I. OVERVIEW OF AGENCY SCOPE AND FUNCTIONS

The Texas State Board of Veterinary Medical Examiners was created in 1911 by the 32
Legislature and charged with regulating the practice of veterinary medicine, surgery and
dentistry. As the years have passed, different legislative bodies have refined the Board’s
responsibilities and authority.

OuR MissION
The mission of the Board is to establish and enforce policies to ensure the best possible quality
of veterinary services for the people of Texas.

AGENCY PROGRAMS
Today, the Board’s primary responsibilities include Licensing and Examination, Enforcement,
and Peer Assistance.

Licensing and Examination

The Licensing and Examination division is charged with ensuring that only those persons
who have demonstrated the ability to meet or exceed the minimum qualifications required
to be a licensed veterinarian in the state of Texas enter the practice and provide veterinary
services to Texas’ citizens. The Board is also responsible for renewing the more than 6,900
licenses currently held by practitioners, and for collecting fees associated with the licensing
and examination functions.

Through its licensing and examination efforts, the Board collected in excess of 1.9 million
for FY2002. This amount includes fees collected for Peer Assistance, application and exam
fees, and licensing and license renewal fees. Also included in the total revenue collected is
a $200 professional tax for each license issued or renewed.

Enforcement

The enforcement program is designed to protect consumers of veterinary services and
ensure veterinarians comply with the Veterinary Licensing Act through the investigation of
complaints and onsite compliance inspections as well as investigating the unlicensed
practice of veterinary medicine.

The legislature has granted the Board authority to utilize many tools for the enforcement
efforts. Those tools include the ability to refuse to examine an applicant; suspension or
probation of a licensee; revocation of a license; impose administrative penalties; and
holding settlement conferences concerning alleged violations of the Act.

Peer Assistance
The Peer Assistance program assists veterinarians and veterinary students who are impaired
by chemical dependency or mental illness.



The program, authorized by Chapter 467 of the Health and Safety Code, is administered
under contract through the Texas Veterinary Medical Association and is approved by the
Texas Commission on Alcohol and Drug Abuse.

OUR COMPACT WITH TEXANS

The Texas State Board of Veterinary Medical Examiners is the State's agency that regulates the
practice of veterinary medicine by licensing and regulating veterinarians. It also takes action
against non-licensed persons who violate the Veterinary Licensing Act by practicing without a
license. The Board and its staff are committed to excellence in their service to the public and
the veterinary profession. The Board's first priority is to protect the public. It must maintain
high standards for veterinarians who seek licensure in Texas, as well as high standards for those
who are already in practice. The Board also has a commitment to its licensees to keep them
informed about the law, its rules, and related information.

All individuals who contact the Board can expect that all staff will be courteous, professional
and knowledgeable; callers will be greeted by a receptionist, not an automated option menu,
during business hours.

OUR GOALS, OBJECTIVES AND STRATEGIES

Goal: To establish and implement reasonable standards for veterinary practice, investigate
complaints, and enforce Chapter 801, Texas Occupations Code to ensure that safe and effective
veterinary services are delivered to the citizens of Texas.

Objective: To operate a licensure system that will assure that 100 percent of all
Veterinarians meet minimum licensure standards.

Strategy: Operate an effective and comprehensive veterinary licensure program to include
initial licensure by examination and ongoing renewal of license.

Objective: To investigate all complaints received and take disciplinary action against
veterinarians who have violated the law and/or Board rules, conduct a compliance program to
secure voluntary compliance with the law and Board rules and provide a peer assistance
program to licensed professionals who are impaired because of chemical dependency.

Strategy: To investigate all complaints received within strategy guidelines and take
disciplinary action against veterinarians who have violated the law and/or Board rules and
conduct a compliance program to secure voluntary compliance with the law and Board rules.

Strategy: Identify, refer, and assist veterinarians whose practice is impaired because of
chemical dependency or mental health issues.



Anticipated Changes to Strategies

The Board anticipates many changes over the coming years due to changes in technology,
reduced funding levels, Sunset recommendations, an increase in licensees and an increase in
complaints received. These changes will present challenges that the Board will endeavor to
meet.

Currently, the Board is undergoing a Sunset review that may result in regulatory changes by the
79" Legislature. These changes will likely affect the agency’s structure. These changes will
necessitate changes within the agency’s strategies and in the processes utilized to meet those
strategies. Additional staff will be necessary in order for the Board to continue to provide
adequate services to both consumers and veterinarians.

The Board has historically seen an increase in both licensees and complaints each fiscal year.
These increases will require adjustments in the agency’s performance and additional staff in
order to meet the needs of our client base and strategic requirements.

As our world becomes more technology driven, the Board will continue to make adjustments to

accommodate such changes as more licensees renewing on-line and providing more consumer
information on the Board’s website.

