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EXECUTIVE SUMMARY

Succession planning is critical for the future success of organizations in all sectors.  It is a process to align the organization’s human capital assets with the strategic direction set by the leadership. Strong succession planning: 

· Engages senior management in a disciplined review of leadership talent 

· Guides development activities of key leaders

· Brings selection systems, reward systems, and management development into alignment with the process of leadership renewal - in other words, it's part of the overall strategic planning process 

· Assures continuity of leadership 

· Avoids transition problems 

· Prevents premature promotion, because employees are prepared for supervisory and other key positions before they are selected for them.

Caltrans Local Assistance Division undertook the initial steps of succession planning in early 2003.  René Ewing and Associates conducted an extensive study process, as outlined in this document, of the key leadership and hard-to-fill technical positions in the division. As part of that study, numerous organizational challenges were identified and are included in the following pages.  

Over 70 Caltrans Local Assistance personnel were interviewed along with selected customers and stakeholders.  Competencies for each of the leadership and technical positions were then identified from interviews and the data collected.  Competencies inform the organization about knowledge, skills, and abilities that should be developed and/or recruited for in the future.  These competencies should flow directly from the strategic direction of the organization.  

During the interview process it was noted there is a real desire to have a clear strategic focus with organizational success indicators.  Setting and communicating the strategic priorities helps to align the activities in the organization to achieve their goals and to communicate success to stakeholders.

A series of recommendations were developed to guide the division in recruiting, retaining, and developing leaders.  In addition, a succession planning process is included to aid the division to continue its succession planning efforts in the future.  An organization’s key component of succession planning is the availability of data about its human resources.  At this juncture, it appears the division does not have access to individual or aggregate human resource data about those who work there, such as years to retirement, service years, educational background, turnover rates, etc.  This is an opportunity area Local Assistance should focus on in the future.

Caltrans currently provides executive leadership training to its upper level management.  A comparison of that training was done to ensure consistency with the Local Assistance competency needs identified in this project.  To aid the future development of individuals, a competency assessment tool was developed.  It is designed to be used to measure the internal capabilities to fill key leadership positions, identify gaps, identify development strategies, identify recruitment needs and strategies, and develop individual development plans for staff.  

APPROACH & METHODOLOGY

This project was designed to provide Caltrans Local Assistance with data and recommendations to improve the methods used to train, recruit, and fill key leadership positions throughout the organization.  The focus was on six Office Chiefs positions and the twelve District’s DLAE positions.

To gather information on the incumbents in each of these positions, interviews were conducted with the incumbent, their manager and one or two of their subordinates.  A set of questions was provided prior to the interviews and the same set was used with each group as indicated below.

The Deputy and his director were interviewed to gain an organizational perspective on the changing business needs of the Division for the near future.  To gain a better understanding of the various district cultures, visits were made to each of the districts (except District 9) to complete the interviews of district personnel.

Scope of Study

The following positions were the focus of this study.

Division Chief

Office Chief of Local Programs Project Implementation – North

Office Chief of Local Programs Project Implementation – South

Office Chief of Local Project Delivery

Office Chief of Local Programs Procedures Development

Office Chief of Program Management

Office Chief of Local Projects Resource Management

District Local Assistance Engineers in all 12 Districts

An additional ten positions were interviewed because of the unique nature of their work and the importance to retain the institutional knowledge of the individuals in those positions.  These positions core competencies and leadership behaviors have been addressed in a more generic fashion with notations about the need for specialized technical knowledge in each position. 

Project Management Implementation- Sr. TE

DBE 

Policy & Manual Procedures

Environmental Procedures

HBRR Coordinator

Resource & Administration Support

Subvention Management

CTC/TIP Manager
Finance Manager
Database Support

Data Collection

This report contains feedback and recommendations based on the information gathered by interviews of employees and customers of Caltrans Division of Local Assistance and other document sources described below.  The data was gathered, compiled, analyzed and synthesized to create this report.

In addition to the interviews, the consultants reviewed and analyzed the following agency documentation.

· Business Process Review – 2000

· California Transportation Plan 2025, dated September 2002

· Duty Statements of key personnel

· California Department of Transportation Leadership Training Program course outline

· Executive Leadership Core Competencies as described by the Agency

· Caltrans Vision and Mission Statements

· Caltrans Local Assistance Program Strategic Plan Framework

· Local Assistance Activity Plans

· State of California, Department of Transportation Individual Development Plan forms

· Report on the Local Assistance Customer Survey, dated March 29, 2002.

