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ABSTRACT
Over the past 50 years, the wastewater industry has seen significant changes. From basic
primary treatment, to secondary treatment, to tertiary treatment, to ozone disinfection, to
recycled water, to biosolids recycling – there are constantly new and improving technologies to
help us do our job even better and continue to improve the world’s environment. However,
technology can only go so far – there will always be the human element that is necessary to
operate and maintain these facilities. Whether it is a single operator at a fully automated facility,
or a staff of 200, we must recognize that these individuals who are on the front line of operations
and maintenance of wastewater facilities are critical to the success of the work that we do.
In addition to the changes in treatment technology, the workforce has changed. Specifically, a
significant percentage of workers are nearing retirement. The majority of operators and
maintenance staff in leadership positions in their organizations are from the baby-boom
generation. As these individuals look forward to retirement, the industry must look forward and
plan for tomorrow’s leaders. It is anticipated that within the next five to ten years, the majority
of supervisors, superintendents, managers and other senior level staff will turn over and be
staffed with new individuals. Along with planning for preserving the knowledge and experience
of these retiring individuals, organizations must also plan for filling these positions with
qualified and well-trained staff. Typically it boosts employee morale to promote from within.
Also, existing staff is familiar with the organization and has the technical expertise and
knowledge needed to operate and maintain the organization’s facilities. So how does an
organization capitalize on this in-house expertise and supplement their staff’s technical skills
with those skills necessary to successfully move up in the organization? How does an
organization “grow their own?”
East Bay Municipal Utility District (EBMUD or the District) in Oakland, California, has
successfully taken on this challenge of training tomorrow’s leaders. Since January 2004, the
District has trained thirty-nine prospective supervisors and managers in their LEAD Academy
program. This twelve-week program, which is currently open only to journey level employees in
Operations and Maintenance, is designed to assist these individuals in developing leadership
skills that are critical to success in District supervisory positions. Participation in the LEAD
Academy does not guarantee promotion, but it is expected that Academy graduates will be better
prepared to compete for promotional opportunities and, if promoted, to perform at an above
average level.
Participants in the academy are selected through a highly competitive process. The application
process requires the submittal of an application and demonstration of proficiency in mathematics
and English at a level sufficient to perform as a supervisor. The selection process also includes
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an oral interview with the participant's superintendent and division manager. The first LEAD
Academy was conducted from February 19, 2004 to May 13, 2004. Over 42 applications were
received for the twenty available openings in this class. The second LEAD Academy was
conducted from September 13, 2004 through December13, 2004. For this class, 40 applications
were received for the twenty available slots.
Each applicant is required to attend 8 hours of classroom training each week, four on personal
time, and four on District time. In addition, participants must complete weekly homework
assignments on their own time. Finally, each participant is paired with a mentor, who is a
volunteer District employee that is in supervision or management. The intent of the mentoring
element of the program is to provide more of a personalized program where experienced
supervisors and managers are available to enhance the participants’ training. For the first
academy, 100% of the participants graduated, and the second class had a 95% graduation rate.
What is it about this program that generates such a strong interest by District staff, and continues
to motivate and stimulate the participants throughout the program?
This paper will provide a comprehensive description of EBMUD’s LEAD Academy from the
perspective of one of the past participants and her mentor. An overview of the development of
the program will be presented, and detailed information on the topics covered in the twelve
weeks of training will be highlighted. In addition, the mentoring relationship will be assessed
and the benefits realized by the participant and mentor through their involvement in the LEAD
Academy will be discussed.
Planning must begin now for tomorrow’s leaders. EBMUD’s LEAD Academy is one way that
this can be done. The LEAD Academy is a program that can be adapted to every wastewater
agency to insure a smooth transition of leadership in the years to come.
KEY WORDS
Management, succession planning, workforce planning, demographics
INTRODUCTION
Over the past 50 years, the wastewater industry has seen significant changes. From basic
primary treatment, to secondary treatment, to tertiary treatment, to ozone disinfection, to
recycled water, to biosolids recycling – there are constantly new and improving technologies to
help us do our job even better and continue to improve the world’s environment. However,
technology can only go so far – there will always be the human element that is necessary to
operate and maintain these facilities. Whether it is a single operator at a fully automated facility,
or a staff of 200, we must recognize that these individuals who are on the front line of operations
and maintenance of wastewater facilities are critical to the success of the work that we do.
In addition to the changes in treatment technology, the workforce has changed. Specifically, a
significant percentage of workers are nearing retirement. The majority of operators and
maintenance staff in leadership positions in their organizations are from the baby-boom
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generation. As these individuals look forward to retirement, the industry must look forward and
plan for tomorrow’s leaders. It is anticipated that within the next five to ten years, the majority
of supervisors, superintendents, managers and other senior level staff will turn over and be
staffed with new individuals. Along with planning for preserving the knowledge and experience
of these retiring individuals, organizations must also plan for filling these positions with
qualified and well-trained staff. Typically it boosts employee morale to promote from within.
Also, existing staff is familiar with the organization and has the technical expertise and
knowledge needed to operate and maintain the organization’s facilities. So how does an
organization capitalize on this in-house expertise and supplement their staff’s technical skills
with those skills necessary to successfully move up in the organization? How does an
organization “grow their own?”
CHANGING DEMOGRAPHICS
The East Bay Municipal Utility District (EBMUD or District) supplies water and provides
wastewater treatment for parts of Alameda and Contra Costa Counties in California. The
District’s water system serves approximately 1.3 million people in a 325-square-mile area
extending from Crockett in the north, southward to San Lorenzo (encompassing Oakland,
Berkeley and Alameda), eastward from San Francisco Bay to Walnut Creek, and south through
the San Ramon Valley. The wastewater system serves approximately 642,000 people in an 83square-mile area of Alameda and Contra Costa counties along the San Francisco Bay’s east
shore, extending from Richmond in the north to San Leandro in the south.
The District’s mission statement reflects its commitment to the community and the environment:
“To manage the natural resources with which the District is entrusted; to provide
reliable, high-quality water and wastewater services at fair and reasonable rates to
the people of the East Bay; and to preserve and protect the environment for future
generations.”
The District is a very attractive agency for employees. The employees are treated well, pay and
benefits are above average, diversity is celebrated, and there is excellent job security through the
civil service program. In fact, it is so desirable to work at the District that the largest percentage
of employee separations from the District is due to retirement. This ability to attract and retain
very good employees has been key to the District’s success in implementing its mission
statement.
Around the year 2000, the District became aware of the fact that, based on national demographic
trends, the District needed to think proactively to ensure a stable workforce as well as a smooth
transition of management at the District. Based on data gathered by the District in 2003, the
need become even more defined. At that time, 76% of District employees were Baby Boomers
or older compared to 64% nationally. In addition, only 24% were Gen X or Y compared to 36%
nationally. (Baby Boomers were born between 1946 and 1963; Generation X’s were born
between 1964 and 1979; Generation Y’s were born since 1980.) The average age of an
employee was 47, and the average age of a new hire was 37. On top of this, at that time 22% of
the workforce was eligible for retirement.
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Table 1 is a breakdown of EBMUD’s retirement projections for 2003 through 2008. From this
data, it became very apparent to senior management that the greatest need for good talent to
ensure a solid stable work force was for the job classifications of field supervisors and of
superintendents.
Table 1 - EBMUD Five-year Retirement Projections
Occupation/groups
Field Supervisors
Superintendents
Non-engineering professionals
Managers
Engineers
Office support
Blue collar

