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Strategic Workforce Plan Overview 
It is with great pleasure that we introduce the Vermont Agency of Transportation’s (AOT) 

2019 - 2021 Strategic Workforce Plan. The Strategic Workforce Plan was developed to 

ensure effective talent management practices are in place to support the Agency’s 

Mission to “Provide for the safe and efficient movement of people and goods” and to achieve 

organizational excellence. The Agency Strategic Plan highlights strategic goals and 

objectives necessary to deliver on this mission today and into the future. This plan 

addresses the specific actions being taken regarding the workforce to achieve the 

Agency’s Strategic Plan and in particular the Agency’s Strategic Goal regarding the 

workforce (shown on page 7 of this plan). 

The State of Vermont (SOV) and the Vermont Agency of Transportation face unique 

workforce challenges. The State of Vermont is experiencing extremely low 

unemployment (2.8% in July 2018)1. In addition, the departure of qualified candidates to 

Sun Belt areas (an average of 2,300 potential employees are leaving the State)2 increases 

the pressure to find and retain talent. Vermont employers are competing for the same 

talent pool. The race to secure and keep top talent is at an all-time 

high. It can be very difficult for State government to compete 

with private industry, at times, in terms of compensation. AOT is 

also inconsistent in marketing ourselves as an employer of choice.  

Vermont is the second “oldest” State in the nation with a median age of 42.63. This creates 

added workforce pressure by increasing the likelihood that existing employees will be in 

the workforce for a shorter period of time. Currently, AOT has 27.6 % of employees that 

will be eligible to retire in 2022. The massive amount of institutional knowledge at risk of 

being lost must be addressed immediately. Low unemployment, the departure of viable 

candidates, an aging population and high retirement rates are heightening the 

importance to focus and invest in talent acquisition, management, and growth. AOT is 

maturing in its approach to Strategic workforce issues and this report with accompanying 

presentation is part of that focus. 

Vision and support from Executive Leadership to prioritize a 

culture that finds, supports, and grows its workforce is a key 

component to success. Educating managers and supervisors of the 

importance of an inclusive, safe, and innovative environment 

                                                           
1 https://www.bls.gov/eag/eag.vt.htm 
2 https://vtdigger.org/2017/04/03/gov-phil-scott-three-numbers-say/  
3 http://worldpopulationreview.com/states/vermont-population/  

AOT turnover in 2018: 

10% 

Strategic workforce 

initiatives take a village 

to succeed. 

https://www.bls.gov/eag/eag.vt.htm
https://vtdigger.org/2017/04/03/gov-phil-scott-three-numbers-say/
http://worldpopulationreview.com/states/vermont-population/
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where employees and customers are highly valued is an important piece of this complex 

puzzle. Agency ambassadors and a wide variety of statewide partnerships across a 

variety of disciplines are critical. Sound workforce management practices are also crucial 

to success. Understanding and tracking workforce data provides us with factual versus 

anecdotal details about where our Agency has strength in its approach to the workforce 

and where gaps exist that need further attention. Further attention to data analytics is 

needed. 

Focusing on our culture is critical. In this Strategic Workforce Plan, you will note Agency 

culture priorities of civility and respect, safety, employee engagement, and customer 

service. Each of these culture priorities should be present in all workforce initiatives to 

support a workplace environment in which all employees can thrive. 

There is also good news regarding our workforce. In 

2017, AOT had a lower than average turnover rate of 

6.9%, with an average turnover rate of 9.6% across the 

State of Vermont4. In 2018, AOT had a turnover rate of 

10%. A slight increase, in part due to the increasing 

number of eligible retirees. AOT employee engagement 

is high, employee access to learning opportunities, 

mentoring and stretch projects is at an all-time high. 

Overall employee satisfaction, as captured in the 2017 

employee engagement survey shows that 79.05% of 

employees are satisfied with their jobs (average of 

Transportation and DMV) 5. AOT already has a 

significant focus on the importance of their workforce. For example, the very successful 

and comprehensive outreach, recruitment and onboarding program, which is frequently 

cited by the Administration as cutting edge and a best practice model for SOV – especially 

AOT’s youth outreach. Unfortunately, given the workforce pressures previously 

identified, additional focus is needed. 

AOT has the vision and commitment to prioritize its workforce challenges in order to 

position itself to deliver high-quality services to our citizens and customers. The Strategic 

Workforce Plan identifies and highlights current workforce trends, strategies to 

effectively address our workforce challenges, and measurements of impact to ensure 

AOT maintains an engaged and talented workforce. 

                                                           
4http://humanresources.vermont.gov/sites/humanresources/files/documents/Employee_Engagement_Survey_Results_2017.pdf  
5http://humanresources.vermont.gov/sites/humanresources/files/documents/Employee_Engagement_Survey_Results_2017.pdf  

77.00% 81.10%
76.90%

2017: In general, I am satisfied with 
my job.

