WWE Competency Based
Training System (CBTS

Catherine Curtis, CBTS Project Lead
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SFPUC Wastewater Enterprise — Competency-Based Technical Training Standard

V

OScoping and Planning

- Identify Organizational Need
- Define training objectives
- Research existing materials
- Review/incorporate

lessons learned
- Develop scope and budget
- Approve scope and budget

.

12

Assemble Team

- Project Manager

- SMES

- Trainers

- Administrative Support
- IT Support

e Standard Operating

Procedures

- Confirm process modules

- Develop list of SOPs

- Develop sequence and
schedule

- Draft SOPs

+ SME Review

- Final SOPs

=

o Document

Competencies Standard Answers
- Skill competencies from ‘ - Establish the Standards
SOPs to which staff are

- Knowledge competencies trained and assessed

based on Tasks

San Francisco
Water Power Sewer

S

O Prepare

Instructional
Material

- Develop syllabus

- Presentation Materials
- Field Instructions

- Instructor’s Guide

O Train-the-Trainer

+ Introduction to CBTS
« Practical Training:
- Developing SOPs
- Documenting
Competencies
- Developing Standard Answers
- Preparing Course Material
- Training
- Assessing

.

. 0 Incorporate into
Assess-the-Trainer WWETEC
- Observation and * - Confirm OKRs
Assessment of New Trainer - Prioritize Assessments

- Certification of New Trainer

- Assess existing staff

- Review results

- Develop schedule to
train to the Delta

- Implement individual
training plans

@ Document

-

Performance

- Program metrics

- Identify process
improvements

- Lessons learned
report



Pilot CBTS Organization Chart

Consultants
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Contract Mgr.

Implementation
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Task Force Operations

Develop Training
Modules

Trainers

Assessors

Mechanical
Maintenance

Develop Training
Modules

Trainers

Assessors

Assessment
Sub-Committee

Develop Training
Modules

Trainers

Assessors




What is Competency Based Training System

(CBTS)?

* A system for training which has three components to the structure:
* Fundamentals — Knowledge to understand the system or equipment basics.
* Systems — knowledge of the systems you are required to operate in your area.
* Tasks — knowledge of tasks you are required to perform in your job.

* We are focusing on job/role competencies — a compilation of the minimum knowledge
and skills than an individual must know and demonstrate to ensure proper operation of
equipment or systems.




Training Defined

Training occurs when Accomplished in

instruction is given concert with / or
either: followed by

e On the job successful

e In the classroom demonstration of

e Or both the acquired
knowledge or skill




Contents of a Training
Modules

* Competencies and Standard Answers
* UTAC Software and UTAC APP

» Standard Operating Procedures (SOP’s)
* Microsoft Office - Word

* Course Material

STANDARD OPERATING PROCEDURE * Presentation Material (PPT, Video, etc.)

* Existing Infrastructure/Assets (plant, pump station, etc.)
* Assessments — (Software — cloud based)

* SharePoint, PPT, UTAC Software and App




CO m m u n icat i O n Competency Based Training System (CBTS)

Frequently Asked Questions (FAQ)

1) Who is part of the CBTS?

WWE Competency Based Training System — What it Means for You!

Workforce Sustainability for the Future
. . A d of:
Submitted by Catherine Curtis

The San Francisco Public Utilities Commission (SFPUC) Wastewater Enterprise (WWE) will be offering S SharePoint site
through our workforce development a new competency-based training system. This is a system for
identified trade positions to be consistently trained and demonstrate acquired knowledge and skill
fardize training and ensure knowledge

he overall safety of the plant is in place. The

WW E CO m p ete n Cy Ba S e d , training modules| instruction for trainersand _ 3du}?§- This
Training System (CBTS) [

Presentation to OSP Staff

Tom Jacobs, Catherine Curtis TRAINING SPOTLIGHT
CBIS Task Force COMPETENCY-BASED TRAINING SYSTEM (CBTS)
September 2021
San Francisc “We’re looking forward to launching the Competency-Based Training System Program Pilot for
ﬁ Water Operations and Maintenance staff at Oceanside Wastewater Treatment Plant, achieving a key
\ ) goal of our Strategic Business Plan. Thanks to the hard work from our Subject Matter Experts
\ Sewer (SMEs), the Implementation Team, and our team of outside CBT experts, we’ve developed

nearly 100 new SOP’s and related training modules, and will begin conducting assessments and

training for staff in early 2022.”