Il. CURRENT WORKFORCE PROFILE (SUPPLY ANALYSIS)

CoRrE FUNCTIONS AND CRITICAL WORKFORCE SKILLS

Core Functions
e Determine eligibility for licensure
Administer exams

e Investigation of complaints

e Inspection of veterinarians

e Enforcement of laws and rules

e Provide interpretation of statutes and rules
e Process and deposit revenue



Critical Workforce Skills
There are numerous skills necessary for successful completion of the agency’s core functions.
These skills include:

e Executive Level Management

e Customer Service

Investigative

Analysis/Research

Mediation/Arbitration

Communication (Oral and Written)

Legal Experience

Problem Solving

Critical Thinking

State Budgeting/Governmental Fund Accounting

Advanced Computer Skills

Business Office Management

e Computer Skills (skill requirements range from entry-level to highly-skilled information
technology specialists)

WORKFORCE DEMOGRAPHICS

As of April 30, 2004, the Board had a total headcount of 11 employees. The agency is
authorized to have a total of 10.8 full-time equivalents (FTEs). The following tables profile the
agency’s workforce as of April 30, 2004, and include both full-time and part-time employees.

Gender
Number of Employees Percent of Employees
Male 7 64%
Female 4 36%
Age
Number of Employees Percent of Employees
30 - 39 years 3 28%
40 - 49 years 2 18%
50 - 59 years 3 27%
60 - 69 years 3 27%

State Tenure

‘ Number of Employees Percent of Employees




0-5 years 2 19%
6-10 years 2 18%
11-15 years 1 9%
16-20 years 2 18%
21-25 years 1 9%
26-30 years 2 18%
36-40 years 1 9%
Agency Tenure
Number of Employees Percent of Employees

0-5 years 6 55%
6-10 years 3 27%
11-15 years 1 9%
16-20 years 1 9%

WORKFORCE As COMPARED WITH STATEWIDE CIVILIAN WWORKFORCE

The following table compares the Board’s percentage of African American, Hispanic and Female
employees (as of April 30, 2004) to the statewide civilian workforce as reported by the Texas
Commission on Human Rights.

African American Hispanic American Female
Job Category Board% State% Board% State% Board% State%
Officials/Administrators | 0% 5% 0% 8% 33% 26%
Professionals 0% 7% 0% 7% 17% 44%
Administrative Support | 0% 16% 0% 17% 100% 84%

The Board is under-represented in all of the African American and Hispanic categories as well as
in the Professional category for females. Because the Board has a small number of staff, only
11 FTEs and maintains a small budget, $593,432 for each of FY2004 and 2005, the Board faces
many challenges in attracting a diverse group of applicants from which to choose the most
qualified applicants when vacancies arise. A small staff means that vacancies are infrequent
and promotional opportunities are very limited. A small budget limits the Board in its
competitiveness with larger entities and its ability to recruit entry-level personnel as the Board
has to seek staff who have already developed skills as funds are limited for staff development.

The Board continues to utilize as many tools as possible to seek a diverse applicant pooal,
including advertising in the Governor’s Job Bank, providing copies of announcements for all
positions to be filled externally to minority and women’s organizations, and, when funding is




available, placing advertisements in local newspapers. The Board has developed a Recruitment
Plan, that is utilized and updated as necessary to address the deficiencies.

EMPLOYEE TURNOVER

Although in most years, the Board’s turnover rate has been significantly lower than the overall
State average, the Board has seen its turnover rate begin to rise during the last 5 years. Most
of the turnover can be attributed to salary dissatisfaction, increased workload as a result of
legislative initiatives and an increasing licensee base, and lack of advancement opportunities.
In past years, the Board has been able to utilize merit increases, one-time merits and other
retention tools to encourage employees to remain with the Board. @ While current budget
constraints have made these tools harder to use, the Board continues to seek ways to provide
incentives to employees.

Following is a chart that shows the Board’s turnover rate as compared to the overall State
turnover for FY1999 - 2003.

Fiscal Year TBVME State

2003 11.4% 17.4%
2002 11.4% 14.8%
2001 11.1% 17.6%
2000 40% 18.9%
1999 0% 17.6%

EMPLOYEE ATTRITION

Retirement

The Board currently has 2 employees who will be eligible to retire within the next 5 years, one
in 2006 and one in 2009, representing 18% of the Board’s workforce. In addition, the Board
currently employs 4 return-to-work retirees, 36.5% of its workforce. This means that the Board
is at risk of losing 54.6% of its workforce over the next 5 years. The loss of institutional
knowledge and expertise within the agency, coupled with normal attrition poses a critical
workforce dilemma for the Board as well as the state.