This documentation was utilized by the consultants as background information and as samples of current tools and training available to the organizations.  Every effort was made to understand the current environment within the organization for recruitment and training of individuals for these key leadership roles.

Interviews 

Individual interviews were conducted with seventy two (72) employees of Caltrans between February 20th and April 9, 2003.  

	
	
	# interviewed

	Headquarters
	Executives
	2

	
	Office Chiefs*
	7

	
	Selected Staff
	13

	
	TOTAL
	22

	
	
	

	Districts
	District 1
	3

	
	District 2
	3

	
	District 3
	4

	
	District 4
	5

	
	District 5
	3

	
	District 6
	3

	
	District 7
	6

	
	District 8
	5

	
	District 9 
	2

	
	District 10
	6

	
	District 11
	6

	
	District 12
	4

	
	TOTAL
	50


*Included one acting Office Chief

The interviews were conducted in Headquarters and each of the District Offices with the exception of District 9.  The District 9 DLAE was interviewed in person in Sacramento and the Manager was interviewed by phone.  Each individual was asked a series of questions and then given the opportunity to share any other relevant information they cared to share.  The interviews lasted from 45 minutes to 2 hours.

In addition to the Caltrans staff, a representative group of customers/partners were also interviewed.  These interviews were conducted by telephone and lasted from 20 – 30 minutes each.  The interviewees were from the following organizations:

· San Joaquin Council of Governments(RTPA)

· Rural Counties Task Force,(Small rural agency)

· Simi Valley (a mid size city)

· Contra Costa County  representative of City/County/State/Federal Co-op Committee (CCSFCC)

· FHWA

	This series of questions were asked of the Headquarters Office Chiefs and the District Local Assistance Engineers (DLAE) in each of the Districts. 
	Caltrans Interview Questions

Job Incumbents

1. How long have you been in this position?

2. What is your educational background and general work experience prior to this position?  How has this education/experience helped you to be successful in your current role?

3. What is your role in the Local Assistance Program?  What do you do?

4. What are the major challenges in your job over the next 3-5 years?

5. What are the inputs you need from others to be successful?

6. What are the expectations/outputs from your job?

7. What are the success indicators?  (performance outcomes)

8. What are you doing to be successful? (job behaviors)

9. What knowledge, skills, attitudes, self-images, and systemic awareness do you need to be successful in this job?


	This series of questions were asked of individuals who were subordinates of the Office Chiefs and the District Local Assistance Engineers (DLAE).
	Caltrans Interview Questions

Subordinate

1. How long has ___________ (job incumbent) been your supervisor?
2. Please describe your supervisor’s leadership and management style.

3. What inputs do you need from the person in that position in order to be successful in your job? 

4. What other expectations do you have of the person in that position?

5. What do you believe are the key success factors for your supervisor’s position?

6. What observable behaviors have you seen the current job incumbent or past incumbents exhibit that contribute to success? (job behaviors)

7. What knowledge, skills, attitudes, self-images, and systemic awareness should an incumbent have to be successful in that job?


	This series of questions were asked of the Managers of the Office Chiefs and the District Local Assistance Engineers, (DLAE) concerning the Office Chief and DLAE position. 
	Caltrans Interview Questions

Supervisor

1. From your perspective, what is the educational background and general work experience required for this position? 
2. What are the major challenges in this organization over the next 3-5 years?

3. Who are the key customers and stakeholders for this position?

4. What expectations do they have from the job incumbent?

5. What are the major challenges for this job over the next 3-5 years?

6. What are the inputs you provide to this job incumbent?

7. What are the expectations/outputs from this job?

8. What are the success indicators?  (performance outcomes)

9. What observable behaviors have you seen the current job incumbent or past incumbents exhibit that contribute to success? (job behaviors)

10. What knowledge, skills, attitudes, self-images, and systemic awareness should an incumbent have to be successful in this job?


	This is the script used and the questions asked of a representative group of customers of the Local Assistance.
	Caltrans Interview Questions

Customers and Partners

“We have been asked by Terry Abbott of Caltrans Local Assistance Program to assist them with succession planning.  As part of that project we are interviewing District Local Assistance Engineers, Office Chiefs and some of their customers.  

Our purpose is to better understand what the real job requirements are for these positions.  What are the job skills, knowledge and attitudes to be successful today and in the future as a District Local Assistance Engineer or Office Chief?

