DOMESTIC SCAN – A Study of Human Resources innovative practices and an effort to provide consistency in the on-going sharing of these innovative practices among our nation’s Departments of Transportation, DOTs. The Study also addresses other national issues surfaced in prior research studies and during discussions involving all of the partners in this Study. The Domestic Scan is a joint project involving the following partners:

· Federal Highway Administration

· American Association of State Highway/Transportation Officials sub-Committee on Personnel and Human Resources

· National Transportation Training Directors

· New Mexico State Highway and Transportation Department

· University of New Mexico.

INTRODUCTION

In September 1999, the New Mexico State Highway and Transportation Department completed a study of human resource practices that included the participation of all 50 DOTs. The initial intent of the Study was to research and identify existing staffing practices. A great concern that emerged from the Study was finding a system that would quickly match the fast-changing human resource needs of the DOTs to the deep wealth of knowledge and skills of DOT employees. The Study also provided direction to a number of areas where DOTs could learn more from each other and where additional research would be beneficial. Recruitment and employee retention were identified as the greatest human resource issues facing our country’s DOTs. This has been translated and identified as a “mandate” to the DOT Human Resource community. Because of this challenge, a number of collaborative efforts have been formed to not only address these major issues but to lay out a system of sharing timely innovative practices that will aid DOTs in optimum utilization of its human resources. 

The Domestic Scan Partnership Team has been working on the scope for this study over the course of several months. An understanding has been reached that in order to best provide the on-time benefits of this research project to our DOTs, a framework needs to be created upon which innovative practices can attach and sometimes replace older practices. The framework may be seen as a continuum in the flow of a life cycle of an employee of the DOT. 

The ability to recruit, hire and retain an employee for an entire career rests on staff development preparing and satisfying the DOT demand for cutting edge training and the management of its human resources. Providing employees with the best training and staff development is viewed as providing an incentive for retaining and recruiting.  As DOT employees, we have a mission to fulfill, and our DOT customers deserve the best. Transportation is the way to go and grow your career. However, it is clear that we cannot recruit the talent needed out of the competitive marketplace unless outreach efforts start early through academia to the youth and influence their choices for careers. The entire transportation industry will gain from these efforts.

Thus, the Domestic Scan framework has been designed as an “employee-career” continuum to include the following major components:


*    Outreach

· Workforce needs and planning

· Recruitment

· Workforce Development

· Retention

· Program Effectiveness

These components will then be further divided into their constituent parts. It is anticipated that the Domestic Scan will then be a live-collection of parts that attach to the respective framework component to be viewed and shared with other DOTs. 

In order to provide direction for the placement of the innovative practices, (parts), to be shared with other DOTs a consensus of understanding of the issues in each major component is provided: 

Outreach   There is a lack of understanding and appreciation among students of transportation career opportunities and the contribution transportation makes to society and the economy. Efforts to educate individuals on the value of transportation are often sporadic, one-time events that lack a cohesive strategy to involve the necessary partnerships, commitment and outreach needed for workforce effectiveness.

Workforce Needs and Planning   Defining, developing and retaining a diverse workforce that can deliver a technologically advanced transportation system to meet the demands for increased capacity, mobility and safety is becoming increasingly difficult. A disproportionate number of experienced and competent workers are retiring from service. As a result, employers face increasing competition for skilled workers without the benefit of new and innovative planning and forecasting models and the development of policies and programs needed to attract and retain a competent, efficient and productive workforce. Analysis and forecasting tools are needed that will help prepare the DOTs for the demands of the future.

Recruitment   There is a lack of qualified candidates for professional and support positions and a need to effectively convey the message of value, contribution and benefits of a transportation career. For public agencies, it is often more difficult to compete with private sector company pay and benefits. Further, we are not doing enough to aggressively sell the “good” things about working in transportation and public service.

Workforce Development   Workforce development is often a collection of individual, unrelated activities that lack cohesiveness and may not consider worker needs for a challenging and rewarding environment or provide workers with a sense of organization mission and contribution.