T
ransportation 
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M
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State 

http://humanresources.vermont.gov/sites/humanresources/files/documents/Employee_Engagement_Survey_Results_2017.pdf
http://humanresources.vermont.gov/sites/humanresources/files/documents/Employee_Engagement_Survey_Results_2017.pdf
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In closing, we must continue to prioritize the human capital of our organization to remain 

well positioned to service the needs of our customers today, tomorrow and into the 

future. This is not a goal in which to arrive, since the culture of an organization and the 

needs of customers will continually evolve. But will be an organic process in which focus 

and investment will need to remain strong and constant.  
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Strategic Workforce Goal 
(within AOT Strategic Plan 2019 - 2020) 

Promote organizational excellence by attracting, developing, and retaining 

a talented, diverse, and engaged workforce.  

 

Objectives/Priorities:  

− Culture: Maintain and enhance the Agency’s culture of inclusion and civility so 

that employees feel valued, respected, and have equal opportunity for 

advancement.  

 

− Safety: Promote a culture of safety and security through leadership, individual 

commitment, education, and accountability. 

 

− Recruitment: Foster a dynamic talent pipeline by engaging with a comprehensive 

network of educational and community partners and proactive Agency 

ambassadors, to successfully attract, hire, and onboard our future workforce.   

 

− Development: Invest in an environment of learning to inspire, motivate, and 

support the Agency’s workforce. 

 

− Knowledge Management: Share Agency knowledge through a robust knowledge 

management program which fosters information transfer, innovation, and 

transparency at all levels of the organization.  

 

− Quality of Life: Encourage employee quality of life and wellbeing through 

flexibility, mobility, and a positive work environment.  
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Culture 

Civility and Respect 
 

Overview (Why this is important to 

us) 

AOT fosters an organizational climate 

that values civility and inclusion. 

This climate is further defined as a 

workplace where employees 

respect, appreciate and value 

individual differences, and where 

the Agency can capitalize on the 

strengths of all employees in performing 

its mission through the use of 

collaboration, strengths-based 

management, and a positive work 

environment. 

AOT recognizes the significant negative 

impact that workplace hostility can have 

on talent acquisition and management, 

including high turnover, absenteeism, 

reduced productivity, and harassment 

complaints and litigation. To counteract 

these toxic outcomes, AOT has employed 

a diverse range of strategies for creating 

a culture of workplace dignity, inclusion, 

and respect as the foundation for 

successful workforce development, 

including the following: 

− Incorporating civility standards 

into AOT’s performance 

expectations 

− Using workplace civility as a 

recruitment tool and to brand our 

organization as an employer of 

choice 

− Making effective use of 

comprehensive onboarding and 

training to promote a culture of 

respect and increase employee 

retention. 

The Agency of Transportation is 

committed to providing equal 

opportunity and access for all AOT 

employees, job applicants, 

contractors, and the public. AOT 

nurtures a culture of workplace 

civility and respect, and works to build 

positive, inclusive, and enduring 

relationships with all of our internal and 

external stakeholders. Civility and 

respect are embedded in our Agency’s 

culture, policies, and practices, and the 

Agency’s leadership has adopted and 

implemented a Respectful Workplace 

Commitment to underscore the value 

and importance of this fundamental 

expectation. 

The AOT Office of Civil Rights strives to 

be the catalyst that facilitates and 

supports equity principles throughout 

the organization utilizing a proactive, 

interdisciplinary strategy to fulfill the 

following goals and objectives: 

− To proactively provide strategies 

and/or remedies to promote equity, 

inclusion and fairness. 

− To engage all stakeholders 

respectfully and promote a culture 

of respect. 
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− To maintain state and federal 

compliance with all civil rights 

requirements. 

− To ensure nondiscrimination in 

AOT programs or activities 

receiving federal financial 

assistance by reviewing, consulting 

and monitoring our practices. 

− To eliminate unlawful 

discrimination in all Agency 

practices and policies. 

Training plays a critical role in the 

creation and maintenance of a respectful 

workplace culture, and AOT has devoted 

considerable staffing and resources to 

providing a dynamic training program 

in this arena. Since January 2017, the 

Office of Civil Rights has developed and 

delivered workforce training to just more 

than 1500 participants, including Agency 

employees, other SOV employees, and 

our Agency’s contractors, consultants 

and sub-recipients, to promote a 

respectful workplace and to ensure 

compliance with all federal civil rights 

and labor compliance requirements. 

Topics have included unconscious bias, 

workplace civility, diversity recruitment 

and retention, sexual harassment, and 

ADA compliance. 