% Employees Projected to Retire
(2003 – 2008)
65%
60%
38%
25%
23%
22%
15%

Finding qualified candidates for field supervisor positions poses a particular challenge since the
vast majority of the candidates for these first-line supervisor jobs have had ample opportunity to
acquire technical proficiency, yet have not had similar opportunities to acquire management
skills. These management skills cover a broad range of topics, from the more defined skills like
project management to the “softer skills” such as good communication techniques. No matter
how technically competent an individual may be, without the necessary management skills the
likelihood of success in a supervisory management position is small. The District’s recognition
of this “gap” between successful and non-successful supervisors became the genesis for what has
come to be known as the EBMUD LEAD program.
FUNDAMENTAL PRINCIPLES OF THE LEAD PROGRAM
The LEAD program is a voluntary career development program for District employees. The
focus is providing journey level staff the skills necessary to compete for first-line supervisory
positions. The idea of improving the skills of existing EBMUD employees has the advantage of
providing motivation for existing employees to advance their careers; typically it boosts
employee morale to promote from within. In addition, existing staff is familiar with the
organization and has the technical expertise and knowledge needed to operate and maintain the
organization’s facilities. Finally, by providing promotional opportunities within the District,
there is less of a chance for good employees being lured away by better offers. At the District, it
costs approximately $100,000 to recruit and train a new employee from the outside within the
first year of hire. Therefore, although there are costs associated with the development and
implementation of a management skills training program, there are very real cost-saving benefits
to be realized by promoting from within.
A task force consisting of division managers from operations, maintenance, and human resources
developed the LEAD program in-house. The task-force members had a vested interest in the
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successful development of a program, as well as a commitment to work together in partnership to
realize their goal. The task force started with a review of the current situation. They identified
anticipated vacancies, analyzed the work performed by individuals in those vacancies, identified
the competencies required, reviewed the existing candidate pool to identify existing
competencies, defined the “competency gap”, and then developed plans to bridge the gap.
As part of their planning, the task force developed a list of key attributes of a successful
supervisor. These attributes included:
• Strong technical background
• Solid work ethic and commitment to learning
• Strong interpersonal skills for supervision
• Ability to organize work and manage resources
• Open to new ideas and continual improvement
• Strong communication skills
• Good problem-solving and trouble-shooting ability
• Demonstration of initiative and motivation
• Demonstration of computer literacy and ability to use relevant software
• Ability to relate positively and effectively with customers
The LEAD program was developed specifically to enhance the above skills that a journeymen
selected for the program may already have, and to provide opportunities to develop new skills
that will be critical to their long-term career success.
SELECTION PROCESS
Eligibility for application to the LEAD academy includes:
• Regular District employee with civil service status
• Employment in one of specifically identified job classes (e.g. painter, wastewater
plant operator II, carpenter, etc.)
• Demonstrated satisfactory performance at the journey level
• Successfully passing a District competency test in basic level arithmetic and
writing skills
All interested participants must fill out an application to request admission to the program. The
program is limited to 20 individuals per academy session. For the past two academies, selection
has been competitive since there have been approximately 40 applicants for each session.
Applicants must demonstrate competency in Math and English, provide training and educational
background, and provide responses to six questions including descriptions of past leadership
roles, identification of strong traits, and motivation for participation.
After the applications are reviewed and screened, individuals exhibiting the most potential are
interviewed by the individual’s upper management team. During the half-hour interview the
applicants are able to further expand on their experience and qualifications for acceptance to the
academy.
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The selection process for LEAD academy participants includes the selection of the students as
well as mentors for the students.
Mentors are volunteers. The role of the mentor in the program is to teach, and provide and
guidance and support to help employees reach their career development goals. The mentors are
not meant to provide counseling for serious personal issues. The mentors should meet the
following qualifications: be a trusted and credible leader; have breadth and depth of experience;
be willing to share knowledge, experience, and insight; be a source of inspiration and positive
influence; enjoy developing people; have no record of disciplinary actions in the last year; and
complete a mentor profile form. The information on the mentor profile form provides an
opportunity for the mentor to share information such as past experience, significant achievement,
and goals for being a mentor. The mentees review these forms and, after a kickoff meeting
attended by the mentors and mentees, indicate their top five mentor preferences, as well as
anyone they do not want to be paired with. The LEAD program coordinator then makes the
matches using this information. There is a “no-fault separation” provision for mentor/mentee
pairs so that if, once the mentoring relationship begins, and the partners find they cannot work
together, a different mentor may be found for the mentee.
CURRICULUM
The LEAD academy curriculum is a comprehensive program that includes formal classes
(including homework assignments), development of a personal plan, assignment of a special
post-graduation project in the participant’s work environment to practice the skills learned during
the academy, and mentoring sessions.
Formal Classes
Following is an overview of the key concepts covered in the classes. Each class has a follow-up
homework assignment designed to reinforce the information learned in the class. A more
detailed course outline is included in Appendix A.
•

