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The South Carolina Department of Revenue (hereinafter SCDOR) has employees located 

throughout the State of South Carolina.  In addition to our Columbia main office, we have 

district offices in Charleston, Florence, Greenville, Myrtle Beach and Rock Hill.  We also have 

staff located in Beaufort, although the Beaufort location is not open to taxpayers and therefore is 

not considered a district office.  Our employees located in Beaufort are considered part of the 

Charleston district office.  Our district office employees account for approximately 21% of our 

total employee population, including those in both full-time equivalent and temporary positions 

(Appendix A).  There is currently no permanent Human Resources (hereinafter HR) presence in 

any of the five district office locations. 

 HR staff do not travel to the district offices on any regular schedule other than for annual 

Benefits Open Enrollment in the fall or annual wellness fair days in the spring.  Mostly, the 

district office visits occur as needed to deal with pressing Employee Relations (hereinafter ER) 

matters.  We currently have one employee on staff whose primary responsibility is managing the 

ER function.  The ER Manager’s responsibilities are, in part, to conduct employment 

investigations, partner with management to address disciplinary and performance issues, manage 

employee grievances and EEOC or SHAC complaints, and provide policy interpretation.  The 

ER Manager also manages the agency’s EPMS and Tuition Assistance Programs and a portion of 

the agency’s Employee Recognition Programs (Appendix B). 

 ER issues occur regularly across the agency, sometimes at multiple locations 

simultaneously.  Although the HR director oversees and assists the ER Manager, the demand for 

ER services can still be difficult to manage when multiple ER issues arise in the same timeframe.  

While the demand can be challenging when the needs arise in the same location, it is even more 

so when needs arise at agency locations a considerable distance apart.  Our Columbia office, 
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where the ER Manager is based, is more than 70 miles (one-way) from our closest district office, 

Rock Hill, and more than 155 miles (one-way) from our farthest district office, Myrtle Beach. 

 With changes in our workforce and the increase in demand for ER related services across 

the state, we are forced to adapt our methods of work to meet these service requests. Currently 

we assign all HR personnel to the Columbia office. We must explore ways to change, update, 

and improve the methods we use to deliver services to our customers.  In addition, we need to 

explore approaches that might reduce the need for those services. 

 The goal of this research project is to better manage the demand for Employee Relations 

services across SCDOR’s 7 office locations through the implementation of improved or new 

processes, techniques, and/or technologies.  This project is closely aligned with the goals of both 

the SCDOR as a whole and the Administrative Services Division where the Human Resources 

function resides.  The project has direct relation to SCDOR’s Strategic Plan and 3 of SCDOR’s 

Culture Values: Excellence, Open Communication and Collaboration.  At SCDOR, we 

demonstrate Excellence by focusing on proactive customer services, Open Communication 

through vibrant two-way communication with stakeholders, and Collaboration among teams by 

supporting agency process improvement projects. (Appendix C). 

Although the HR team regularly interacts with external customers such as applicants/job 

seekers and other state agencies, our primary customers are our employees.  We want to provide 

the HR solutions our employees need in the most effective and efficient way possible—get our 

customers what they need when they need it.  One of the more in-demand areas of HR services is 

ER.  The goal of optimizing ER aligns well with the agency’s focus on capitalizing on the 

technologies that streamline processes and allow greater collaboration via electronic means.  

Some of the current projects in progress at SCDOR include:  
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 Ongoing transition from forms to paperless workflows 

 Implementation of Skype for Business agency wide  

 Rollout of new laptops and 2-in-1 laptop/tablet combos 

 Selection of a vendor to provide an electronic filing system to maintain employee 

personnel files.  

 These technologies will provide greater access to necessary resources and allow employees to do 

more from any SCDOR location. 

 

Data Collection Methods 

1. RACI Chart 

The RACI chart was chosen as these types of matrices are helpful to layout tasks or processes 

involving multiple contributors where there may be confusion as to who is responsible for what 

and at which point in time.  Team Gantt, a company that specializes in offering project 

management solutions, had many free tools and templates available on their website.  Their blog 

post on RACI charts was especially helpful (Appendix D). 