- Greg Norby, Assistant General Manager




Train-the-Trainer Workshop

Train-the-Trainer is a week-long workshop that prepares staff to give assessments and deliver training on CBTS.

Delivered by CTS. Greg kicks off the workshop and we end it with a discussion about culture change.

EEEEET TR | Trein the Trainer Workshop
6

Operations

Learning Objectives

Learning and Development
Competency Based Training System
Standard Operating Procedures
SOP Development

Mechanical
Maintenance

Instrumentation and 5
Control Technician

Electrician 2 Standard Answer Structure
Collections: Sewer 5 UTAC Software

Service Worker Training

Safety 3 Competency Assessment Practical

WWETEC 2 Sustainability




Train-the-Trainer Workshop

AGM Launching Train- Field exercise — taking
the-Trainer Workshop pictures for SOP
development.

Tom Jacobs working with

Train-the-Trainer is a week-long workshop that prepares ~ UTAC Software
staff to deliver training and give assessments on CBTS.
Over 30 staff attended 4 workshops.

Leadership Engagement
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Learning UTAC - Universal Training
Assessment Competency



Qualified on a

C BTS P RO C ESS task, certified in

Who Gets
Assessed in an area when all
What assessments are
completed

Everyone Training
Assessed in B successfully.
Everything

Training Plan
and Train to
the Delta

Assessed by
Process Area
or Position

Competency Qualified/Certified

Assessments

YES :
|
_______________________________________________ 1

Grandfathered
Grandfathered or Successful Completion of Assessment(s)




IEN
Competency

Questions
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What are the steps to this procedure?

What is the purpose of this task?

What control/coordination is required?

What means of communication is used?

What safety precautions must be observed?



System Competencies

What models/types
are available?

What maintenance is
done by Mechanics
to ensure proper
operation?

Where is it located?

What is its capacity?

How does it
operate?

What are the

probable indications
in this component
fails?




SOP Report
Assessment Report

Monthly Report

Reports

Final Pilot Report
Guidance Manual

All contained on our SharePoint Site




COMPETENCY-BASED TRAINING SYSTEM
(CBTS) PILOT MANUAL




Microsoft Suite — Word, Excel, PowerPoint, Outlook

UTAC — Specialized software (app and cloud-based) to conduct and track assessments in the field
Distributed Control System (DCS)/SCADA Systems

Digital Tools
Needed for

CBTS

Intranet/Internet




Digital Skills

Needed for
CBTS

Ability to operate Word to create and edit SOPs

Ability to navigate between systems

Ability to upload and download documents

Ability to operate DCS/SCADA systems for operators
Ability to operate Maximo system for maintenance
Ability to use the Internet, Intranet and SharePoint
Ability to use UTAC software to conduct assessments
Ability to sync UTAC app with cloud-based software
Ability to use camera / i-phone to take pictures for SOPs

Ability to join online platforms for meetings and work sessions
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Specialized software to identify competencies,

generate standard answers, track assessments,
dashboards to get metrics.

Licensing Agreement

UTAC

Software

Work with our IT Staff, Cybersecurity — 79 points

Cloud based software and application
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Dashboard
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Locations

Shared Modules

& Admin
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Departments
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Collection Systems

Electricians
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Oceanside Treatment Plant Maintenance
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Trainees Page
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When you click on a trainee,
you get their record of all the

modules they have been
assigned, the history and
percentage of completion.
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Training Modules

Home / Departments / SEP Operations - Southeast Treatment Plant Operations / Training Modules / #100 - Pretreatment

& 100. Fundamental Competencies | &% 200. System Competencies | & 300. Task Competencies m 8PDF I v Approve | W@ Delete

Code SEP Operations 100

a) What are the steps of this procedure?

Answer

D

B I U =# 13~ A~

iii

i
(]
<

% Hv D C o

=

Refer to and follow SFPUC WWE SOP OPQ102-5 Gate and Valve Actuator Operation SOP.