Learning to Lead. Contrasts leading versus managing. Includes exercises for
participants to gauge their “emotional intelligence” (i.e., self-awareness, self-regulation,
motivation, empathy and social skills).

•

Introduction to Project Management. Provides an overview of the project management
process and the fundamental concepts of initiate, plan, execute, and control. Emphasizes
SMART goals – specific, measurable, assignable, realistic and time related – and the
need for clear project objectives in order to ensure accomplishment of the project goal.

•

Core Skills for Communication. Educates participants an interaction process to provide a
framework for discussion. These included:
o Open - purpose
o Clarify- check for understanding
o Develop – make procedural suggestions
o Agree
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o Close
Also emphasizes the need to follow these key principles during the communication
process:
o Maintain or enhance self-esteem,
o Listen an respond with empathy,
o Ask for help and encourage involvement,
o Share thought, feelings and rationales,
o Provide support without removing responsibility.
•

Business Writing. Consists of numerous grammar exercises including concise writing,
email etiquette, active/passive voice and consistency in agreement and phrasing.
Provides as a tool a flexible planning sheet to assist in any type of writing.

•

Rational Thinking Series. Provides tools for helping participants in planning, cause
analysis and decision-making.

•

Valuing Differences. Focuses on how to contribute each participant’s unique style,
abilities, and motivations to ensure the success of his/her work group and organization.
This includes showing others that you respect and value the unique qualities that make
them different; working more collaboratively and productively with people who have a
variety of styles, abilities and motivations (SAM); and drawing upon the differences of
each of your coworkers to achieve better results

•

Working through Conflict. Enables participants to become more aware of their individual
conflict styles and the ability to recognize the style of others. Includes practice using
different conflict modes - competing, accommodating, avoiding, collaborating,
compromising.

•

Situational Self-leadership. Educates the participants in how to identify what type of
leadership they need from their bosses and what type of leadership is required for those
who work for/and with each of the participants.

Personal Development Plan
At the end of the academy participants are required to submit a Personal Development Plan that
identifies areas for further career development, the steps one will take to meet the development
needs, and a timeline for taking those steps. During the first four weeks of the program, each
participant is required to attend a career counseling session with the Employee Development
staff. During this session counselors can help identify career development goals to include in the
participant’s Personal Development Plan. In addition, the participants receive guidance on how
to create the development plan during one of the formal class sessions and receive feedback on a
draft plan that is submitted as a homework assignment. The participants’ mentor can play an
important supportive role in helping create the Personal Development Plan.
To create a Personal Development Plan the LEAD participant under goes a self-assessment.
This includes an assessment of their past performance and development of specific goals and
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action plans to improve future performance. Table 2 contains some of the questions the
participants are asked to go through to develop the personal development plans. The Personal
Development Plan is a key tool used in the program to help ensure that the learning and
development process continues past completion of the formal part of the academy. Appendix B
contains a sample Personal Development Plan.
Special Project Assignment
After graduating from the Lead Academy, participants are given a project. This project requires
the participant to apply the skills learned from the academy as well as gain practical experience.
This assignment can also be used as a topic of discussion during interviews for future jobs to
highlight the skills that the applicant possesses. Appendix C is an example of a special project
assignment from the LEAD Academy.
Mentoring Sessions
The mentoring component of the program builds on the expertise and experience of supervisory
role models and fosters shared learning and development. The mentoring sessions are an
opportunity for the participants to share the information they have learned and to receive
feedback and perspective on these same issues, as well as related issues from the mentors.
Table 2 – Personal Development Plan Self-Assessment
Assessment of Past Performance
•
•