Retention   There exists scarcity of sufficient human resource talent needed to keep the high standard quality knowledge base that is so critical in the public service. Studies also indicate that the impending labor shortage will be even more strenuous on the DOTs because of our ability to compete with our salaries that are often not competitive with like position pay scales. Recruiting programs must be designed with retention as a major consideration. Career and professional development activities should be innovative so that employees feel that they have a sense of purpose and a future in the organization. Employees’ work schedule should balance family interests with work requirements.

Program Effectiveness   It is critical to the initial and on-going success of workforce planning and development to assess the effectiveness of component and overall program efforts. The need for activity and program improvements cannot be identified and implemented without a comprehensive review of current efforts. An organized and structured evaluation of the program will help assure the efficient use of agency resources and provide the greatest opportunity to administer an effective program.

Framework Components and Their Constituent Parts Defined

It is critical that the DOTs participating in this Domestic Scan Study view their individual contributions as one item to fit-into one of the framework components listed above. Certainly, DOTs may have more than one item to contribute but the overall collection must be a collection of parts. The parts will be the innovative practices the DOTs will be sharing with each other. Further, some parts may appear in more than one framework component.  Other parts may exist that are not included here and DOTs that recognize that an additional category exists should provide it. 

Outreach   This program should be viewed as the initial “physical” stage of the framework coinciding with the evolution of the transportation (DOT) employee. In order to properly encourage and nourish future talent a cycle of events (or parts) need to be put in place. These events are the Innovative Practices that the Scan will be seeking. The events are (partially) identified; others may exist, and with some understanding by the Partners in this Study, can be adopted. They are the following:

*   Identify Need   Concentration of information to be gathered is encouraged to                  be viewed as incremental periods of time into the future and that include clearly spelled out forecasting tools that identify skill, knowledge and competencies sets oriented toward satisfying the customer of the future. Current transportation human resource needs will be addressed in the Recruitment component of this framework.

*   Outreach Plan Developed   Develop a plan for career awareness that affects grades K-12, community colleges, colleges and universities. Each of these specific future applicant sources must be directly linked to an identified need. This should include the internal resources to be dedicated to the program.

· Sources of Future Recruits.   Creating the ideal employee is in the youth of today.  Programs that reach out to the various sources should be based on the age of the targeted population to be influenced and that coincides with the incremental period of time of the “identified need”.

· Partnership Development with Academia  Targeting the youth of today, a ready pipeline of future workers, provides a great opportunity to groom the coming generations of employees. Partnerships with academia at all levels must be formed. Their support is crucial in making outreach meaningful. The inroads to this ready market may be accomplished through one of the following methods:

· School Presentations: Giving special presentation, even once or twice a year can get the attention of students.

· Business Classes:  These people will be pro-business and have the ear of students interested in business.

· Guidance Counseling:  This office is the first place many students turn to when figuring out their career move and reaching out to school guidance counselors can prove to be very productive.

· Internships”  What internships are working and which are not? Letting schools know that internships are available and that the transportation industry is eager to have students learn the ropes in exchange for school credit.

· Summer/Weekend Jobs:   Where are these types of positions filled from and are they targeting the teenage population? These jobs should also include some type of mentoring program.

· Scholarships/Grants:  Offering scholarships in the transportation industry or even grants for research is a great way to send the message that we care about these future workers that we are willing to invest in them.

Other Outreach Program Possibilities   Aggressive media campaigns to promote transportation industry outreach and create community awareness would be most useful. Ideally, the best front-line DOT participants in the delivery of the Outreach Program should reflect a high level of understanding of the DOT mission as well as enthusiasm and excitement about all facets of transportation careers. Thus, a systematic method of selecting DOT people to participate needs to be identified. Also, some method of recognition and reward for these individuals should be put in place. 