SEP Maintenance100.200.1 - Centrifugal Grit Pumps B 08/16/2020 =

Incompletion Reason None

v

[ None |
Training
Material
Environment
KSA

Remarks




There are more lessons
learned than can putin
this PowerPoint. There is
a lessons learned matrix
in the CBTS Manual.

'*r/
LESSONS ),llo// LEARNED The key highest learnings
—_— from the pilot include:

pr—




Chose seniors whose responsibility it is to assess and
train staff to be trained and execute these functions at
all locations.

r!vi"lk:_‘-
SRR | .




Make sure everyone gets trained on safety first.




Make sure you have resources, the
right equipment, space, and
commitment of staff time to
implement this program properly.

 Staff coverage and changing schedules was an
issue in rolling out training and assessments
and delayed the process considerably

* A designated space for people doing
assessments, training and document
development is important which we never
gained during the pilot.



Culture Change — change is
hard, and resistance is high.
Have a change management
plan to move this forward.

oI vYTorT )

e , Matunty |
Ire Chang Employees

Culture- Lhange

B Fortitude

Accept

Feelings ﬁ




Products from the Pilot

Training Modules in UTAC Software (App and

Operations and Cloud Based)
Mechanical Maintenance

SOPs
Standard Answers
PPT Classroom Training

Share Squared
Automated review and
approval process

i

People trained and
assessed on job duties

A system for developing,
implementing, and
evaluating competency-
based training.
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SFPUC CBTS Organization Chart

Consultants

Project Lead

Program Support Contract Mgr.

Operations Mechanical
Maintenance

OIT Program

Develop Training
Modules

Trainers

Assessors

Collections

Develop Training
Modules

Trainers

Assessors




CBTS Roles and Responsibilities Guide

Competency Based Training System

Roles and Responsibilities
2023 - Submitted by Catherine Curtis

Introduction
Competency Based Training System (CBTS) is an effective and sustainable training system that
provides a structure and process for delivering consistent training, conducting assessments to
ensure learning took place, and tracking metrics. The purpose of the system is to provide training
and subsequent assessment to standards that qualify employees to conduct the routine day-to-day
operations of the Enterprise. The Competency Based Training System is Structured On-The-Job (S-
0JT) training. It emphasizes one-on-one contact between experienced and novice employees as the
primary means of conveying training content. Competencies are behaviors that encompass the
knowledge, skills, and attributes required for successful performance. A competency can be a
general statement, such as communication or application development or, a specific task to
accomplish. Competency has three different meanings (Development Dimensions International
(DDI), 1994):

e Organizational Competencies

* Job/Role Competencies

e Personal Competencies

The CBTS is centered around Job/Role competencies.

Roles and Responsibilities

Description of Roles and Responsibilities

Role Defined Responsibility for CBTS

Training Developers | The developer works with 1. Attend Train the Trainer
SMEs to create training Workshop.
modules, including SOPs, 2. Works with a SME to develop
PPTs, and SAs. training modules,
Typically, seniors and/or 3. Identifies resources (documents,

- as-builts, 0+M Manuals, Videos,
supervisors of a group
perform this role, depending Images, etc.) related to the
on the content, WWETEC module(s) being developed.
Instructional Designers may 4. May have several sessions for one
also be able to assist in this module,
role. 5. Edits final products for accuracy
of content.

Trainers The trainer gives classroom 1. Attend Train the Trainer
instruction on the modules Workshop.
and walks the staff through 2. Conducts training for all SOPs in
the SOPs of a module in the the field.
field to deliver on-the-job . . .

. . 3. Delivers training for modules in
training, Then, the trainer
will ascertain if they are the c]assmom.
ready for assessment. 4. Ascertains when people are ready
for their assessment after being

Typically, seniors and/or trained.
supervisors of a group 5. Schedul ent
perform this role or another
specialist (e.g. Safety
Officer).

Assessors Assessors conduct the 1. Attend Train the Trainer

employee assessments and

Workshop.