Terry gave us your name as some one who might be willing to share with us your perspective on Local Assistance.  This is not an evaluation of how well they are doing their jobs, but what is it that you need from them to help us in planning replacements in these positions.

Do you have a couple of minutes to answer a few of questions?”

1. How long have you been working with Caltrans Local Assistance?

2. Who do you usually interface with most?

3. What do you expect first and foremost from the DLAE/Office Chief?

4. What kind of background, skills, and knowledge do you expect them to have?

5. Any other requirements that you might think useful for us to understand about the type of individual serving in this role?


ORGANIZATIONAL CHALLENGES AND IMPACTS

During the interview process numerous organizational challenges were identified.  The following pages are a summary of those challenges with the impact they have on the organization.
Budget Deficit

The current fiscal situation forecasts significant budget reductions within Caltrans and Local Assistance.  Many of those interviewed felt these cuts would require more precise scheduling of local projects to capture federal funding.  The division and local agencies may be held more accountable for timely project completion than current practice requires.  

There appears to be a void of information regarding how the division will handle internal budget cuts.  There was a wide range of opinions regarding how a budget cut will be handled statewide, driven by the lack of a cohesive statewide approach and communication.  Many thought the cuts would be blanket for each district and headquarters office and were concerned about how that would impact project delivery.


Impacts:  reduced productivity, reduction in force requiring changes to work processes, and potential for loss of program funding.
Recruitment and retention of experienced and knowledgeable technical staff

The majority of those interviewed indicated concern regarding the ability to recruit and retain staff with the technical and social skills required in local assistance positions.  Local assistance does not enjoy a reputation of being a career enhancing opportunity within the Caltrans organizational structure.  Those with project development and delivery expertise typically come from the engineering profession.  Engineers are not particularly attracted to local assistance because the work is not hands on design and project delivery, but rather assisting the local agencies with the federal and state funding processes.  Many of those interviewed talked about the perception of local assistance as “paper pushing”.

Local Assistance is also challenged by staff leaving state service for a variety of reasons.  Retirement numbers continue to grow because of the aging population and service years of staff.  Staff moves to local agencies because of higher pay and better benefits.  Customers expressed concern about the impact of turnover on the level of competence within the division.  A concern was raised about the inefficient transfer of projects and program knowledge within local assistance when a staff person leaves and new staff steps in.  


Impacts:  Unfilled positions and constant turnover and loss of institutional knowledge
Workload expectations unmatched with resources

In recent years, there has been a move to increase delegation authority from the Federal Highway Administration without an increase in internal resources for Local Assistance.  This has resulted in a steep learning curve and lack of adequate technical resources within local assistance to meet the new, higher expectations which came with the authority.  The division has made progress in this area, but there is still a perceived deficit.


Impact: Potential inability to meet FHWA expectations
DLAE relationship to districts and local assistance headquarters

District Local Area Engineers have a reporting relationship to the districts while also being held responsible for statewide local assistance program requirements.  Some of the DLAEs also have multiple programs in headquarters they are responsible for administering at the local level.  While most indicated this is a workable arrangement, concern was expressed for the future when budget cuts force difficult choices within Caltrans regarding programs and priorities.


Impacts:  Potential conflicting priorities and inconsistent messages
Environmental process issues 

There are a variety of structures for working through the environmental review requirements for local projects.  Those districts with dedicated environmental planning staff or secured access to staff in other program areas for this service have little or no difficulty with completing this phase of projects.  However, this issue repeatedly surfaced as a primary concern in those districts without dedicated staff or secured access to staff with technical expertise.  As environmental issues continue to grow and become more complex in transportation projects, the impact will increase.


Impacts:  Potential threat to project completion and loss of funds
Staff morale and feedback
Many of those interviewed felt a major challenge for the future was getting and keeping staff morale at a productive level.  Most of those interviewed had not received feedback about how they were performing or contributing to the division’s success.  Many felt uneasy about whether or not they were doing a good job in meeting the requirements of their supervisors and the division.  Coupled with the impending budget cuts, staff was concerned with job security and how their workload would be impacted.  Many felt that their inability to get up to date policies and procedures prevented them from being as productive and responsive to their customers as they would like to be.


Impacts:  Retention of staff and decrease in customer satisfaction
Volume of procedures 

There are more than 1200 pages of procedures and regulations the organization and local agencies must follow to be in compliance with federal and state funding requirements.  This has a significant impact on the ability of local assistance staff and managers to be fully knowledgeable of all the requirements about the program and is not likely to change in the near future.  