Workforce Needs and Planning   This is the second “physical” stage of the framework and while to some extent workforce needs have been partially defined in the Outreach Program, above, the entire stage, workforce needs and planning, is recognized as an area of joint activity within the DOTs. Most human resources planning is in conjunction with a needs assessments. This stage may very well be the first steps that the DOTs will undertake in the Domestic Scan but in order to maintain the framework as a parallel to the evolution of the DOT employee career life cycle it is identified in this Study as the second stage. The following constituent parts are initially listed and again others may be recognized for inclusion:
Identify Needs and Planning for Them   As discussed, (See Outreach stage, above), the needs to be identified must be presented as skills, knowledge and competencies sets. Does a method exist out there for gathering of workforce data that can be used against future employee skills, knowledge and competency sets?

How these sets are shaped and focused in line with the DOT mission and goals can greatly impact the DOT’s ability to be successful. Thus, HR needs must be aligned to the DOT’s mission and business objectives. For many DOTs, a mission statement may already exist but it may not necessarily include the projected human resource sets needed into the future of the DOT. Therefore, we will include some basic steps in the alignment Human Resources “capital” with the business objective.

*  Establish Business Objective and Strategic Goals   What is the purpose of the DOT and overall mission as it attends to day-to-day business activities? While this may appear to be overly simple, it is not uncommon for managers within our business to loose track of our purpose. Here, we would seek out the innovative practices that are in use in identifying and creating a mission statement.

· Effectively Communicate Mission and Objectives The communication of the mission statement and DOT objectives require a conscious effort from leaders to assure the message is clearly understood. What is being done in the DOTs in this regard?

· Assess Structure Alignment with Business Objectives and Goals  Is the DOT structure conducive to achieving the expressed goals? This level of assessment also includes the number and type of positions (jobs) established or allocated.

· Assess DOT Employee Capacity to Achieve Business Objectives and Goals   This becomes the heart of identifying the needs in the planning process. It is an evaluation process aimed at determining the “readiness” of employees to meet the needs of the DOT. What innovative DOT practices exist to match the employee with the need, more so, this needs to be a projection of future needs and match?

Other Needs and Planning Possibilities   While we have generally not addressed funding, there may exists some needs by DOTs that parallel the funding of the workforce and this may become an integral part of the Scan. Also, some accommodation of the technological needs in the planning process must be included. 

Recruitment   This is the third “physical” stage of the Domestic Scan framework. Here are some parts, or stage, of a recruiting plan; think about these in a flowchart fashion.

*   Needs Assessment – Layout the numbers (monthly, quarterly, annually) of  anticipated hires for each service line, job category or other organizational unit

· Job Requisition System – Have a process that identifies and prioritizes job openings

Recruitment (continued)

· Qualifications profile – Draw profiles from job descriptions that identify responsibilities and required knowledge, skills and abilities and experience

· Internal Job Posting- Make it easy for current employees to compete for promotion and transfer

· External Job Posting – Develop the image you want to convey to the marketplace about the positive aspects of DOTs and our jobs, (WASHTO-HR initiative)

· Recruiting Staff – Decide recruiter selection, training and evaluation

· External Market Sourcing – Select the appropriate sources to be used such as ads, job fairs, Internet, etc/

· Creative Sourcing – Consider alternatives such as temporary hires, part time, job sharing school-to-work, telecommuting, etc.

· Budget – Estimate your needs in terms of funding and other resources.

· Applicant Tracking – Set up a system of tracking candidates that can be used to monitor progress and for the reporting requirements

· Applicant Screening – Work out how you will qualify good candidates and get them into process quickly

· Testing – Determine, if you test, what test will be used

· Interviewing and Selection - Ensure that the selection and decision-making activities are valid, streamlined and documented

· Credentials – Ensure that references and credentials are verified

· Offers and Acceptance – Orchestrate offers in a positive way that helps to close the deal with the new employee

