1st Choice Orientation Program

Chesterfield County, Virginia

1.  Abstract

Chesterfield County recognized the challenge that organizations face in recruiting and retaining qualified employees and the integral part that an orientation program can play in that challenge.  The goal is to welcome new employees into the culture of Chesterfield County by communicating information and expectations necessary to help them become successful and productive members of the team from the beginning of employment.  The First Choice Orientation program was created to meet this need. A collaboration between individual departments and the county’s Human Resource Management department, the program was designed to introduce the new employee to Chesterfield County as an organization and to their individual work environments. Included in the agenda is recommended training for all county employees as well as a look at the county’s history, strategic plan for the future, policy and procedures, and two total quality improvement classes. The program’s primary objective is to make the new employee feel welcomed and valued as a new member of the team, raise the comfort level while educating them on policies important to a new employee and helping them understand the county's commitments.

2.  The Problem/Need for the Program
County Department Directors identified a concern with the coordination efforts for getting new employee oriented to the new work environment.  All new employees were not taking advantage of recommended training opportunities, which would negatively impact the employee’s ability to provide the level of customer service expected of all County employees.  In addition, supervisors were not consistently providing foundational training to new hires.  Several departments indicated a desire to consolidate training and provide it at the start of a new employee’s career with the County.  As a result, a Process Action Team was charted in May 1999 to study the need and recommend a revised program.  After surveying employees at all levels, benchmarking with other organizations of similar in nature, and identifying recommendations, the 1st Choice Orientation program was proposed and implemented in July 2000.   

3.  Description of the Program
The New Employee Orientation (NEO) program at Chesterfield County, entitled the “1st Choice” Orientation Program, is an innovative approach to the standard way in which a new employee is introduced to an organization upon hire.  The employee begins the morning of this 3-day program by becoming acclimated with their new work environment.  This includes a meeting with their supervisor and an introduction to the department.  The participants then meet together with the NEO coordinator and over the following 2 ½ days are given an overview of Chesterfield County’s organizational culture, procedures, policies, benefits of joining the organization, and two classes from Chesterfield University’s School of Quality and Continuous Improvement. 

The 1st Choice Orientation program’s objectives are as follows:

I. To learn about the history of Chesterfield County, meet members of the Administration team, and understand the mission and strategic goals of the county.

II. To be introduced to the benefits of joining the Chesterfield County team.

III. To be presented with an overview of policies and procedures at Chesterfield County.

IV. To receive credit towards graduation from the School of Quality and Continuous Improvement.

V. To begin professional relationships with those who have joined you in the decision to be a member of the Chesterfield County team.

The program consists of the following elements:
Structure

· Target Audience:  All new employees

· Enrollment Process: All new employee paper work is processed by the Employment Unit within Human Resource Management. A list is then generated and forwarded to the orientation coordinator.

· Location:  The program is currently conducted on the county complex in the Public Safety Training Center.  Beginning in March 2002, all orientations will be held in the Learning and Development Center, also on-site.

· Length of the program:  2 ½ days
	Program Content (3. Description of Program cont.) 
	

	1st Choice New Employee Orientation Agenda

Day 1

Welcome & Introductions

1:00--1:45

Overview of Chesterfield County

1:45--2:45

-Break-

2:45--3:00

Employment Paperwork Completion 

3:00--3:30

Benefits Presentation (benefits-eligible employees only)

3:30--5:00

Day 2

Benefits of Being Chesterfield County’s First Choice

8:30--8:45

Cultural Diversity in Chesterfield County

8:45--9:45

Policies and Procedures

9:45--10:00

-Break-

10:00--10:15

Public Affairs

10:15--10:30

History of Chesterfield County

10:30--11:00

Safety Training

11:00--12:00

-Lunch-

12:00--1:00

Introduction to Total Quality Improvement

1:00--2:45

-Break-

2:45--3:00

Environmental Management

3:00--3:30

Drug & Alcohol

3:30--4:30

ID Pictures

4:30--5:00

Day 3

Gym Orientation (Public Safety Training Center)
8:30--9:15

Employee Development Program

9:15--9:45

Credit Union Presentation

9:45-10:15

-Break-

10:15--10:30

Employee Handbook

10:30-11:00

Benefit Forms Check-in (benefits-eligible employees only)

11:00-12:00

-Lunch-

12:00--1:00

Sexual Harassment Training

1:00-3:00

-Break-

3:00--3:15

Customer Service

3:15-4:45

Policy Forms Review/Sign-offs/Wrap-up

4:45-5:00



	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	


Summary of the Program (3. Description of Program cont.)
The Learning and Development staff designed all of the elements of the program with an emphasis on those policies, recommended training, and organizational information that would lead to a successful beginning for the new employee to experience.  The program has two primary purposes intended.  The first is to give all recommended training up-front ensuring foundational training is delivered in a timely manner thereby alleviating the need for scheduling employees to return to training unless they or their supervisor make the choice for additional training.  The second is to give new employees all of the necessary information needed to feel comfortable with their recent employment decision, introduce them to the county’s organizational culture, and create a sense of team membership from the beginning. Each employee is given an orientation manual with all of the training materials included along with other county related information (county complex map, strategic plan, guide to services, etc.)  The program is coordinated by a member of the Learning and Development Team, but also includes other presenters, representing various County departments, for specific training sessions.  The success of the program relies heavily upon the coordination between department supervision, Learning and Development, and additional presenters working together to give the new employee all of the information from a departmental and organizational level needed for a successful transition into their new position.   