2. Flowchart  

I created a flowchart (Appendix E) to clarify the roles, responsibilities and steps throughout the 

entire ER action process, from initial request for assistance through delivery of the action to the 

affected employee.  The flowchart highlights bottlenecks or areas of waste in the process and 

will also serve as part of the architecture for one of the solutions to be recommended below. 
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3. Mindmap 

The mindmap (Appendix F) provides a more high-level view of ER processes than the flowchart 

and helps to illustrate the vast number of factors involved in addressing ER matters. The map 

also shows how many groups are potentially involved when the need for an employment 

investigation arises. 

4. Questionnaire 

A questionnaire (Appendix G) was used to gain uniform benchmark data from other state agency 

HR departments. I designed the questionnaire to provide for the respondents to submit a written 

response at their convenience. Using a report from the Department of Administration which lists 

state agencies by number of employees (Appendix H), I chose agencies of comparable size to 

SCDOR and those with offices in both Columbia and other parts of the state to use as 

benchmarks. 

5. Customer Feedback 

Informal, one-on-one conversations were used to gain customer feedback.  In my experience as 

the HR Director, it is often easier for me to get candid feedback from customers in smaller, more 

intimate settings.  While I initially considered holding focus groups, I observed in an agency 

process improvement team last year that assessed another of my HR functional areas that some 

of the participants were hesitant to share their perspective in a group setting even though the 

number of participants on the team was capped at 8. They were much more likely to share their 

thoughts through one-on-one discussion.  In general, people are often afraid to speak up in 

groups, and I have found that especially true when the HR Director is the one soliciting the 
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feedback about one of their own areas of responsibility.  There appears to be still a stigma or fear 

of giving the perceived wrong answer, unpopular opinion, or criticism.  

6. ER Action Metrics 

I reviewed ER actions occurring over an 18-month timeframe from May 2018 through October 

2019 with emphasis on written reprimands, suspensions, terminations, and warning notices of 

substandard performance.  The total number of ER actions was then broken out by type, office 

location, and by type within each office location (Appendix I).  The goal was to determine which 

types of actions were happening most frequently and where. 

7. Travel & Mileage Data 

To consider potential impacts of the SCDOR location structure, I gathered data showing the 

distance and travel time between the Columbia main office and other statewide locations and the 

travel expense/mileage reimbursement costs for the ER Manager’s travel to the Greenville, 

Myrtle Beach and Rock Hill offices (Appendix J).  The ER Manager also traveled to other 

SCDOR locations, including Beaufort and Charleston, during the timeframe reviewed but rode 

with other SCDOR staff who were visiting those offices to address other issues in conjunction 

with the ER matter.  For purposes of this project, the travel expenses considered are based on 

trips where the ER Manager drove to the office for the sole purpose of addressing ER matters.   
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Data Analysis 

Key Findings 

The ER data revealed that most ER actions, occurring over the 18-month period reviewed 

for this project, did not occur in the district offices.  Instead, the greatest demand occurred in the 

Columbia main office, representing 73.5% of the total demand.  Over the same 18-month 

timeframe, the ER Manager accrued mileage expenses totaling $1,278.08 over 10 trips to 

SCDOR locations in Greenville, Myrtle Beach and Rock Hill.  The data illustrating the demand 

for ER services by location suggests that the demand for ER services in Beaufort, Charleston, 

Florence, Greenville, Myrtle Beach and Rock Hill are not as impactful to the overall demand as 

that of the Columbia office.  Part of the goal of this project was to determine whether 

inefficiencies in the ER process were exacerbated by the distance and associated travel time 

between the Columbia office and our other offices.  As the demand for services in the outlying 

areas is much less than that in the Columbia office, distance does not appear to be a major 

contributing cause of inefficiencies in the delivery of ER services. 

The flowchart, RACI chart and mindmap provide an overall picture of the current ER 

process including the associated roles and responsibilities of those involved in addressing ER 

issues.  The mindmap provides a quick at-a-glance view of the difference between resolution of 

ER issues in the Columbia office as compared to how those same actions are processed for other 

locations, emphasizing the impact of added time and potential delay due to travel.  The flowchart 

documents the as-is process and helps identify bottlenecks and areas of waste which may not 

have been as readily apparent otherwise.  The flowchart highlighted two particular areas of waste 

making the process less efficient than it could be: the amount of time the ER Manager spends 
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requesting and gathering necessary supporting documentation and the amount of time spent 

collaborating with others on the draft notice to the employee. 