FLOW CHART - DEVELOP MODULES

CBTS Lead works with CBTS YES
Manager determines needed 4 | Manager communicates to staff to set up development CBTS Lead shares schedule a Schedule

modules to develop staff and CBTS Lead - list of schedule, identify SME's, with manager for approval Approved

modules priority of development and
rasources to review

> I
I NO I
o

h 4

v y=— 1. Appointments

s - scheduled to capture data -
Standard Answers staff use SOP for sop When draftis Begin process links to resource‘: ininwite
submitted to development of uploaded ready for SOP - ofeg ‘:
ShafePoint for Competencies and to sop Submit it for review sog eatng 2. Resources identified by
review & approval Standard Answers library &approval to SME & CBTS staff

in UTAC SharePoint
7Y 3. CBTS Lead ensures staff
has template for SOP

Modify / Edit and
resubmit document

Modify / Edit and
resubmit document

N When ready, submit
Develop PowerPoint PowerPoint to review Materials uploaded Ready to schedule

for module SME & : s
N and approval process to SharePoint training
CBTS staff if needed in SharePoint

4

N O Modify / Edit

- ww omwomw s omw omm { document &
resubmit




FLOW CHART - CBTS TRAINING

S (CBTS Lead identifies logistics: el
Training Module Training schedule Submit training schedule to rRnIng » Reserve room b1 Lead sends
- Handouts
« Internet Connection
£ - UTAC SOP
1

| NO 1

CBTS Senior walks staff Day of Training: CBTS Lead ensures all v
CBTS Senior sends sign-in ;hrlgugh SOPeier:j!he : CBTS Senior delivers - Showup or:?i;'ne _peopl:;{;irﬁ are enter:;d cBmd creates sign-
sheet to CBTS Lead eld - may nead severa L L b ] into ti system a in

appointments -Sign in on sigevin sheet assigned a training module

Did
participants No OR
(Omplete ----------_h-------
training?

CBTS Lead updates trackers for

training - send to WWETEC for | Ready to schedule and begin assessments
LMS entries




| FLOW CHART - CBTS ASSESSMENTS |

Create assessment
schedule with the
CBTS team

Send to manager
for approval

i
1

Make edits /
modifications to
schedule

NO 1

‘-------‘

Senior conveys pass
to staff member and
CBTS Lead

i

Assessor and staff
agree on next CBTS
assignment

!

CBTS Lead updates
tracker and verifies
UTAC systems is
updated

Did participant
pass their
assessment?

4 Senior conducts

Senior to review
schedule with staff

CBTS Lead or Senior
to send invites to
assessment sessions

h 4

the it

!

CBTS Lead shares
tracker with WWETEC

Senior - identify areas
where more training
is needed and create

a training plan

Trainer explains what will happen
during the session - will use UTAC
app or cloud-based software to
document assessment

Trainer gathers materials before
each training session:

Sop

Schedule assessment
when you think staff
is ready

!

CBTS Lead sends
out monthly reports
to management
and posts on CBTS
SharePoint

-

«Training M.

- Equipment Manuals
-PPE

«UTACSOP




¢ Mechanical Maintenance

* Currently developing Modules at OSP for Pre-Treatment with our
staff

* OSP Bar Screen

* Pista Units for grit removal

* Inlet gates for bar screens

* Qutlet gates for bar screens

: * Conveyors

MeChaﬂlCa| * Grit Pumps

. * Grit Classifiers

Malntenance * Scum Pump

» After development, seniors will train and assess staff

* Seniors are responsible for the development, training and
assessments.

* Once this is complete, we will bring CBTS for mechanical
maintenance to SEP — estimated September 2024

* We will deliver a Train the Trainer course developed by our staff
to begin the implementation




CBTS

Collections

Have delivered CBTS Train the Trainer Workshop,
SharePoint Webinar, and UTAC Workshop to Collections
Staff

Currently engaged in a task order to complete four
modules for Collections

* Recycler Module

* Service Truck

* CCTV with push camera

* Roll over Truck

Sewer Service Supervisors develop modules, train and
assess staff

Monthly meetings, monthly reports, tracking reports all
available on SharePoint



Operations

All Operations modules are designed to assess competencies

— minimum knowledge and skills that an individual must
know to perform duties.

* These modules will be used when someone who has not
done a task for a while needs a refresher.

* Operator-In-Training (OIT) Program on the job training
component.