4.  Use of Technology
Web

· Intranet – The County’s internal web site, CountyNet, is demonstrated during orientation as an example of the County’s commitment to effective communication within the organization.   

      Software

· PowerPoint – Presentations are created and viewed in PowerPoint.  Each participant is given a paper-based version as well for notes and future reference.

· Word – Any supplemental written materials are created in Word

· Access  - A database was developed in house and is used to track evaluation results

Muti-media

· Laptop computer – All presentations are stored and updated as needed by the program coordinator on a laptop dedicated to Learning and Development 

· LCD – PowerPoint slides are run off of a laptop and videos through a VCR

· VCR -  Used to play videos, created in house and also purchased through vendors, as supplemental materials to training sessions
5.  The Cost of the Program

The idea for the revised orientation program was developed to be included in the new fiscal year, 2000.  A new position was created within Learning and Development with primary responsibility of coordinating new employee orientation.  All materials were developed in house by the Learning and Development staff. This resulted in a program tailored specifically to County needs that required no additional curriculum expense.  Each orientation participant is provided with a notebook for materials and handouts.  Total expense for books and supplies for the first year was $5,275.89 resulting in a cost per participant of $7.93.  Total man-hours for one year including planning and facilitating this program amounted to approximately 832 hours.


6.  The Results/Success of the Program

Because the program has only just entered into its second year, data collection for program effectiveness is still in the preliminary stages. However, the initial data collected during the first year, indicates the program has been very successful thus far.  Evaluations were administered at the end of each orientation and that information entered into a database.  Sample evaluation results are as follows:

The Program Content

First Rate/Acceptable = 98.6%
The Quality of Program Materials

First Rate/Acceptable = 96.6%

Employee Needs Met

Agreed = 90.0%

Participant Comments

· “very thorough”

· “fun and informative” 

· “interested in furthering education in TQI”

· “well organized”

· “orientation was very informative and interactive”

· “I really enjoyed orientation and have a better understanding of my employer.”

· “really excited about the TQI program”

· “very pleasant and welcoming” 

· “It made me feel like part of the team before I was even here yet.”

· “(I am) thoroughly impressed with the orientation program as well as the County of Chesterfield as a whole.  Significantly surpasses any other organization I have been with in the past.” 

· “Orientation made me feel very welcomed and that I made the right decision by accepting a position here in Chesterfield.” 

· “information was detailed and helpful”

· “This is a great idea, something I have never experienced before” 

· “I’m very happy to be here!”

· “This orientation was very beneficial.  It showed me from a lot of angles that working for this county in the position I have means I have a good job, with the opportunity for upward mobility with assistance from the County if I desire.  Thanks.”

· “(I) am very excited to be a new employee of the county.” 

· “jam packed with very valuable information that all new employees need to know” 

· “love this approach”


6. Result/Success of the Program (cont.)

Other areas where the program has been effective:
· Retention:  The county turnover for fiscal year 2000 was 8.70%.  In fiscal year 2001, the year following implementation of the new orientation program, the turnover rate countywide decreased to 7.50%. 

· Quality Initiative: Graduation numbers for the School of Quality and Continuous Improvement have increased from 150 in 2000 to 209 in 2001. 

· Ability to offer other learning opportunities: Since the consolidation of training has occurred with new employees, this gives Learning & Development the ability to add additional classes to the yearly schedule.

7.  Worthiness of award

Chesterfield County has demonstrated that it truly values those who have chosen to join the team by providing a program tailored specifically to the needs of a new employee.  The County realizes the assumption that monetary rewards will solely retain an employee is outdated and inaccurate.   An organization committed to quality improvement, innovative ideas, and diversity must present itself as such to each employee at every milestone of an employee’s tenure with an organization and it is most effective in the beginning.  With this in mind, the 1st Choice Orientation program was developed to address the concerns of getting the new employee acclimated to the new work environment and off to a successful start and career with the County.  This program gives employees the necessary information to get off to a success start at any level within the organization.  An organization is only as good as its people.  By providing its commitment to excellence in the beginning, Chesterfield County’s workforce, citizens, and government will prosper.
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