Benchmarking with other state agencies revealed, perhaps unsurprisingly, that we all face 

similar challenges of learning how to do more with less.  Although the agencies contacted were 

eager to help, they admittedly were also in search of ideas to streamline their own ER processes.  

Of the agencies contacted, a few were able and willing to share responsive data with us.  The 

Department of Employment and Workforce and the Department of Probation, Parole and Pardon 

Services responded to the questionnaire and provided documentation on the ER processes at their 

respective agencies (Appendix K).  Neither of those agencies utilized any cutting-edge 

technologies in their processes. 

Customer feedback reinforced the need for ER training for supervisors and managers, 

guidance and/or a more structured template for drafting employee notices, and the desire for a 

ticketing/priority system to help customers stay informed on the status of their request.  

Respondents expressed a need for training regardless of management level or experience 

(Appendix L).   

 

Proposed Solutions 

1. Mandatory ER training for all supervisors and managers 

Training must be provided to ensure that all supervisors and managers have a clear 

understanding of the progressive discipline, performance management and grievance processes 

and to provide guidance on maintaining proper documentation and the tools available (and how 

and when they should be used) to correct/address these issues.  The more knowledge and abilities 
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supervisors and managers have to resolve issues at the lowest possible level, the more efficient 

the overall process is, but they must first be properly equipped to do so.  Unfortunately, as an 

agency, we have not had any mandatory, agency-wide ER training for supervisors and managers 

in more than 5 years.  We have provided training to certain groups of supervisors and managers, 

but a better approach is to provide the training to all persons in a supervisor or manager role to 

ensure no one is missed.  What we have historically seen is that if we do not make this type of 

training mandatory, not everyone will choose to attend.  Often those who do not take part do so 

because they mistakenly believe they don’t need it or perhaps don’t see it being as urgent or as 

important as other to-do’s on their lists.  However, those tend to be the one who we later find are 

the most confused about the process.  If we make it mandatory, we’ll be able to ensure everyone 

gets the same information and from the source best equipped to provide it, HR.  Yet to be 

determined is how best to provide the training, as Instructor-Led Training, through an On-

Demand Webinar, or some combination of these or other methods.  Use of Skype for Business 

and Videoconferencing throughout the agency has eliminated the need to have district office 

personnel travel for training, potentially making this additional mandatory training less of an 

inconvenience for those employees and less of a strain on the agency’s travel budget. 

2. Implementation of a new process for customers to use to request ER assistance 

One solution I am proposing is the creation of an AEM workflow that supervisors and 

managers would use to request ER assistance with performance- or disciplinary-related issues.  

An AEM workflow allows for the completion of a request through a fully electronic system 

which routes the request to the required points of approval/collaboration based on the underlying 

architecture created by the workflow/process owner, HR/ER in this case.  It allows customers to 

obtain real-time status updates—to see where their request is in the queue, including who it has 
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been routed to and when and at which step in the overall process.  At the end of the process, any 

resulting documents, including those that were approved/signed during the process, are produced 

as PDF files.  The workflow can be setup to automatically route the final approved documents to 

the originating customer and process owner.  An electronic copy remains accessible in the AEM 

system as well.  The rollout of a workflow for ER Actions would be implemented in phases.   

In the first phase, the workflow would be used for supervisors and managers to request 

assistance with performance- or disciplinary-related issues and would cover the full spectrum of 

the process, including the recommendation of a course of action, and drafting of the relevant 

employee notice, up to delivery of the action to the employee.  The workflow would allow the 

supervisor or manager to begin the request process by selecting the type of consultation needed 

(performance or discipline), and it would then prompt the requestor to attach supporting 

documentation.  This would create an efficiency because some supervisors and managers either 

don’t have, or fail to provide, supporting documentation when they make initial contact with the 

ER Manager.  Having a workflow that makes this step mandatory would ensure the supervisor or 

manager is on notice that supporting documentation is required, and it would also eliminate the 

need for the ER Manager to have to ask for it later after the request has already been initiated.   