Impact:  Inconsistent application of policies

Lack of expertise in local agencies to manage projects

In a majority of cases, local agencies do not have the internal technical knowledge of federal and state funding requirements for their projects.  This is especially true in smaller local jurisdictions where they only have a single project every few years.  Local staff must then be retrained by Caltrans.  Local jurisdictions have limited staff numbers, necessitating multiple responsibilities assigned to single staff members.  This requires more time and work on the part of the local assistance staff to work with those local agencies’ for successful completion of their projects. In addition, local agencies are also experiencing recruitment and retention challenges.


Impact:  Increased demand on Local Assistance for technical assistance, decrease in customer satisfaction

Sharing information between headquarters and districts

Geographic distribution and the lack of a comprehensive communication strategy hamper the ability to quickly and efficiently pass information between headquarters and the districts.  There are limited opportunities for networking and sharing of best practices from one district to another.  There is also a lack of understanding about headquarter staff roles and responsibilities by district personnel.  


Impacts:  Inconsistencies, missed opportunities for improvement and streamlining

Unclear headquarters staff roles and responsibilities

There appears to be some confusion about the roles and responsibilities of the Office Chiefs.  The roles and responsibilities do not appear to be clearly laid out from a customer’s perspective.  Therefore, customers may not know who to call to get the support they require.  People tended to go to someone they knew and not necessarily to person who is best suited to provide the answers.

Impact:  Customer confusion and interruption of staff
Turnover of Technical Staff

Many of those interviewed spoke of the inability to get the technical answers to their questions from the designated staff because they were new and didn’t have the answers.  In the district, customers will call the DLAE to get answers versus the appropriate staff and in Headquarters they call the Office Chief or Division Chief.


Impacts:  Increased management workload and decreased staff morale
Workload puts the organization in a constant reactive mode

The high workload demands create an environment of constant problem solving without long term strategic changes to the system.  This forces the organization to constantly be in a reactive mode and reduces productivity.  Members throughout the organization are extremely committed to the work they do and expressed a desire to improve customer service.  There is a high desire by all employees interviewed to be responsive to their customers’ needs.


Impacts:  Lost productivity, potential increase in customer response time, and not maximizing resources

Internal procedures are constantly out of date

Many of those interviewed expressed frustration at the inability to receive update procedures in a timely manner.  They expressed a concern that their local agency customers often knew about legislative and policy changes before they did.  This creates a perception that local assistance staff is technically out of date.


Impacts:  Decreased staff morale, productivity and inconsistencies.
Political pressure
As project dollars shrink, many predict an increase in political pressure for local projects to be funded in specific political districts.  This will require comprehensive strategies and communication process between headquarters and the districts to ensure a common message is delivered to interested parties.  

Impact:  Lack of consistent messages
Federal regulations 

There is an expectation that federal regulations will be changing significantly in the near future.  Concern was expressed about the lack of input on those changes and its effect on the program.  Concern was also expressed about the ability to communicate those changes in policies and procedures in a timely manner.


Impact:  Potential inability to respond timely to customers 
Lack of strategic direction and performance measures

Though local assistance has developed a framework for a strategic plan, most of those interviewed were not aware of its existence and could not articulate a strategic direction for the division.  This has resulted in the inability of the leadership to create alignment and gain buy-in from staff and managers on a common direction.   Organizational performance measures have not been developed and communicated across the organization.  This hampers the division from measuring its progress and making good, data-based management decisions and communicating their success to their customers and stakeholders.


Impacts:  Inability to communicate success and direction to staff, customers and stakeholders 

Headquarters versus field perspectives

There appears to be a difference in the priorities of local assistance from the district and headquarters perspectives.  District staff is heavily focused on meeting the needs of their local agencies to deliver projects on time and within budget even if they had to bend the rules a little to get it done.  There is significant commitment to the local communities in the district offices and from their perspective headquarters is not always understanding or supportive of their unique needs.  

At the headquarters level, there is a statewide focus and less direct connection to the local community issues.  At times, headquarters priorities are to allocate funds and complete the projects versus empathy for the local conditions.  This contrast is helpful at times to ensure that the funding is spent, other times it appears to create conflict.  


