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11.0 WORKFORCE PLANNING AND DEVELOPMENT PROGRAM

The MBTA Workforce Planning and Development Program creates standards and systems for succession plans with mentoring, coaching, webinars, construction industry training, professional development, continued education, and certifications. This proactive, long-term strategy is designed to raise the skill level of the Project Manager and their staff, increase the effectiveness of the MBTA investment in human resources, and prepare employees to lead the department and/or the organization in coming years.

Workforce Planning and Development allows the Project Manager the opportunity to attend internal/external training programs to improve skills in the employee’s current area of responsibility, as well as to develop needed competencies within their staff. Attendance at particular vendor trainings will require a written summary that discusses the highlights of the training with a strategy to implement ideas learned. While the program continues to improve the Project Manager’s skillset, it also eases the difficulty of succession planning by developing a pool of well qualified employees within the department. The Project Manager can suggest training courses applicable to his/her area by contacting the Program Manager of Workforce Planning and Development.  Also, at the request of the Project Manager, customized programs will be developed and implemented.  (See Exhibit 11-3) 

11.1 Purpose and Benefits
The purpose of the Workforce Planning and Development Program is to have experienced employees with diverse skillsets to fill leadership positions as they become available.  The program is designed to:

· Train and develop candidates for leadership roles in advance of need and/or critical vacancies;

· Allow MBTA to participate in the development of diversified Administrative, Finance, and Technical employees;

· Achieve improved workforce capabilities and overall performance;

· Increase commitment and retention of management positions;

· Focus on leadership continuity and improves knowledge sharing; and 

· Focus on job progression and job expansion to guide organizational growth and improved management effectiveness.

The benefit of the Workforce Planning and Development Program is to increase employee commitment and retention by:
· Improved support to employees throughout their employment;

· Effective monitoring and tracking of employee performance, proficiencies, and skill gaps; and

· Increased efficiency in specific roles and use of resources with cross training.

As part of the MBTA’s overall Workforce Planning and Development Plan, the Mentor and Training component is a mechanism by which standards and systems for succession planning are implemented.  There are three (3) major areas of focus in regard to the Design and Construction Department’s professional tenure tracks:  Administrative, Finance, and Technical.  The goal is to develop skills, competencies, and characteristics needed to function in leadership positions.

11.2 Mentoring
Traditionally, mentoring has been a one-to-one partnership between two (2) individuals where the mentee learns from the mentor in a safe and confidential environment.  The Mentor and Training Program, “Lifting as we Climb” has been established within the Design and Construction Department of the Massachusetts Bay Transit Authority (MBTA) to identify and develop employees as future leaders and to support personal and professional growth through training, encouragement, direction and insight.
The focus of the program is growth and development.  Mentor and Training is one of the most effective diversity programs an organization can offer to its employees.  This is one reason many organizations include mentoring programs as part of their business objectives and succession planning strategies.
The Mentor and Training Program is a voluntary program for all employees of the Design and Construction Department with the exception of new hires and in some cases recently promoted employees.  The procedures for enlisting new mentors/mentees are as follows:

· All new hires of the MBTA’s Design and Construction Department must enroll in the Mentoring and Training Program for a one (1) year period as a Mentee, after which they will have the option to decline participation or continue in the program as a Mentor, Mentee, or both.  All new Project Managers will be included in the Project Managers Mentoring Session with the Program Manager of Workforce Planning and Development Program, AGM of Design and Construction and/or Designee.

· Employees interested in the Mentor Program are required to submit an application (See Exhibit 11-1 and 11-2) as well as a resume to the Program Manager of Workforce Planning and Development Program. This information is used in determining suitable mentor/mentee matches. 

· The Program Manager of Workforce Planning and Development Program will review applications submitted by interested employees and based on their skills and qualifications, this pool of individuals will be separated into groups of mentors and groups of mentees. Some participants will have the opportunity to serve as a mentor, while also participating as a mentee. 

· All participants will undergo a one-on-one interview with the Program Manager of Workforce Planning and Development Program. During this interview mentees will discuss applicable career paths and relevant goals of interest.  Mentors will discuss background, career path, and skillsets.

· The Program Manager of Workforce Planning and Development Program will also conduct an assessment of each mentees current competencies, training, (See Exhibit 11-4) education, and career goals.  A Mentoring Action Plan (MAP) will be created to develop new competencies with training and education.