Once the requestor has submitted the supporting documentation through the workflow, 

the documentation would then be routed to the ER Manager electronically.  The ER Manager 

would review the documentation and determine whether it was sufficient to make a 

recommendation on next steps.  If it is insufficient, the ER Manager would be able to route the 

request back to the person who originated the request.  Once satisfactory documentation has been 

provided to the ER Manager, and a recommendation has been determined, the ER Manager can 

then electronically route the supporting documentation and their recommendation to the HR 
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Director for review and approval.  Depending on the recommended action type, additional 

approvals may be required from the appropriate Deputy Director and the Agency Director.  The 

Deputy Director and Agency Director must approve the action if suspension, termination or 

warning notice of substandard performance are being recommended.  For the first phase of 

implementation of this new workflow, the process will only include actions that do not require 

Deputy Director or Agency Director approval, such as written reprimands and performance 

concern memos.  Once the new process has been created and piloted, we will then work with the 

DDM team to expand it to include approvals of the Deputy Director and Agency Director. 

Once the recommended action has been approved, the ER Manager will prompt the 

requesting supervisor or manager to begin drafting the relevant employee notice.  Based on the 

type of action selected in the workflow, the supervisor or manager will be prompted to complete 

a template.  We currently provide document templates in Microsoft Word format, but creating a 

template through AEM would ensure supervisors or manager change only certain allowed fields.  

It will help to ensure greater consistency in documentation and also help guide the supervisor or 

manager as they sometimes are unsure what should or should not be included in the notice.  Once 

the draft is completed and submitted, it will be routed to the ER Manager for review.  If the ER 

Manager deems it sufficient, it will then be forwarded on to the HR director for review and 

approval.  If edits are needed or if the ER Manager or HR Director have questions, they will be 

able to electronically route the document back with those comments.  Once a notice draft 

receives final approval, AEM will produce a PDF copy for delivery to the employee.   

I met with the manager of our DDM Team to discuss this potential solution and discuss 

its feasibility and ease of implementation.  She confirmed that this new workflow is possible and 

took the idea back to her team almost immediately.  I followed up after our meeting by providing 
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a rough outline of my vision for the new workflow (Appendix M).  The DDM Team has already 

begun to design the workflow mockup and provided me with initial screenshots ((Appendix N). 

The workflow I am proposing could also allow for the creation of a priority-based 

queuing system to assign priority to requests arriving in the ER area.  Customers would submit 

their requests through AEM to begin the process of receiving assistance with a routine ER issue 

and AEM would place it in the queue according to priority level.  For this to be viable, HR/ER 

will have to establish parameters as to what constitutes a “routine,” or “non-urgent” ER issue.  

Although that determination will take careful consideration, routine matters would likely be 

those where there is no immediate threat of harm or danger to employees or the agency or where 

there is no pressing statutory or regulatory deadline such as a probationary period or EPMS 

review date looming. 

Another yet-to-be-implemented feature of the AEM system is scribble signatures.  This 

would allow documents to be signed by hand in AEM.  This feature exists but has not yet been 

activated in any workflow in the agency.  Per the DDM manager, as a result of this project, the 

DDM Team now has a business use case for implementation of this feature.  Scribble signatures 

will eliminate the need for the ER Manager to travel to the districts to witness the delivery of 

disciplinary or performance documents.  The ER Manager would still be able to attend the 

meeting but would do so remotely.  Currently, the ER Manager is physically there to witness the 

refusal if an employee chooses not to sign the disciplinary or performance document.  With this 

new scribble signature feature, the supervisor or manager on-site with the employee can sign 

through AEM and then the ER Manager can witness the refusal (if applicable) through AEM.  

The scribble signature would be an addition to digital signatures currently in place in the agency 

but are not used for disciplinary or performance documents for which we require a signed hard 
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copy.  The scribble signature in AEM would allow us to electronically replicate our current 

signing process. 

3. Implement remote meetings via Skype for Business 

Skype for Business was implemented throughout the agency during FY2019, but ER has not 

used it as extensively in our processes.  In addition to meetings with employees as mentioned 

above, we can use this tool to conduct data gathering with supervisors or managers as opposed to 

the ER Manager traveling to the districts for the meeting or delaying the meeting until the next 

time the supervisor or manager is regularly scheduled to be in the Columbia office.  Capitalizing 

on this resource, will allow for face-to-face interaction while also reducing time and travel 

expenses since there will be no need to delay the meeting or travel to or from the district office. 