•

•

Job –
o What you see as your main purpose, and your highest priority?
o How has your job changed over time?
Relationships –
o Who are your main contacts?
o Who directly affects your performance?
o What support and assistance do you receive/give to others?
o What are your feelings about your working relationships with
colleagues/manager?
Personal
o Rate yourself in terms of skills.
o What skills do you have that are not being fully used?
o Feelings about perceived problem areas?
o What have you learnt from the past years experience?
o What would you do differently?
Concluding
o What areas do you consider to be the most significant for development
/improvement?

Considerations for Future Performance
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•

•

•
•

Job
o Anticipate how your job could develop or change over the next year.
o Plan how would you like to see your working relationship develop.
o Develop ideas on how to improve things.
o Determine what should be given priority.
Relationships
o Think about what you could do to help things along.
o How will you go about it?
o What help do you need from others?
o What additional knowledge skill would you find useful?
o What training development projects could help?
o How will you measure success /progress?
o What could get in the way of success and what could be done to overcome
such obstacles?
Personal
o How do you see your future with EBMUD?
o What particular career aspirations do you have?
Concluding
o What other issue(s) would your like to raise?
o How do you feel about the issues that have been revealed?

SCHEDULE
The LEAD academy consists of 14 weeks of classes. Each class is eight hours. The District
pays for four hours and the remaining four hours are the participant’s personal time. In addition,
time outside of class is at least 7 hours per week. That includes all reading that is required for
the next week’s session, and any writing assignment. Participants are not allowed to work on
any homework assignments during working hours.
Participants are required to meet with their respective mentor at least two hours per month.
These meetings can take place during regular work hours and the District pays for the time.
After graduation, each participant from the selects a LEAD project from a few options developed
by their management. Once the topic is chosen the participant is required to create a work plan
for the selected topic. Participants can work on the LEAD project during work hours and/or on
personal time. Most participants complete the project within a few months of graduating from
the academy.
THE LEAD PROGRAM AS EXPERIENCED!
The Candidate Experience – Polly Villarreal
As a part of the District’s overall workforce planning strategy, this pilot career development
program is designed to prepare Operations and Maintenance Department (OMD) journey-level
staff to compete for first-line supervisory positions. Interest was high for the session I applied,
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with over 40 employees competing for 20 openings. Candidates represented all maintenance and
operation divisions, in both water and wastewater. Some of these classes included plumbers,
meter mechanics, instrument technicians, electricians, carpenters, mechanical maintenance,
gardeners, heavy equipment operators, water system inspectors, and wastewater plant operators.
This group was the second session of the pilot program, but the first to allow staff from the
wastewater department to participate.
Only ten slots were allowed for wastewater and it was my intention to occupy one of those
positions. The program sounded interesting and frankly I wanted to be one of the first wastewater
employees who would participate in the LEAD Academy. Not to mention that, if chosen, my
efforts in the academy would enhance the quality of my skill-set to become a new supervisor as
well as assist me in better identifying the expectations for supervisory positions.
Selections were completed in August of 2004 and twenty employees were selected for the
academy. An effort was made to ensure the different classifications were represented and also to
distribute the training opportunity among the divisions as well as work units. Recruitment was
successful in obtaining a diverse candidate pool. This diversity was good since it allowed for
different perspectives to be shared during the class time. All the participants shared in the same
desire for furthering their careers and moving into supervision. This shared goal and sense of
motivation created an excellent learning environment.
The training curriculum consisted of twelve classes with training on learning to lead,
understanding the District’s “big-picture”, project management, business writing,
communication skills, critical thinking, decision-making, valuing diversity, conflict resolution,
and situational leadership. The trainees also developed an action plan to help them meet their
personal and professional goals. I believe the class schedule was well rounded and the
information covered increased my core skills for competing for promotional jobs. The
development of a personal action plan is something I will continue to do since it is a valuable
tool for realizing your goals.
The academy consists of eight hours of training per week for fourteen weeks. Realizing the
benefit to the District as well as to the employee, the classes are scheduled half on paid time and
half on the employee’s personal time. Even with the District covering part of the time, it was a
major commitment of personal time, with no guarantee of a new job at the end of the program.
At times, the uncertainty of the outcome made the participants feel that we were jumping through
the hoops for potentially nothing.
The extensive writing and writing one’s thoughts and feelings every week about what was
learned and how it could be applied was very intense and a benefit unto itself. Initially some of
the topics seemed too “touchy-feely,” but eventually those aspects of self-awareness and
interpersonal skill development fell into place with the overall scheme of increasing one’s
leadership and supervisor skills.
Some trainees were not so fortunate in their choice of mentors; they only met once or twice.
Although some met more frequently, some trainees felt that the mentor was just giving them