Current State and Trends (How are 

we doing) 

Collaboration with DMV and the 

Vermont Human Rights Commission to 

develop and deliver Workplace Bias 

Training. In the Winter and Spring of 

2017, the Civil Rights Team and DMV 

partnered with the Vermont HRC to 

develop and co-deliver training to DMV 

employees called “Understanding and 

Overcoming Bias in the Workplace”. 

Eleven sessions of this half-day training 

were delivered to 201 DMV employees at 

five locations around the state (Mendon, 

Springfield, Newport, South Burlington, 

and Berlin) over a three-month period.  

Transportation Leadership Institute. In 

February 2018, Civil Rights and the 

Department of Human Resources (DHR) 

Field Office Manager collaborated to 

provide a full-day presentation to the 

first cohort of the Transportation 

Leadership Institute. Our presentation 

included overviews of our respective 

programs and resources, as well as the 

use of voting buttons for several quizzes 

and the Gallup Q-12, which is included 

in DHR’s annual employee engagement 

survey. Much of the morning session was 

spent capturing the present state of our 

workforce strengths and challenges. The 

afternoon session included breakout 

sessions for participants to plan our 

workforce future state, using a Strengths, 

Weaknesses, Opportunities, and Threats 

(SWOT) analysis. The group was 

extremely engaged throughout the day 

and demonstrated high caliber problem 

solving and insight, all of which bodes 

well for our Agency’s future leadership!  

Pathway to Supervision. Since the 

launch of the Pathway to Supervision 
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Program, Civil Rights has had the 

opportunity to provide a three-hour 

training in 13 training sessions on 

communication, conflict resolution, and 

diversity during Day Three of the series. 

Our training is designed to be very 

interactive and includes large and small 

group exercises, Ouch! Training, and the 

use of voting buttons. This course is 

offered to those interested in a leadership 

role at the Agency, encouraging self-

awareness and growth, and exposing 

them to concepts required for a 

supervisor, manager, or leader. The 

participants in each cohort have been 

very engaged and AOT has already seen 

huge amounts of growth and promotion 

from the program graduates.  

MOB District Spring Safety Meetings. 

In the Spring of 2017 and 2018 Civil 

Rights has been invited to provide 

training at the Maintenance and 

Operations Bureau (MOB) District Safety 

meetings. CR presented a “Respect in the 

Workplace” training focusing on explicit 

bias, implicit bias and individual 

responsibility. Respect in the workplace 

is a frequently overlooked safety issue – 

having an atmosphere of mutual respect 

and teamwork increases communication 

and decreases accidents.  

Unconscious Bias and Workplace 

Civility Training. In 2018, the AOT Civil 

Rights Team has endeavored to develop 

training resources to meet the needs of 

our internal workforce, our 

subrecipients, and other SOV agencies 

and departments. In June of 2018 Civil 

Rights had the opportunity to provide 

Workplace Civility and Unconscious 

Bias training to the staff of the 

Department of Human Resources and 

the Secretary of Administration – 96 

participants in total, as part of DHR’s 

Public Service Recognition Week 

celebration. In October of 2018, CR 

provided similar training to the 

Leadership Team and Division Directors 

of the Agency of Natural Resources at 

their annual retreat. Also in October of 

2018, Civil Rights delivered three half-

day sessions of training to approximately 

62 employees, board members, and 

volunteer drivers at Rural Community 

Transit (RCT) in the Northeast Kingdom. 

This training will serve as a template for 

additional training sessions for the other 

Vermont public transit providers. AOT 

Leadership has identified the delivery of 

this training to our entire internal 

workforce as a high priority for 2019. 

Civil Rights began rolling out this 

training with six sessions in December of 

2018 and January of 2019 to 104 

employees of the Finance & 

Administration Division and will 

continue to deliver this training to the 

balance of our workforce throughout 

2019 in Central Vermont and remote 

locations around the state. CR is grateful 

for the opportunity to share our training 

and resources and help meet the needs of 
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our employees, our partners and our 

sub-recipients. 

Strategies (What are we doing to 

improve) 

Short-term (Call for action) 

Workplace Civility and Unconscious 

Bias Training for the balance of AOT’s 

workforce in 2019. 

Civil Rights delivering Preventing and 

Addressing Sexual Harassment 

training beginning in 2019. 
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Safety 
 

Overview (Why this is important to 

us) 

Safety is a crucial cultural aspect for 

everyone at AOT. Safety is part of AOT’s 

strategic plan: “The safe and 

efficient movement of people and 

goods.” AOT is required to be 

compliant with OSHA, VOSHA, 

FRA, and FAA regulations. A 

deeply ingrained and conscious focus on 

safety empowers our employees to stay 

safe on jobsites, worksites, and projects. 

Safety makes good business sense for our 

employees, reduces costs and ensures 

compliance with safety regulations.  