 

Implementation Plan 

1. Mandatory ER training for all supervisors and managers 

The ER team and I will conduct a broader scale needs assessment so we can create a training 

curriculum and implement a formal ER training program.  We will partner with the SCDOR 

training team for guidance and suggestions for identifying the best training delivery methods.  A 

potential obstacle is gaining approval to make this training mandatory.  At SCDOR, we focus 

heavily on annual, mandatory cybersecurity awareness training, and often our employees express 

they are training fatigued.  The proposed ER training would add to the mandatory agency 

curriculum but fills a significant void.  I briefly mentioned this idea to the Agency Director and 

he agreed that the training would be beneficial, but I will still need formal approval from him in 

order to make the training mandatory.  Prior to full rollout, we will pilot test the training with a 
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diverse group of SCDOR management representing all divisions and experience levels.  

Resources involved will be the ER Team, HR Director and Training Team.  This training will be 

developed in-house to minimize costs aside from ordinary staff time and pay which would be 

incurred even if this solution were not implemented.  This new training could be implemented 

within 6 to 9 months. 

 

2. Implementation of a new process for customers to use to request ER assistance 

The HR team is already working closely with the DDM Team to implement other workflows so 

this new ER actions process will be a supplement to those ongoing efforts.  The idea has been 

discussed with the DDM Manager and received an affirmative response as to feasibility.  The 

DDM Team is currently in the initial design phase.  The next steps are to continue working 

closely with the DDM Team to complete the design and architecture of the process workflow 

and then to pilot test it prior to full scale implementation.  In addition, we will create and provide 

a how-to guide for supervisors and managers as we transition to use of this new tool.  In addition 

to the DDM Team, other resources include the ER Team and HR Director.  As the AEM system 

is already in place at SCDOR, there will be no additional costs to procure software as the DDM 

team will develop this solution in house.  A potential, but surmountable, obstacle is the learning 

curve for both the HR/ER team and supervisors and managers as we all learn this new process. 

The estimated timeframe for implementation is 6 to 9 months. 
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3. Implement remote meetings via Skype for Business 

We can begin implementing this change immediately.  Since the technology has already been 

rolled out to the entire agency, there is no additional setup time or cost involved.  During the 

initial rollout phase, we will pilot remote meetings with a small segment of our customers to 

ensure any snags in the process are worked out before we implement on a larger scale. 

 

Communication Plan 

At SCDOR, we leverage technology to communicate across the agency.  The customers 

who will be most directly impacted by the solutions proposed above are our supervisors and 

managers.  In addition to an e-mail distribution group, we also have a page on our intranet 

dedicated to providing resources to supervisors and managers.  Also, we often feature articles 

from agency leaders sharing new initiatives that are tied to our mission, vision, and strategic 

plan.  These leadership messages are located on the home page of our intranet and are available 

for all SCDOR employees to view.  We are able to share the improved process with the entire 

agency through our intranet, The Huddle, with additional targeted communication through the e-

mail group and the supervisor and manager page. 

 

Evaluation Method 

Once these solutions are implemented, we will use a SharePoint survey to gauge 

customer satisfaction with remote meetings and the new electronic workflow.  We will use 

SCDOR’s in-house LMS, The Train Station, to capture learner evaluation data. 
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Summary and Recommendations 

When I chose this process to study, I was not sure where it would lead, but I was excited 

to get started and to put the skills I learned through CPM to use.  I had some initial thoughts but 

needed data to either support or disprove those theories.  Agency geographic structure turned out 

to not have much bearing at all on the efficiency of the ER process.  Since that was one factor 

that I was most interested in, I started gathering travel data first.  I quickly realized travel time 

and distance were not as large of a factor in the overall process as I initially thought.  Because I 

started there and had good travel data, I was able to move toward other causes and not needlessly 

waste time trying to fix a problem that didn’t exist.  This perfectly highlights the need to 

maintain relevant and accurate data.  Without it, I may have recommended solutions that would 

not have addressed the true underlying needs. 

Even as the solutions from this project move to approval and implementation, I will 

continue to study other HR processes for improvement.  As a result of this project and SCDOR’s 

focus on continuous improvement, I will be sure the HR team is not only gathering data but also 

make sure we are gathering the right kinds of data.  Our processes are only as good as the data 

we can use to both support and improve them.  I look forward to working with my team on these 

efforts so that we can serve our customers as effectively and efficiently as possible.  
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