QR Code to our CBTS
SharePoint Site
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Documents > Competency Standard Program Documents > Team Minutes > Collection System

[ Name v

Quarterly Plan - Reports

CTS Monthly Status Report

CSD Meeting Minutes

Charter

ld& UPDATED Sewer Operations Employee List_10-18-22.pdf

ﬂil CBTS Roles and Responsibilities 07.03.23.docx

H & &8 ® & ®

10 CBTS Collections Meeting 6-6-23.docx

09 CBTS Collections Meeting 4.16.23.docx

08 CBTS Collections Meeting 4.16.23.docx

07 CBTS Collections Meeting 3.20.23.docx

06 CBTS Collections Meeting 2.14.23.docx

05 CBTS Collections Meeting 1.17.23.docx

Collection System Documents

* CSD Meetings

* Meetings are numbered
and stored

* Meeting Minutes are
available to all staff

Water

Sewer

@

Y VRS —

10th Collections CBT Implementation Meeting

Date: 6/6/23 Facilitator:  Catherine Curtis
Time: 9-10 am Location: Zoom

Note Catherine Curti

Taker atherine Curtis

Distribution and Attendee List (X = present)

Charlene Limos |x

Catherine Curtis - CBTS Lead

Daniel Whitlock - Collections Ops.
and Maintenance Manager

Dave Silvestri - Supervisor

Patrick Mullen - Supervisor

Daniel Pray - Supervisor

Jose Lomas-Galvez - Journeyman |x

Froilan Tabangcura-New Supervisor

Meeting Objective: To discuss how best to develop the Competency Based Training
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Inside each training you will
find Presentation, Transcript
and editing guide.

Presentation

Transcript
Details
O Search transcript

UTAC Assessment App Training (3.10.23) Edltlng Guide and SOP
o ) o 00:05 Today's meeting is about uploading the
3/29/2023 by Smock, Kristian C Company 10(® 0 o
new

Published on 3/29

0:05 - 01 - Introduction / Agenda
00:01:02 - 02 - Downloading & Logging into the App / Airplane Mode

Utech app and going through the

00:03:00 - 03 - Downloading Employee & Conducting Assessment process,

4 - 04 - Staff Training - Technical Difficulties & App Data Error
- 05 - Quick Recap with Q&A

and Jim will show us the changes and

/Allltems.aspx? 00:15 what we need to pay attention to.
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See less 00:21 on their phone right now,
they should delete them, right?
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Monthly

Status
Report

50 California Street Suite 1500

i _: San Francisco, CA 94111
D S 650-283-9122

www.ctsic-usa.com

July 4, 2023
From: James Mcpherson, CTS Chief Learning Officer
To:  Daniel Whitlock
Catherine Curtis
Cc: Jim Martinez, CTS Chief Executive Officer
Derrick Wong

Subject: SFPUC WWE Competency Based Training System for Collections Status Report 10
for the period May 27 - June 30, 2023.

1. Submitted per agreement with WWE management in support of contract
#PRO0.0054.A (1000013566) New Task Order 18, as revised, for the Competency

Danad Tuainime Crrntams Narralasmssans

et
™ cnn-



|

not completed
not completed
not completed
Inot completed

CCTV (Vector Truck)
Service Truck - Harben
Roll Over Truck

Push Camera

| Recycler Truck

_ Service Truck - Harben
Training Completion Assesment Completion
| 40

Training Completion
30

| 20
10
1 o — — — — — [ |

0933 7246 7355 7449
m Training Completed m Needs Training

Assesment Completion

0933 7246 7355 7449
B AssessmentPassed W Needs Assessment

0933 7246 7449 0933 7246

7449
W Training Completed W Needs Training

m AssessmentPassed  m Needs Assessment

Assessment
Training Passed Assessment
~ Completed 24%
47%

Passed
Training 24%
— Completed

35%
.| Needs

Training —

Needs
53% Needs

Training — Needs
Assessment — 65% Assessment  —
76% 76%

| CCTV (Vector Truck)

Push Camera
Training Completion

Assesment Completion Training Comnletian Assesment Completion
Dashboard Training Tracker ‘

| | [
Ready ﬁ;“( Accessibility: Investigate

fH f -—s—+ 100%
L Type here to search

o N 11:35 AM
@& 71°F Mostlysunny A & @ ) 7/20/2023 =]




Catherine Curtis
CBTS Project Lead
Workforce Reliability
SFPUC, WWE
ccurtis@sfwater.org
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