDS managers in a PowerPoint Presentation, created a project plan, communication plan, and website (http://www.dhhs.state.nc.us/humanresources/banding).  See Appendix A for these documents.
Purpose of the Report


This report provides a summary of the pilot project involving many dedicated people and many hours of work.  The DHHS HR team thanks the DDS Senior Management Team for providing us with the opportunity to use their organization as a learning environment.  This report provides a summary of the results as well as recommendations for next steps.

Pilot Process

1.  Developing the Competency Library

The first step in the pilot project was to develop a competency library for DHHS.  This library serves as the “master list” of competencies to be used throughout DHHS.  A centralized library of competencies ensures consistency across the organization.   With this library, DHHS Human Resource staff can help managers understand how competencies are defined and used throughout the organization, regardless of job family or job role.


The pilot team spent many hours developing the Competency Library. We identified, defined, and leveled twenty-seven (27) competencies for the library.  Leveling the competencies at the Contributing, Journey and Advanced level was by far the most time consuming step of this process.  The DDI consultants commented on the unique and comprehensive nature of our library, noting that they had not worked with any organization that developed a competency library to the level of detail that we needed to for career banding.  See Appendix B for the competency library.

We entered the competency library into the DDI software package called ICS (Identifying Criteria for Success).  Team members interviewed DDS Specialists in a one-on-one setting to select an initial list of competencies from the library that were likely to fit DDS jobs. 
2. Validating Competencies

Next, we used the ICS software to generate a competency validation questionnaire listing the competencies chosen through the feedback interviews with DDS staff.  Each DDS Specialist was asked to complete a survey questionnaire that asked questions about the frequency and importance of certain job activities to validate the competencies needed for their jobs.  (See Appendix C)

DDS staff completed approximately 300 surveys and the team entered their responses into the ICS software.  The software then produced a statistical report (Appendix D) which validated the competencies originally selected.  The following seven competencies were validated through this process:

· Analytical Thinking

· Attention to Detail

· Communication

· Customer Service

· Decision Making

· Planning and Organizing

· Technical/Professional Knowledge
3. Creating the New Competency Summary Document


Once the competencies were identified and validated, the team created a competency summary document that describes the role of the DDS Specialist at the Contributing, Journey and Advanced levels.  This document shows the progression of competencies at the three levels and further defines those competencies by listing some key activities found in the Contributing, Journey and Advanced levels.   (See Appendix E.)
4. Creating Interview Guides


The next step in the process was to create job interview guides using the ICS software.  Using the standard interview question library included in the ICS software, the team further customized the interview questions for the seven validated competencies to fit the DDS Specialist role.  The team then produced job interview guides using the software for the Contributing, Journey and Advanced levels of the job.  DDS supervisors will be able to use these interview guides when interviewing candidates for job openings.  
The questions are based on behavioral-based interviewing techniques.  Using behavioral-based interviewing, the interviewer asks job candidates to describe instances when they demonstrated specific competencies. This type of interviewing is the best way to assess whether applicants possess the needed competencies to be successful in the job.  (See Appendix F.)  
5. Analyzing Existing Recruitment Process


We asked Betty Smith, HR Manager at DDS, to provide the team with an overview of the existing recruitment process.  She explained the steps of the existing process, and showed us the letters, tests, and marketing materials currently being used for recruitment purposes.  The team later discussed the process and reviewed the materials further.  The team brainstormed a list of possible solutions to help with the recruitment process and quality of the applicant pool.  Several of the ideas are seen below as recommendations.
6. Conducting Salary Survey    


As part of the recruitment process review, the team conducted a salary survey of other southeast states to determine if the current salary levels of the DDS Specialists are competitive.  Based on the responses from several southeast states, it was determined that the North Carolina salary ranges and average salaries for the DDS Specialists are above those of our southern neighboring states.  (See Appendix G.)
Recommendations

The pilot team makes the following recommendations to DDS management following our experience with the Career Banding competency development process and our review of current DDS recruitment and interviewing methods.

1. Wait until the DHHS bands all Human Services jobs before implementing Career Banding in DDS.  (This was an agreement between DHHS-HR and the Office of State Personnel.)
2. Select and use any useful documents in this report that will improve the existing recruitment process such as the competency summary and interview guides.
3. Consider training hiring supervisors in competency and behavioral-based interviewing techniques.
4. Make modifications to current recruitment process:
· Revise the introductory letter to fit with the image DDS wants to project.

· Revise the testing process to make it easier for the target candidates.
· Use a recruitment advertising agency for marketing and exposure.
· Modify the screening process to include more candidates in the first and second cuts.
· Evaluate available data for correlation between passing test scores and/or success in the job.
· Consider using selection tools that get at job and motivational “fit.”

· Concentrate on schools where graduates have been successful in the DDS role. 

· Increase military recruitment initiatives.
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