more homework and not really helping them put the tools together or demonstrating how the
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tools we were being taught could be applied. It appeared that the mentors were just giving them
a list of things the mentee should do or projects that could be done that did not relate to what was
being taught in the academy.
It was difficult at the end of the academy when things started to unravel somewhat. By this I
mean those thoughts of “What is coming next?”, “Will I get a promotion?”, and “Was it all
worth it?” all came cascading down. However, I just kept my eye on my goal of acquiring tools
to improve my skills to be a competitive candidate during the next round of hiring. I also tried to
use the skills immediately and not wait for the work-out of class assignments (i.e., temporary
District promotional assignments used to fill in extended vacancies during the permanent
recruitment process.) Many of the skills I learned can be used at work, home and other areas of
ones life. How good you get at these skills is just a matter of constantly practicing.
If I had the opportunity to do it all over again, I would. The benefits of the program are
tremendous, and it is up to each participant to make the most of it all to be able to gain from it.
The Mentor Experience – Maura Bonnarens
There were several motivating factors that provided the impetus for me to volunteer as a mentor
for the fall 2004 LEAD academy. First of all, the fall 2004 academy was the second academy
yet the first one to involve wastewater staff, so there was specific outreach done to wastewater
supervisors to participate. The outreach materials provided an overview of the LEAD program,
which piqued my interest. My first reaction was to jump right in and volunteer, since I thought
there was much that I could offer a mentee. However, I already had numerous work-related
commitments, such that my personal time appeared to be reduced to the bare minimum necessary
to keep my sanity, so I decided to not submit an application. Shortly after I made the difficult
decision to not participate, I was approached by a manager that I highly respect who asked if I
planned to participate. Specifically he mentioned that there would be at least one female
operator involved and he thought it would be good to have me as a female role model in the
program. That simple statement was very powerful – it made me realize that I had always been
very lucky in my career of having excellent mentors. I stopped and thought about where I may
have been at that point in my career without their support, and I realized that it would be very
selfish of me to not volunteer. In addition, all of my mentors had been men. Although I do not
believe it made a tremendous difference in the quality of mentoring, I realized that to some
women it might make a difference. I believe that if one is motivated to achieve a goal, one finds
the time to do so no matter how busy they may be; I knew I could make it work.
My office is about three miles from the wastewater treatment plant. I am primarily at the plant
for meetings with other engineers and senior level staff from the operations and maintenance
division. This amount of limited interaction results in my feeling a bit out of touch with many of
the operators and maintenance staff at the plant, especially the journeymen level. Being a
mentor would provide an excellent opportunity for me to bridge this perceived gap; it would
allow me to better understand the view of the world from their perspective.
There were very selfish motivating factors also. Probably foremost was the desire to ensure a
secure, stable future for the District since I intend to stay at the District for a very long time.
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Ensuring that a good management team was in place and ready to step up to the challenge is key
to realizing this. Also, from my past experience as a mentor for others, I know that there is a
great deal of personal satisfaction as well as personal growth that one can gain through
mentoring. I looked forward to experiencing that again.
From my perspective there were numerous good aspects of the mentor part of the LEAD
program. These included:
1.
2.

3.
4.
5.

The students selected their own mentors. I believe this helped ensure a better chance of
success for the mentee/mentor relationship.
The mentor relationship helped the mentees interact with management in a relatively
informal environment. I believe this assisted the mentees in recognizing that managers
are “real” people. In sharing past experiences and lessons learned, mentees recognize
that management skills are not necessarily something that comes automatically preprogrammed. I believe this provides hope and incentive that the mentee’s goal can be
realized.
The role of mentor was not a huge time commitment.
Polly and I regularly discussed the information she was learning in her classes. I believe
that the curriculum that was developed is excellent; it really encompasses the key
aspects of what it takes to be a good supervisor.
The mentor relationship continued past the end of the formal classes for a required three
months. I believe that this extension of the mentoring past the time frame of the formal
coursework helped to strengthen the role of the mentor, and helped the mentees retain
their focus while completing the program (i.e., completion of the special project.)

A number of items in the program could be improved. These include:
1.

2.
3.

There was no real guidance given to the mentors. Although this allowed mentors to
tailor the relationships to meet the needs specific to their mentee and in relation to the
mentor’s style, it also left me wondering what it was I was really supposed to do as a
mentor in this program. Perhaps a one-on-one check-in with the program organizers is
needed to augment the monthly mentor roundtables.
Mentors were not actually assigned until about a month into the program. I think it
should be done much sooner.
There was very little time between the submittal of the draft personal development plan
and the submission of the final version. This provided little opportunity for us to work
with our mentees on discussing the comments and feedback they received prior to
finalizing their plan.

