FERONIEQUESTIONS TO ANSWERS
WORKEORCE DEVELOPMENT AND
WHATR GOOD LOOKS LIKE

Rafael Zarco
Line Maintenance Supervisor
Ross Valley Sanitary District

BAYWORK April 23, 2019
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RVSD Facts and Figures

* District formed in 1899

* Customer base of 47,000, 85% residential

* Provide WW collection/conveyance, member agency of CMSA JPA

* One of three WW conveyance agencies comprising the CMSA JPA

* 200 miles of gravity sewers, 19,000 private laterals

* 19 pump stations (5 major, 14 minor / lift stations), 8 miles of force mains
* WW flows range for 4 MGD dry weather to 50 MGD wet weather

* 35 Employees

* $19.5M O&M Budget, $48M capital budget
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~ 2013 -2016: Rebuilding RVSD ey

RVSD hit by a “Perfect Storm™ in 2009-2012.

SSO’s, enforcement actions, financial meltdown, leadership failures,
litigation, loss of community trust

Leadership Adopted the EUM framework for rebuilding RVSD
Implemented Risk Based Asset Management

Community supported a 5-year 48% rate increase to fund infrastructure
Reorganization in 2015, new job specs and alignments, AM-centric

Strategic Plan and Subsequent Annual Business Plans

CASA Collection Systems of The Future (COTF) Initiative recommendations

Staff skills, knowledge, ability are common thread for success
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Questions We Needed Answers To

* Objective Criteria to qualify for critical work assignments?
» Standard measure of knowledge, skills, and ability by activity, job class?

* What is our standardized training and qualification process?

* “When we say a person is “qualified” or “trained”, we meant what?
* What does “good” look like at RVSD?
* How do we measure productivity and quality of outcomes across crews?

* Typical CSW requires competency in over 60 standard activities.

* That’s how I was trained........ this Is The Way We Have ALWAYS Done It”



Where Do We Really Want to Be?

Build on the EUM Attribute; Employee and Leadership Development

Support knowledge management, succession planning, long term staffing

Trained, competent workforce across all activities, equipment, systems
- Establish Certification/Qualification Standards Tied To Training

- Document Processes (SOP’s)
Adapt to new equipment, tasks, systems

Consistent, Safe, And Efficient Outcomes Across Crews

Demonstrate to customers the value of a competent, efficient workforce



" How Are We Getting There?

* Leadership recognize value of workforce development

* Made commitment of staff time, $$, leadership engagement
* CSRMA “core SOP’s” development participation

* Engaged a professional training system development team

* Implementing sustainable competency based training and
certification standards

* Inventoried the Full Range Of Activities Our Workforce Does

* Two phase approach for CBT/C: Pump Stations, Collections
Systems

* 2-year Implementation schedule
* Stood up Training Committee
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What Good Looks Like (prn.Wiggle)

For Your Organization, Take a Minute to Answer:

Who determines when an employee successfully demonstrates
competency for a task?

What documented standards and system are the basis for this
determination?



COMPETENCY BASED TRAINING
SYSTEMI OVERVIEW

Flant Operator influent Systems Mant Oper stor

Plart Cow ot oma Aon Veley e vy Do

§ Makas

6 Cavpenron (2 rpkied

Mo nole, 0 order 1o Le corsderad fuly competert, Une Uanes wil sead Lo of compivied Ue folom g

Defining What Good looks Like
— And

TP et

I=fusnt Syvtema Octaber 06 3017

() [ ]
0100.200 3 « Mipias Muere Coneral Trarivg '
Srumure A CS) “The iformarton prostded o the poumes and e camporente doee °

Infuent Systera Apetl 152017
4« heatworks 7 B Marerial

“Fopderment was tagpad oo and not vanlanle Wil reeanceon at A
e date ~

Februmry 242017

Campirtrd

Ifuent Sysrema February 242017

20.900.2 « Explad basc pomg theory  Completed
arad upar g

ot Systema Fobrunry 24 2017

= Faplain the Razards and Compiered
“Nonice




- COMPETENCY DEVELOPMENT, TRAINING,
ASSESSMENT PROCESS

Develop Task,
Systems, and
Fundamental
Competencies

AND THEN

Develop SOP Develop Training

Courses

Conduct Develop Training
Competency Plans, Train,
Assessments Analyze the Data

Conduct Train

The Trainer




SOP and Task Analysis

e Examination of Each Step
e In-Depth Analysis of Process

« Dangerous and/or Inaccurate Process Corrected
e Research of Existing References
e Discovery of New or Improved Process

* Outcomes of Task Analysis
e Knowledge and Skill Competencies
* Job Descriptions
e Safety
e Process Review

Ross Valley Sanitary District

Standard Operating Procedure

VACCON Combination Truck
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TASK STANDARD ANSWERS - VACCON

For Any Task Competency (Skill and | Table of Contents |
Knowledge) —
.
e What Are The Steps To This Procedure? Cormrol Svetem Overvien =
e What Are The Reasons For Each Step? Boom & Water Svatem Controle 23
’ ; flushing/letti
» What Control/Coordination Is w =
Required? Filling the Water Tanks
e What Means Of Communication Are Vacuuming
USEd? Decanting
: . _Decanting Pump
e What Safety Precautions Must Be Durmping Debris
Observed? Vacuum Compressor Fan Cleaning

Mozzles

Diesel Particulate Filter {DPF
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SYSTEM STANDARD ANSWERS - VACCON

* For Any System Competency e

(Knowledge)

e What Models/Types Are Available?
e Where Is It Located las_amﬁ
Lime

e How Does It Operate

e What Maintenance Is Done By
Collection Workers To Ensure Proper
Operation?

e What Are The Probable Indications If
This Component Fails




Training Process

* Classroom Followed By Practical Demonstration and Assessment of Skill
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“What Makes A Subject Matter Expert, An

Expert Trainer?

® The Train The Trainer course

e Four Modules

1.

2

3.

Adult Learning Theory

Training Module Development
Training Strategies and Techniques

Competency Assessment

>
Know what an assessment is

and why we use them
\
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Develop an assessment from

a Training Module
\.

N

Assess an employees
performance
\.

"Develop Standard

Operating Procedures
(SOP)




ASSESSMENT APPLICATION AND OUTCOME

* Assess whether the employee has the knowledge and
skill to complete the task in accordance with the

Fred 1 Traming Modules
Standard Answer 4 Vadtor
f Pump Station
e
* Assessment After Training and Practical sors

Demonstration/Experience

* Assessment of Existing Employees- Establish What
They Know and Don’t Know

® Train To The Delta

e CERTIFIED/QUALIFIED
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GOING FORWARD
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Observations and Lessons Learned So Far

Be open to outside, objective evaluation of where your organization stands
“How to eat an elephant...”; be realistic, this is long term undertaking
Commit staff time and resources

Engage staff at all levels for participation (SME’s, SOP development)

SOP development, review of existing practices shows strengths and
weaknesses of practices and staff knowledge, skills.
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Observations and Lessons Learned So Far

CBT/C development supports succession planning and knowledge
management needs, capturing and organizing “institutional knowledge”

Need information management tool (software) to manage volume of
information: across staff, job classes, changing activity

e Universal Training Assessment of Competency (UTAC)

Sustainable program requires core team of “trainers” and SME'’s
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You Need Great People

* Managers

* Subject Matter Experts
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CONTACT INFORMATION
Stephen Miksis: O&M Manager

smiksis@rvsd.org

Rafael Zarco: Line Maintenance Supervisor

rzarco@rvsd.org