To combat the loss of institutional knowledge and expertise as these employees leave the
agency, the Board continues to document job procedures and agency history. The Board will
also continue to cross train its employees to allow for a smoother transition as employees
leave.




lll. FUTURE WORKFORCE PROFILE (DEMAND ANALYSIS)

CRITICAL FUNCTIONS

e Possible expansion of licensing functions;

e Possible expansion of enforcement functions and workload;

e Legislative mandates impacting the administration, delivery and volume of agency services;
e Possible consolidation of Fiscal functions with other Health Professions Council members.

EXPECTED WORKFORCE CHANGES

e Increased use of technology to revise and streamline work processes;

e Cross training of employees across agency;

e Greater demand for web-related services;

e Greater demand for sharing of administration functions with other Health Professions
Council members.

ANTICIPATED INCREASE/DECREASE IN NUMBER OF EMPLOYEES NEEDED TO ACCOMPLISH AGENCY FUNCTIONS
Based on current Sunset recommendations and a continued rise in complaints received, the
Board anticipates at least one FTE will be needed to continue to successfully meet the agency’s
responsibilities.

If further additions are made to the scope of the Board’s responsibilities, such as the licensing
and regulation of Equine Dentists, the Board may require an additional part-time or full-time
FTE in its Licensing and Examination division.

The Board will continue the review and development of efficient work processes as needed.

FUTURE WORKFORCE SKILLS NEEDED

The Board anticipates future workforce skill requirements will continue to be the same as
current skill requirements. However, as the agency’s scope of responsibility increases, current
agency staff will require additional training in order to take on new and expanded
responsibilities.

Currently, the agency has two administrative support positions that will be required to take on
higher-level responsibilities to allow for room for expansion in other positions (i.e.
Investigators, Director of Licensing and Examination). This shifting of responsibilities will
require additional training, both on the job and educational courses. Due to the higher-level



responsibilities, the positions will need to be reclassified to ensure their correct placement
within the State’s classification plan.

IV. GAP ANALYSIS

ANTICIPATED SURPLUS OR SHORTAGE OF WORKERS OR SKILLS

After analyzing the workforce information, the primary gap that must be addressed between
the Board’s current workforce supply and future demands is in the area of transferring
institutional knowledge and technical expertise (mastery level). Overall, the agency workforce
currently has the necessary skills to do the required work. However, as more experienced staff
leave the agency over the next five years, the Board will experience a shortage of required
skills, particularly within the area of Licensing and Examination and management due to
potential retirements and normal attrition.

e As the agency’s Executive Director and Attorney are return-to-work retirees, the agency
stands to lose valuable institutional knowledge and leadership that are key to the agency’s
success when these employees leave. Consequently, the loss of these mission critical skills
could impact the agency’s ability successfully meet its obligations.

e The agency’s Licensing and Examination division consist of 1.5 FTEs. The Licensing and
Examination Director has been with the agency for 18 years and is eligible to retire in 2009.
The administrative support person who supports this division half time is a return-to-work
retiree. This combinations means that by the year 2009, the division may have lost both of
employees who make up the division.

e Because the agency has been unable to hire a more diverse workforce, the agency may lack
the innovative ideas that a wide variety of workers can provide.

V.STRATEGY DEVELOPMENT
While the Board faces many challenges in its workforce over the next five years, most can be
addressed by the following objectives:

OBJECTIVE
Continue to Develop and Document Job Procedures



By continuing to develop and document job procedures, the Board can build a library of
resource material for its future workforce. This action will effectively reduce the “brain drain”
that will happen as experienced workers leave the agency.

ACTION STEPS

e |dentify undocumented procedures.

e Provide guidance to staff on process documentation techniques.

e Ensure sufficient available time to allow staff to complete the documentation process

e Include the protection of completed job procedure documentation in the agency’s Business
Continuity Plan.

OBJECTIVE
Continue Seeking Diversity Within the Applicant Pool and the Agency’s Workforce.

By continuing to seek a diverse applicant pool that includes all qualified individuals, the agency
can build a resource of individuals with a wide range of ideas and experience. These attributes
can better help the agency to deal with changes in workload and challenges as responsibilities
are added.

ACTION STEPS

e Continue to identify and refine ways to attract a more diverse pool of applicants.
e Continue to hire the most qualified applicants.

e Continue to identify ways to retain those qualified individuals.

OBJECTIVE
Develop a competent, well-trained workforce.

It is imperative that the agency continue to cross train all agency employees to ensure that
agency processes are not disrupted as employees leave. It is also important that the agency
provide training to its employees whenever possible, utilizing both free and low cost training.
This measure will ensure that, where possible, current employees will have opportunities for
advancement, there by increase the agency’s retention ability and that new technologies will be
added to the agency’s repertoire.

ACTION STEPS
e |dentify agency critical skills and competencies with input from divisions.



Assess the level of risk facing the agency regarding the potential loss of knowledge and
focus training efforts in those areas.

Expand and enhance staff development to include effective leadership and mentoring as
well as assessing and addressing division specific training needs.