Impact:  Less cooperation and collaboration between headquarters and field and therefore potentially fewer candidates for positions
LEADERSHIP CORE COMPETENCIES

In order to identify the knowledge, skills, and abilities an individual must have to do a specific job, you must identify the observable behaviors they should exhibit performing their duties.  This provides a method for measuring whether or not the individual has the competency to perform the job successfully.  The failure of a job incumbent to display these behaviors is caused by one of three things:

Lack of the required level of knowledge, skills, and abilities (KSAs),

Lack of the desire to perform the job successfully, and/or

Inadequate or conflicting support of the organization to behave that way.

Once successful job behaviors are identified, the next step is to identify what knowledge, skills, and abilities the individual must have in order to behave that way.  Once KSAs are identified, the organization can then plan how to attract candidates who already possess them or to develop current staff in the organization.

It is interesting to note that most of the data gathered from interviews regarding successful job behaviors related to the technical aspects of the job requirements and not management and leadership competencies.  This is not uncommon in organizations where the work is of a highly technical nature like Local Assistance.

The following are observable job behaviors of successful managers.  These were compiled using data collected from interviews as well as industry standards from high performing organizations.  Some of these are observable behaviors within Local Assistance and others are opportunities for development.

They are grouped according to the general competency areas to illustrate correlation to the specific job behaviors.  It is important to note that some may be required in more than one competency area.  

	JOB BEHAVIORS
	CORE COMPETENCIES (KSA)

	Strategic leadership
	

	1. Examines future trends for program needs develops long-term goals and strategies for adapting to changes
	Strategic and operational planning



	2. Makes decisions based on long-term impacts in conjunction with short-term gains
	Strategic and operational planning



	3. Communicates a clear and inspiring vision
	Leadership vision process

	4. Prioritizes work to meet strategic objectives and goals
	Strategic and operational planning



	5. Balances interests of stakeholder groups with good public policy
	Strategic and operational planning

	6. Cultivates input from others and evaluates multiple alternatives before making a decision
	Decision making
Risk assessment

	7. Aligns resources and budget with strategic goals 
	Developing and managing budgets

Managing financial resources, including contingency planning

	Change management
	

	1. Proactive in anticipating and planning for changes 
	Change management 

	2. Demonstrates flexibility and adaptability to changing customer, stakeholder, and organizational requirements
	Change management

	3. Invites innovative ideas and champions improving processes for efficiency and effectiveness
	Process improvement

	4. Takes appropriate risks and is willing to make decisions
	Risk taking

Risk assessment

	5. Considers the department’s history and culture in decision making
	Creating and changing organizational culture

	Managing Others
	

	1. Creates an environment where others take risks, make mistakes, and participate in the decision-making process
	Delegation

Participative decision-making

	2. Assesses conflict, determines an appropriate strategy (mediation, negotiation, arbitration), and effectively facilitates satisfactory resolution.
	Dealing with emotional behavior

Conflict resolution

	3. Fosters an environment of continuous learning. 
	Process improvement

	4. Communicates performance expectations to staff and articulates how individual performance affects organizational success.   
	Setting performance expectations to meet agency and division goals



	5. Provides timely and constructive feedback assisting individuals in creating a skill development plan
	Career development planning

Providing constructive feedback

Coaching for performance

	6. Promotes and reinforces team work 
	Managing teams

Team building 

	7. Fosters a climate where workforce diversity is understood and appreciated
	Diversity, including sexual harassment, affirmative action, ADA, domestic violence, and tribal relations

	8. Ensures a safe work environment
	Safety and health requirements

	Customer service/stakeholder management
	

	1. Effectively matches customer funding needs with appropriate state and federal funding programs 
	Project development and delivery process

Federal and state transportation funding programs

	2. Demonstrates understanding of the political system and undercurrents impacting stakeholder and customer issues
	Managing in a Public and Political Environment

	3. Seeks out and utilizes customer input and satisfaction data to improve service, determine needs and identify changes
	Stakeholder involvement strategies 

Customer surveys

	4. Delivers “bad news” to stakeholders and customers with clarity and professionalism
	Diplomacy

	5. Proactively educates customers and stakeholders on work of the division and the federal and state funding requirements
	Customer service strategies

	Technical knowledge
	

	1. Demonstrates proficient use of word processing software and LP 2000 system
	Word processing - Microsoft Word

LP2000 Database System

	2. Understands the project development processes within Caltrans
	Project development and delivery process

Internal Caltrans policies and procedures

	3. Uses email to communicate information in a timely manner 
	Electronic mail

	4. Utilizes the Internet and Intranet to communicate with stakeholders and customer and for research and benchmarking
	Internet basics