11.3 Training 

Training and Development is an integrated approach to exploring careers and their skill requirements, and building those skills with the use of in-class training courses,  webinars, instructional trainings, and peer-to-peer workshops. The combination of internal and external training programs encourages mentees to improve skills in regards to the Design and Construction Department’s professional tenure tracks: Finance, Administrative, and Technical. 

11.3.1
Internal Trainings: Involve training programs, such as Right of Way Training, MBTA Workforce and Conflict Resolution, CPR/AED Certification, Diversity courses, and Human Resource generated trainings.  The Program Manager of Workforce Planning and Development Program serves as a point of contact for the coordinator of the latter trainings to set up, verify, and/or request an individual or groups of individuals participate. Programs are also set up by the Project Manager which include:
· Webinar/ Instructional Trainings: These seminars are perfect in that these training sessions are hosted in-house, minimizing travel efforts by employees. The Program Manager of Workforce Planning and Development and staff take the responsibility of planning and setting up the webinars by determining the target audience and message, as well as the date and time of the session(s). Contact the Program Manager of Workforce Planning and Development Program to register for all trainings. Attendees are encouraged to take a brief survey in regards to their webinar experiences. The results from these webinars will provide useful feedback which will be considered when setting up future webinars and instructional trainings. Past webinars include “Avoiding the Pitfalls of Construction Claims”, “Construction Management for LEED Projects”, and “Earned Value Method” (EVM).
· Peer-to-Peer Mentoring: These group sessions are developed by the mentors and/or mentees with the support and assistance of the Program Manager of Workforce Planning and Development Program. (i.e. P2P Series – Processing Amendments, June 2010)  Project Managers who have strong skills in a specific area will have the opportunity to develop and implement in-house workshops in order to share their expertise with their peers and/or the department. The Program Manager of Workforce Planning and Development Program will assist in the preparation of the materials/presentation for the workshop. 

11.3.2
External Training: These Programs are vendor based trainings as well as industry related courses and workshops. Also, the Program Manager of Workforce Planning and Development and staff will assist employees with locating continuing education courses, construction industry courses, professional affiliations, or any other resources that will enable professional growth.

· Continuing Education: Employees are expected to have the potential to increase his/her understanding and capacity to manage technical aspects of the operation with the skills and competencies to lead employees within their respective area.  In order to improve themselves, Project Managers and their staff must be committed to continued growth and professional development.  This would include but is not limited to:

· Courses conducted by the National Transit Institute http://www.ntionline.com/
· University/College level courses

· Certificate Programs

· Adult Training Program 

· Professional Affiliations: Networking creates a community of people who support each other, provide emotional support, and information that can help each other.  It also provides the possibility to learn of new developments in your field: new tools, processes, training programs, products and services, and can aide in the discovery of the solutions to problems you face. 

· Construction Industry Training: (i.e. OSHA, Right of Way, National Highway Institute, CMAA, etc…). 

11.4 COMPETENCIES AND CHARACTERISTICS
The inclusion of core competencies and characteristics will help to determine those areas where the Project Manager would focus his/her training and professional development.  Core competencies and characteristics include six (6) basic elements: Professional Integrity, Leadership, Decision Making and Problem Solving, Effective Communication Skills, Knowledge of MBTA, and High Job Performance.

11.5 CONCLUSION

The Workforce Planning and Development Program has taken training and development efforts at the MBTA to the next level.  The MBTA success is being measured in many ways: proactive employee development, improved performance, commitment to goal achievement, enhanced relationships between workgroups, and increased employee retention.  It is important to understand that commitment to the program by the Project Managers, Directors and the AGM for Design and Construction is key to the continued success of the initiative.  Participation in a Succession Plan or Mentor and Training Program does not guarantee a promotion but does put the individual in a more competitive place when positions open up.  Successful performance in developing knowledge, skills, personal attributes, and competencies are key factors in determining suitability for advancement.

Exhibits 11-1, 11-2 and 11-3 (Hyperlinks) illustrate the Workforce Planning and Development Plan
· Workforce Development Plan (Exhibit 11-5)

· Sample Technical Career Ladder (Exhibit 11-6)

· Workforce Development in Action (Exhibit 11-7) 
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