BRIDGING THE GAP AT YOUR AGENCY
East Bay Municipal Utility District is not the only agency facing large retirement-related
employee turnover in the not-too-distant future.
We recognize that many agencies may not have the internal resources to develop and implement
a program similar to the District’s program. However, there may be ways for smaller agencies to
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work together on a similar leadership development program, or even develop one through your
WEF Member Association. In addition, many of the concepts presented in the classes can be
taught one-on-one between mentor and mentee. For small agencies, this may be the most
effective way to proceed.
The District has seen a definite benefit to its employees and overall organization from this
program. A number of the promotional hires since implementation of the program have been
LEAD graduates. This tangible benefit reinforces the motivation of the former participants as
well as encourages new people to participate in the program. EBMUD appears to be well on the
way in proactively planning for tomorrow’s managers.
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APPENDIX A

Detailed LEAD Program Course Outline

Mentor Orientation

DiSC Training

2

3

Description
Overview of 13 week curriculum and clarifies
expectations of homework and attendance
requirement
Training for participants and mentors to ensure
understanding of Mentoring program in order to
support a successful mentoring partnership. An
Opportunity to learn more about each other so that
at the end of the day the LEAD participants will be
able to indicate preferences about which mentor they
would like to be matched with.
Participants gain an understanding of four different
behavior preferences and learn their own preferences
so that they can consciously adapt their behavior to
be more effecting in working with others.

The Big Picture

An introduction to critic external issues that impact
the water/wastewater industry and ho they affect
EBMUD and jobs leaders and employees perform.

Learning to Lead Part 1

The fundamentals of supervision. To the challenging
world of supervision, clarifies the role and
responsibilities of a supervisor.

Learning to Lead Part 2

Exercises/ Projects/Assignments

Note before LEAD started participants were given
survey result of interested mentors to help them
choose.
Exercise showing common interests/ how to find
common interests
Participants took the DiSC Classic evaluation.
Writing Assignment: to apply what we have learned
about our behavioral preferences to evaluate as a
tool to succeed, how to adapt our style to be
effective supervisors
Reading: 4 handouts on leadership
Exercises with Managers and Directors of the
District.

Exercises from The New Supervisor. Discussion
soft skills needed by supervisors.
Writing Assignment: Apply leadership competencies
learned to our current job and to a future supervisory
job.
Discuss the basic principles and practice of planning, Exercises from The New Supervisor.
organizing, delegating and controlling. Examines
Homework: Read Chapter 1-3 in The guide to
the challenges of the transition to going from buddy Project Management Body of Knowledge PMBOK
Guide
to boss.
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Week Topics
1
LEAD Academy
Overview & Orientation

Description
This course covers the critical knowledge areas of
project management at al level appropriate for first
line supervisors: planning, scheduling, allocating
resources and process improvement tools.

5

Intro to Project
Management Part 2
Core skills for
Communications

Work on assigned project.

6

Business Writing Part 1

7

Business Writing Part 2

Focus on effective writing skills. Emphasis is on
writing District related communication: memos,
reports and other documentation.
Rewrite employee nomination

Provide basic skills for effective supervisor
communications, focusing on techniques to ensure
clear communication in order to meet the practical
and operation needs and giving effective feedback.
MAST Class (Manager and Supervisor Training)

Exercises/ Projects/Assignments
Given presentation of Project Management at
EBMUD.
Exercise: Drips and Pipes
Assigned Project: Outfall Investigation – divers
inspect outfall and contractor conduct corrosion
evaluation upstream
Writing Assignment: reflect on concepts learned
about project management and discuss how one can
apply these concepts to the job
Group Presentations.
Interaction guidelines – Open, clarify, develop,
agree and close – 5 interaction guidelines
Key principles – maintain self esteem; listen with
empathy, encourage involvement, share thoughts,
provide support without removing responsibility
STAR – Situation, Action, Result
Writing Assignment: Plan a conversation to begin
planning a project
Grammar exercises – wordiness, active/passive
voice, word order, consistency
Writing Assignment: Employee Nomination
Exercises - Flexible planning sheet: targets reader,
outlines thoughts and order
Situation-problem solution approach, proofreading
Writing Assignment: reflect on one of the lessons
learned to date in the Academy and how to apply it
to a current work situation
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Week Topics
4
Introduction to Project
Management Part 1

Week Topics
8
Rational Thinking Part 1
Decision Analysis
Structured Decision
Making

9

Rational Thinking Part 2
Cause Analysis
Plan Analysis

10

Working Through
Conflict

11

Situational Self
Leadership Part 1

Exercises/ Projects/Assignments
Exercise – Clearly define/review purpose of a
decision, identify/analyze decision criteria according
to requirement/objective of the situation,
find/develop alternatives and evaluate how well they
will achieve the decision purpose, identify and
assess potential problems that may affect the success
of the decision, make decision or recommendation
balancing performance and risks

Participants learn about their styles, abilities and
motivations (SAM) and examine how valuing
difference can help achiever results to help the work
group and organization succeed.
Exercises - Cause Analysis – Identify four types of
deviation, distinguish between the various methods
of problem solving/analysis, and apply the “quick”
comparative analysis technique to find the cause of
day-to-day deviations.