	5. Collect analyzes and uses data effectively
	Data analysis

	6. Uses effective group facilitation techniques to move groups to decision points
	Group facilitation 

Planning and facilitating effective meetings


	Personal attributes
	

	1. Demonstrates ethical conduct, integrity, and honesty
	Ethics

	2. Serves as a role model for high performance standards of quality and quantity
	Presenting a professional image

	3. Cultivates input from others and evaluates multiple alternatives before making a decision
	Decision making

Data collection and analysis

	4. Maintains a healthy balance between work and personal life
	Stress Management

	5. Display emotional self control and adapts behavior to work with a wide range of individuals
	Emotional self awareness 
Stress management

	6. Makes sound decisions under pressure
	Decision making

	7. Continually enhances personal career development and learning through a variety of activities
	Career development planning

	8. Manages time appropriately
	Time management

Organizing and planning work

	Communicating with Others
	

	1. Adapts communication to diverse audiences; speaks with an appropriate style and vocabulary
	Influencing others

	2. Presents organized, professional oral presentations to internal and external groups
	Presentations - Microsoft PowerPoint

Public presentations

Building professional relationships

	3. Writes clearly, concisely, and in an organized manner
	Clear Writing

	4. Listens to others and conveys an understanding and acceptance of what they are saying
	Listening skills


Headquarters Job Specific Requisite 

Knowledge, Skills, and Abilities

In addition to the preceding general KSAs, specific needs were identified for key positions.  Some of these needs are identified at a higher degree of competency in a specific area or were not identified in the generic KSAs.  

Division Chief

Political awareness and sensitivity to stakeholder issues - high

Strategic thinking - high

Able to influence others

Staff development and coaching, particularly in problem solving

Delegation

Measuring and managing organizational performance – high

Ethics - high

Value engineering project methodology is desirable

Office Chiefs – North and South Implementation

Project development and delivery process – high 

Federal and state transportation funding programs – high 

Internal Caltrans policies and procedures – high 
Office Chief - Local Project Delivery

Problem solving - high

Civil rights requirements

Office Chief – Local Programs Procedures Development

Project development and delivery process – high 

Federal and state transportation funding programs – high 

Internal Caltrans policies and procedures – high 

Change management – high

Risk taking 

Ethics - high
Office Chief – Program 
Bridge construction engineering

Project delivery process – high

Federal and state transportation funding programs – high

Knowledge of Caltrans organization and processes

Office Chief – Local Projects Resource Management

Financial management and accounting principles and practices 

Federal and state project funding requirements - high

Understand California Transportation Commission goals and priorities

Analytical skills - high

Able to explain complex information to non-financial staff 

Resource and Administrative Support Manager

State budget process – high

Financial management and accounting principles and practices 

Analytical skills – high

Purchasing

State personnel system 

Subvention Manager

Financial forecasting 

Financial management and accounting principles and practices

Budgeting 

State and federal program funding requirements – high

Able to explain complex information to non-financial staff

Database Support

Oracle database management

SQL to generate reports

Finance Manager

Oracle Discover

Financial management and accounting principles and practices

Budgeting 

State and federal program funding requirements – high

Able to explain complex information to non-financial staff

Data analysis - high
HBRR Coordinator

Bridge program requirements

Seismic Retrofit Programs

Caltrans unique bridge project development procedures

Data analysis

DBE Specialist

Title VI, ADA, DBE, and EEO Program knowledge

Training design and delivery principles

Presentation skills – high

Diplomacy – high

CTC/STP Manager

LP2000 database system – high

Political awareness

Data analysis

Policy and Procedures – Sr. TE

Process improvement methodologies

Written communications

Ability to translate complex information into clearly written documents
Environmental Procedures – Sr. TE

Federal and state environmental laws and policies

Ability to translate complex information into clearly written documents

Federal Highway Administration policies and procedures
Project Management South – Sr. TE

Organizational knowledge

Critical problem solving skills

Ability to translate technical information to understandable terms

Process improvement methodologies

DLAE Job Specific Requisite Knowledge, Skills, and Abilities

Analysis of the DLAE job requirements from district to district indicates that the variation between districts is in the number staff supervised, projects monitored, of local entities they interface with, and complexity of the projects, as well as geographic size.  Fundamentally there is little difference in the expectations and requirements of these individuals.  Therefore, the following are the Technical Job Specific Requirements for all twelve DLAE positions.