Workforce Development   This is the fourth “physical” stage of the Domestic Scan framework. It has long been agreed upon by the Partners in this Study that this component of the framework can have a direct impact on the other components, primarily recruiting and retention. Recruiting and retention efforts can be influenced by how well we develop and train our employees. The parts, or stages, of an over all training and development program is provided and as with the other components, it is these individual parts where the Scan will seek out the innovative practices:

Prepare Long Range Plans

· Review Strategic Plan

· Develop HR Business Plan

· Coordinate with senior leaders

· Define desired outcomes

· State purpose, objective and concept

· Compute resource requirements

· Identify AV and other support needs

· Prepare Plan

· Obtain approval

Identify Training Needs

· Determine Purpose

· Identify Data Requirements

· Determine data Collection Method

· Gather and Interpret Data

· Develop Training Objectives or Program

· Develop or Change Training Course

Design and Develop Training

Instructional Systems Development Model

· Analyze System Needs

· Identify Training Needs

· Develop Objectives and Tests

· Determine Instructional Strategies

· Develop Lesson Plans and Aids

· Validate Instruction

· Present Instruction

· Measure

· Evaluate Instructional Program

Abbreviated Process

· Identify Training Need

· Develop Behavioral Objectives

· Develop Lesson Plans and Materials and

· Determine Media

· Present Instruction, Including Pilot

· Evaluate

Schedule Training

· Review training materials

· Determine facility requirements

· Determine AV and support requirements

· Determine facilitator and assess instruction requirements

· Select training site

· Determine facility availability

· Schedule Tatining

· Add training to master schedule

· Enter on automated schedule
Register Attendees

· Review training schedule

· Determine need for training

· Review course description and behavioral objectives

· Discuss learning objective with student

· Register attendees

· Confirm attendance

· Notify attendees of changes to schedule

· Distribute before-class materials

· Monitor Registration Rosters
Confirm Attendance

· Review training schedule

· Review training facility and site

· Compile roster of attendees

· Issue Registration Notices

· Issue change notice

· Issue Confirmation Notices (21 days prior to training)

· Adjust Registration, as required

Conduct Training

· Adopt instructor strategy

· Choose instructional Tactics

· Select medium and methods

· Contextualize Instruction

· Present and cue lesson content

· Activate learner processing of instruction

· Assess learning

Evaluate Training

· Review and adopt training evaluation model

· Develop evaluation plan

· Research and purchase support software/hardware

· Develop forms

· Coordinate with trainers and Managers

· Build support for selected model

· Develop exams and reports

Evaluate Training (continued)
· Measure customer reaction (Level l) for all training

· Measure Learning (Level 2) for selected training

· Provide feedback to instructor

· Develop 360 degree evaluation form (Level 3)

· Measure Performance

· Provide feedback to Instructors and Senior Management

Produce Training Reports

· Develop recommended training plan for individuals

· Develop reports for executives and managers

· Develop reports for trainers and training coordinators

· Develop reports for training office

· Distribute reports to managers

Retention   In a recent national study, retention was identified as the second most critical issue facing DOTs. So, the question is “How do we keep talent from jumping to other employers?” The need for public transportation systems demands a ready transportation industry knowledge base. Knowledge transfer between generations of DOT employees include as major activities, succession planning, employee departure trend information, programs aimed at encouraging quality employees to remain with transportation their entire career and systematic employee growth support from the DOTs.  Thus, retention is a term meaning “decrease turnover.” The events needed in this framework component would include the following:

· Determining the causes of turnover becomes the first stage in the Retention component.

· Plan a system that will immediately gather information identifying reasons, (or causes), for turnover.

· Internal movement of employees from position to position should also be included to help determine “What might be working to keep our employees?”

· Once information gathered and interpreted, programs should be identified to counter the loss of human capital.

· As programs are created, measurement must be included. 

In conclusion, The Domestic Scan will gather the innovative human resource practices of all DOTs and arrange them in an orderly fashion that depicts the life cycle of an entire career of the DOT employee. This will provide DOTs directions and option to maximize the use of the knowledge base.      

PAGE  
1