Exercise on Diversity
Making Posters Celebrating Diversity

Introduces five basic conflict-handling modes and
how and when the use of each mode is most
appropriate. Participants learn their preferred style
of handling conflict and explore how consciously
choosing a mode will help them handle conflict
more effectively.
Learn how to take the lead when they’re not in
charge. Learn to set goals; negotiate for the
direction and support they need from their bosses,
peers and other to achieve those goals; and to
manage all relationships more effectively

Submit Draft of Personal Development Plan
Exercises Plan Analysis- Learn to recognize the
importance of preparation to prevent and manage
problems, analyze key objectives to identify
potential problems, use the fundament concepts of
prevention and backup to ensure the success of
processes , tasks and projects
Homework: Rational Thinking exercises
Thomas-Kilmann conflict Mode instrument –
identifies our style of conflict handling modes
Exercise – using all five modes of conflict resolution
Competing, collaborating, compromising, avoiding
and accommodating
Writing Assignment: prepare a conflict discussion
Identify what type of leadership we need from our
bosses and what type of leadership is required for
those who work for/and with us.
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Valuing Differences

Description
Learn about process improvement tools, approaches,
and methods for solving problems effectively by
taking charge of the situation, learning to diagnose
problems, confidently resolving situation,
developing contingent actions assessing risks and
making decisions.

Topics
Situational Self
Leadership Part 2

Description

Exercises/ Projects/Assignments
Writing Assignment: prepare a self-introduction for
graduation

13

Employee Relations

Overview of issues that impact employee relations
and practical guideline for addressing employee
relations challenges.
Participants provide feedback on the program what
worked and what can be improved

Submit Personal Development Plan

Program Evaluation
Graduation Ceremony
Reflections on
Leadership

Participants reflect on what they’ve learned about
themselves as leaders and the challenges of putting
into practice the lessons they’ve learned in the
Academy.

Give 2-minute presentation on what was learned
from the LEAD Academy.
Role-playing.
Visualization exercises
Imaginary Gifts – identifying a leadership
characteristic you recognize in yourself and each of
your peers in LEAD.
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Week
12
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APPENDIX B

Sample of Personal Development Plans
GOAL: Improve Oral communication Skills
Objective 1: Improve ability to speak in front of groups
Activity: Attend Toastmaster meeting to assess if I want to continue to attend on a regular
basis
Target date: January 2005
Support Needed: If taking through District, gain supervisors approval
Tracking Method: Use Outlook Calendar
Alternative: Take public speaking skills course at local junior college
Objective 2: Improve interviewing Skills
Activity 1: Enroll in District’s “No More Sweaty Palms” training workshop
Target date: Complete by June 2005. Review training schedule to see if course offered
during this period, and my schedule allows me to attend
Support Needed: Offered on weekends, coordinate with family members regarding schedule
Tracking Method: Use Outlook Calendar
Activity 2: Discuss with supervisor if there is an opportunity to serve on a QAI or hiring
interview panel so that I can gain experience being an interviewer, which provide valuable
perspective for effective interviewing
Target date: July 2005
Support Needed: Supervisor’s buy-in
Tracking Method: Use Outlook Calendar
Objective 3: Improve ability to communicate effectively with co-workers
Activity: Review materials received in the LEAD Communication Skills training and use
Discussion Planners to prepare for at least two meetings while I am temporary
supervisor during the winter months
Target date: February 2005
Support Needed: Consult with supervisor regarding meeting agenda before she leaves on
vacation. Consult with mentor and employee development staff if I need additional coaching
on the meeting preparation, or to role-play in preparation for a difficult discussion
Tracking Method: Use Outlook Calendar
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GOAL: Improve Writing Skills
Objective 1: Improve my ability to write well-organized, grammatically correct documents
Activity 1: Use tuition refund to take a business-writing course through the junior college
Target Date: Spring Quarter 2005
Support Needed: Discuss with family to coordinate schedule
Tracking Method: Use Outlook Calendar
Objective 2: Develop habit of writing regularly
Activity 1: Write a summary of the days’ activities in a work journal every day (spend at
least 25 minutes)
Target Date: December 2004
Support Needed: Ask supervisor to review once a week to provide feedback
Tracking Method: Review weekly

GOAL: Improve Computer Skills
Objective 1: Become proficient in MS Excel
Activity 1: Take District computer course
Target Date: Spring 2005
Support Needed: Gain approval from supervisor and register through Employee
Development
Tracking Method: Use Outlook Calendar
Alternative: Use Tuition refund program to take a course at a junior college or computer
training center
Activity 2: Spend one hour per week using MS Word
Target Date: Spring 2005
Support Needed: Discuss with family to coordinate me to have one hour of quiet time to
study on computer
Objective 2: Become proficient in MS FrontPage
Activity 1: Take District computer course
Target Date: Summer 2005
Support Needed: Gain approval from supervisor and register through Employee
Development
Tracking Method: Use Outlook Calendar
Alternative: Use Tuition refund program to take a course at a junior college or computer
training center
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Activity 2: Spend one hour per week using MS FrontPage
Target Date: July 2005
Support Needed: Discuss with family to coordinate me to have one hour of quiet time to
study on computer