Districts are organized differently and there is a difference in opinion as to whether the DLAE needs to be a registered engineer.  There was a clear disparity between the DLAE and their managers on this matter, although most agreed that a thorough understanding of project development and delivery processes was mandatory for success.  Because the DLAE is not required to approve engineering plans, there is not a legal requirement for a registered engineer to fill these positions.  However, many felt it should be a requirement in order to establish and maintain credibility with their primary customers, local agency public works directors and staff.

Although the need for strong communications skills is required for all positions interviewed, the DLAEs role requires a higher level of skill in this area than headquarters because of the diversity of audiences that they interface with and frequency of that interaction.
In addition, the following knowledge, skills, and abilities were identified as highly critical in the district local assistance engineer’s job success:

Political sensitivity

Diplomacy

Ethics

Communication skills, especially presentation skills

Conflict resolution

Strategic thinking

Professional image

Ability to translate complex information into understandable terms for stakeholders and customers

Problem solving

Knowledge of state and federal funding programs

Stress management

RECOMMENDATIONS

Succession Planning is all about an organization’s ability to develop and retain leaders and to recruit additional leadership from outside the organization which will support their strategic direction.  The following is a model that illustrates the elements of a good leadership development program.  Appendix A describes this model in more detail.  The recommendations in this report will be presented in relationship to the various spheres of influence in this model.  In addition, some broad organizational issues that were uncovered in the research are presented as Organizational Opportunities. 


[image: image1]
These recommendations are based on the data collected during this project and best practices from other organizations.  Some of the ideas were suggestions made by staff and/or customers.  Each of the recommendations is designed to address organizational impacts which were identified in the project analysis.

DEVELOPMENTAL ACTIVITIES

a. Utilize Council meetings as a learning opportunity.  Set aside a portion of each agenda for topics of discussion or guest speakers on specific current topics.  

b. Invite one or two individuals who have indicated an interest in promotion to attend a Council meeting as observers.  Each division invite an observer on a rotation basis so there no more than two observers from two different divisions at any one meeting.

c. Establish a process for promoting rotation assignments for HQ staff to serve in the District and District staff to serve in HQ for a limited tour of duty.  This will promote a better understanding of the environment between HQ and Districts and improve the communications between individuals over the long term.

d. Use the Council meetings as an opportunity to invite a customer (FHWA, local agency, RTAs) to come and share their strategies.  This not only allows Local Assistance managers to better understand the customer environment, it creates a stronger partnership with those customers. 

e. Identify potential developmental projects or assignments and then match to individuals based on their developmental plans. The Office Chiefs and DLAEs should act as sponsors/mentors for individuals who are interested in promotional opportunities.

EDUCATION AND TRAINING

a. Develop a training plan for districts to use in their staff meetings to better understand HQ processes.  David Thompson could be asked to develop an outline of the modules he utilized in his district assignment experience as a potential model.

b. Serious consideration should be given to providing Pre-supervisor training for those interested in professional growth.  Currently management/supervisor training is provided only after in the assignment for some time.  A curriculum designed to help individuals understand the role of managers and skills required would enable them to be stronger candidates for promotion.  In some organizations current managers lead these workshops, allowing for their personal growth and a chance to get to interact with potential candidates for development.
c. Expand Local Assistance participation in the Caltrans Leadership Academy.  Consider bringing a session in house to provide a broader participation by Local Assistance personnel.  There appears to be alignment between the competencies addressed in this training and the ones identified in this project. (See Appendix B)

d. Conduct an analysis of training offerings within CT and DPA to address KSAs identified in this report.  Provide a matrix showing skills and training offerings.  Communicate to all staff and managers the training matrix and recommend that specific training offerings be incorporated into individual development plans.

e. There appears to be several Libraries available to Local Assistance personnel.  Create a recommended reading list on management practices.  Appendix C is an example of possible books on Leadership to be recommended from the Caltrans Library.  In addition there is a listing of audio cassettes available from the District 11 Library which might be of interest by individuals who commute 20 minutes or more a day. 

f. Consistently individuals stated that it takes 18 months to learn what Local Assistance is all about.  It is recommended that the two most tenured DLAE’s (before they retire!) create a reference guide to the most common problems to use as orientation for all new employees.

g. At the district level invite local agencies to staff meetings to discuss their perspective on a current issue and/or their strategic initiatives for the coming year.
ASSESSMENT

a. Conduct exit surveys or interviews on all employees leaving Local Assistance.  Collect and analyze the data for trends, possible opportunities for improvement and strategic initiatives. 