GOAL: To move into an entry-level professional position that requires my
newly acquired college degree.
Objective 1: Explore entry-level professional careers available at the District
Activity 1: Meet with Maria Marques for a career counseling session.
Target Date: Summer 2005
Support Needed: Set up appointment with Maria. Gain supervisor approval to attend session
Tracking Method: Use Outlook Calendar
Activity 2: Identify 3 positions that I am interested in exploring and set up informational
interviews with the hiring supervisor. Request information about future opportunities and
what additional training would help improve my competitiveness for the position.
Target Date: August 2005
Support Needed: Ask Maria for suggestions of supervisors to contact
Tracking Method: Use Outlook calendar
Objective 2: Prepare myself for the identified position i.e. human resources
Activity 1: Use tuition refund to enroll in human resource certificate program at UCB
Extension
Target Date: Begin in fall 2005 and complete fall 2006
Support Needed: Discuss with family to gain buy in for this long-term plan, which require
that I enroll in evening courses for the next two years.
Tracking Method: Use Outlook Calendar

Copyright ©2005 Water Environment Federation. All Rights Reserved.

996

WEFTEC® 2005

APPENDIX C

Special Project Assignment
FOG/Scum System Project
By Polly A. Villarreal

I selected from two process areas: scum handling or gravity sludge thickeners. Both
topics required updating the electronic Operations and Maintenance (O&M) manual, revising or
writing new standard operating procedures, developing a training module and recommending
process control strategies to improve the process. Others in the group had topics such as
revising the station rounds of the plant, creating a safety module for safety tailgate meetings,
and/or writing about one’s experience and lessons learnt from a temporary assignment as a
wastewater assistant shift supervisor.
Most of the revision of the current documents was done on my own time. This was
because I was working out of class as an assistant wastewater shift supervisor during the wet
weather season at the same time I was working on my special assignment and simply did not
have adequate time to work on the project at work. I spent a quarter of my time of the project at
work. I completed my project in two and one-half months.
WORK PLAN
PROJECT GOALS
•

Operational
Strategy for
Scum
Process

•

Revision of
Scum EManuals
Training
Module for
Scum

•

Review the contributing fats, oils and grease (FOG) loading to the Main
Wastewater Treatment Plant (MWWTP) to develop operational strategies
for current loading and possible increase of oil and grease loading to
MWWTP. Review preventative maintenance plans of the current scum
equipment. Submit possible strategies to Process Team Leader (PTL.)
Update current electronic-manual on the scum processes to reflect the
current equipment and configuration of the scum system. Revise and/or
develop new Standard Operating Procedure (SOP) for scum equipment.
Create a training module of operating procedures for processing scum at
the MWWTP
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Operational Strategy
Tasks
Actions
Determine Discuss with Linda Winters the frequency of scum
loading
deliveries to the scum well and whether they will
Of Scum
continue when Resource Solutions goes on lines.
well
Deliveries
Determine Determine the loading contribution of RSI effluent
RSI
to the MWTP. Discuss with R2 group what the
impacts
estimate of the maximum FOG loading to RSI
facility. Effluent can contain 3%. Contingency if
RSI cannot accept FOG delivery.
Feasibility Discuss possibility if scum removal during the D
of scum
channel flush rather than recycling scum back to
removal
headworks through the plant drain.
from
channel
flush

LW

Start
Next
R2
mtg

Completion

R2
group

Next
R2
mtg

Sed tank
ops

2/28

3/2

Contact
DLH

Start
2/10

Completion
2/14

PAV

2/14

2/18

Review and revise current scum Handling
Facilities Process control. Add any strategies
approved by PTL.

JRC

3/1

3/4

Review and revise current scum Handling
Facilities Design Criteria.

MAINT

2/28

3/4

Review and revise current scum Handling
Facilities Standard Operating Procedures.

PAV

2/22

2/28

Create SOP’s for Steam Boiler and if functional an PAV
SOP for the Steam Cleaning stations.

2/28

3/4

Add missing locations of safety equipment to map. JB

tbd

Revision of E-manuals of Scum Process
Tasks
Actions
Access to Request permission to access e-manuals from D.
E-manuals Hickman. Send letter to Bill Collins system
programmer for password.
Revision
Review and revise current scum Handling
of Scum
Facilities Process Overview.
Process
Overview
Revision
of Scum
E-Process
Control
Revision
of Scum
E-Design
Criteria
Revision
of Scum
SOP’s
Creating
New
SOP’s
Revise
Safety
Map of
Sed Tanks

Contact
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Review and revise current scum alarms listed in
Revise
the e-manual.
Scum
Alarms in
e-manual
Uploading Jeff Bruel to upload revised documents.
revised
documenta
tion to emanuals
Development of Scum Training Module
Tasks
Actions
Format
Acquire the desired format for the Training
Scum
Module from Joe Augustine. Discuss what the
Training
content and detail should be.
Module
Create
Compile the scum training module
Scum trng
module
Upload
Upload scum training module to On-line e-manual.
Scum
Trng
Module

PAV

2/14

2/18

JB

2/19

3/4

Contact
JA

Start
2/28

Completion
2/28

PAV

3/1

5/1

JB

tbd
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