b. Develop a data collection system or work with Caltrans Human Resources to collect data about employees, for example, years in service, turnover rates, service time, where they came from, years to retirement eligibility, etc.  Succession planning will be difficult to do in the future without this data.

c. Aggregate data from individual development plans and assessments to determine Division wide opportunities for development and training offerings.
FEEDBACK AND COACHING

a. Duty statements need to be consistent and updated.  A project was begun to standardize the format and elements.  This project should be completed and include specific roles and responsibilities for each position and their scope of authority.

b. Currently the Department of Transportation Individual Development Plan form PM-0637 (see Appendix D for sample) is available for use by managers to coach individuals.  It is not clear how extensive and consistently this form is now being utilized.  It is highly recommended that an individual development plan be written each year for each person.  Completing page two of the form to indicate the individual’s career interest and possible professional development opportunities should encourage more strategic professional development by all staff.  

c. It is recommended that Local Assistance adopt an assessment tool for use by managers and individuals.  This tool will allow managers to provide feedback to individuals on specific behaviors and skills and individuals to self evaluate their competencies.  This data can be used on an individual basis.  Human Resources can then analyze the consolidated data from the individuals’ plans to identify themes for targeted training to address skill needs. (See Appendix E for an example)

RECRUITMENT STRATEGIES

a. Develop a series of recruitment strategies for the next two years.  Incorporate into the division strategic plan and review progress on the strategies at least two times a year. 

b. Identify individuals in local agencies as potential candidates for Local Assistance management positions and actively recruit them. 

c. If Caltrans does college recruitment, Local Assistance should volunteer to assist.  If Caltrans does not do college recruitment, target two institutions to visit during the coming year for recruitment of newly graduated engineers.

d. Sponsor “communities of practice” events, like environmental planning speakers from universities and invite students, local agency environmental people, division personnel and others involved in that professional practice to attend.  This would put Local Assistance in the spotlight and establish Local Assistance as the organization for professional growth and employment opportunity.

e. Develop a marketing plan for Local Assistance to promote the division within Caltrans.  It could include such things as inviting speakers from other divisions to attend council meetings or project review meetings.  Ask them to share their strategic direction or perspective and Local Assistance can offer their own perspective on current issues.

f. Create a marketing brochure that describes Local Assistance and its role in improving transportation in California.  Demonstrate the impact of the dollars spent through Local Assistance by the local agencies on the transportation system.

g. Identify people who have left Local Assistance in the past two years who might be enticed with a promotion to a leadership position to return.  Target them for recruitment.

h. Senior leaders make a commitment to get involved in various professional/technical organizations, like those for environmental planners, to build exposure and recruit potential candidates from those groups.

i. It has been suggested to include Local Assistance in the rotation program for Caltrans engineers.  It should be noted that every customer interviewed “hated” Caltrans’ rotation program.  If this strategy is to be utilized, care should be taken to lessen the impact on customer service and satisfaction.

j. Each DLAE indicated that they were like a mini-Caltrans.  This experience should be promoted inside Caltrans as an Executive training ground for Caltrans’ future senior managers.  Encouraging promotion from Local Assistance to other key leadership positions within Caltrans will change the current perception that Local Assistance is a place to go to retire.

ORGANIZATIONAL OPPORTUNITIES

As a result of this study there were several opportunities for organizational improvement that are not necessarily directly tied to succession planning but which should be addressed to improve the performance of the organization and thereby the satisfaction and success of individuals within the organization.

a. Best Practice sharing should be formally established, especially on environmental processes.  By asking each DLAE to bring to the Council meeting a best practice – or what they feel is a best practice and asking them to each share one best practice a year will not only encourage continuous improvement but improve communications between districts and headquarters.

b. Division Leadership should develop an annual succession plan as part of their overall strategic and human resource plan.  Appendix F is an example of a Succession Planning process.  By evaluating at least annually their strategies for developing, retaining, and recruiting personnel, an organization will continue to grow their human capital. 

c. To improve productivity throughout the Division, a Strategic Plan should be developed with performance measures.  This will help to set priorities and enable individuals to make strategic choices on how to manage their time and resources.  By establishing performance measures, the leadership can drive accountability and focus the energy and resources of the Division to sustain and improve overall performance.

d. Institute a more strategic process improvement system to streamline processes.  Target on an annual basis certain key business processes for improvement.

e. It is highly recommended that previous Customer Survey data be analyzed to develop strategic goals and target processes for improvement. 
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