                                                           
6 http://cbsafety.com/client-results/case-study-one/ 
7 http://slidegur.com/doc/151539/july-meeting-%E2%80%93-
behavior-based-safety-presentation 
 

The Safety culture which is represented 

and shaped by VTTC’s Safety Branch, 

protects AOT’s employees, AOT as the 

employer, and contracting partners. The 

Safety Branch at the VTTC therefore 

has multiple tasks: 

Current State and Trends (How 

are we doing) 

The Safety Branch follows the 

proven approach of Behavior-Based 

Safety (BBS). It is the "application of 

science of behavior change to real world 

safety problems.”6 BBS "focuses on what 

people do, analyzes why they do it, and 

then applies a research-supported 

intervention strategy to improve what 

people do".7 At its very core, BBS is based 

on a larger scientific field called 

organizational behavior management 

and is not based on assumptions, 

personal feeling, and/or common 

knowledge.8 Thus, it needs experts to 

8 https://www.thefreelibrary.com/Behavior-
based+safety%3A+a+solution+to+injury+prevention%3A...-
a0123326287  
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Safety Branch Priorities 

▪ Maintain management commitment to 

employee and worksite safety 

▪ Foster accountability for all employees to 

work safety 

▪ Encourages employee involvement in safety 

analysis and process improvements 

▪ Investigate incidents, accidents, and near 

misses to determine root cause and future 

injury prevention 

▪ Offer a suite of education and training 

programs for employees 

▪ Revisit and evaluate current practices to 

improve safety outcomes 

▪ Provide oversight of safety inspections in the 

field 

▪ Ensure compliance of safety and health 

regulations 

 

http://cbsafety.com/client-results/case-study-one/
http://slidegur.com/doc/151539/july-meeting-%E2%80%93-behavior-based-safety-presentation
http://slidegur.com/doc/151539/july-meeting-%E2%80%93-behavior-based-safety-presentation
https://www.thefreelibrary.com/Behavior-based+safety%3A+a+solution+to+injury+prevention%3A...-a0123326287
https://www.thefreelibrary.com/Behavior-based+safety%3A+a+solution+to+injury+prevention%3A...-a0123326287
https://www.thefreelibrary.com/Behavior-based+safety%3A+a+solution+to+injury+prevention%3A...-a0123326287
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lead those interventions. These experts 

include the VTTC’s Safety Team and 

competent personnel who have received 

appropriate training. BBS enables 

employees to identify and the control 

hazards around them. To be successful, a 

BBS program must include all 

employees, from the Secretary to the 

front-line workers including contractors 

and sub-contractors. A safety culture 

requires buy-in and support from all 

employees. Achieving this buy-in has 

been a focus area since its inception in 

2016. Since BBS implementation, the 

amounts of accidents and injuries 

decreased.  

All trainings strive to mimic participants’ 

daily tasks to include exercises and 

activities that help the participants to 

practice safe behavior. Several trainings 

are offered for new employees to ensure 

common language and understanding. 

Participants are encouraged to uphold 

the rules in daily life – having a fresh pair 

of eyes to look at procedures that have 

been done in a certain way for years. 

The safety team goes out into the field to 

ensure compliance, while providing 

assistance and advice. Team members 

consciously focus on being a source of 

knowledge vs. being perceived as a 

threatening control system to keep 

employees safe. This support message is 

shared and demonstrated regularly. 

The team also oversees accident 

investigations at AOT facilities and 

worksites. Reports, recommendations, 

and process improvements are provided. 

Strategies (What are we doing to 

improve) 

Short-term (Call for action) 

Go regional. VTTC’s 2019 is to 

implement a regional safety program. 

Four safety technicians will each such a 

quarter of the state. This will improve the 

safety and health program by reducing 

travel and increasing the time spent in 

garages and at job sites supporting safety 

behaviors. Moreover, this will lead to 
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closer links between safety and the 

facilities and customers they serve. It will 

decrease response times in the case of an 

accident or emergency.  

Evaluating programs / Relevant 

trainings. The current trainings offered 

by the Safety team will be updated 

annually to address adult learning 

theories, be aligned with new regulations 

and program formats, and include online 

/ remote training components to 

accommodate seasonal availability of the 

customers. All tailgate talks, 

informational documents, and 

information sheets will be revisited as 

well with further attention placed on 

accessibility to ensure all employees 

have access to up to date information. 

VTrans Safety Governance Committee. 

The purpose of this committee is to assist 

in governing and overseeing the 

enterprise’s safety matters. It aims at 

developing and maintaining an effective 

safety and health program and includes 

the following objectives: 

- Managers are committed to 

making the program work 

- Employees are held accountable 

for following safe work practices 

- Employees are involved in the 

program 

- Employees know how to identify 

and control hazards 

- Employees know how to 

investigate near-miss incidents 

and accidents 

- Employees and managers are 

educated and trained in safe work 

practices 

- Managers review the program 

regularly 

Better leveraging data. The Safety 

Branch will leverage data to evaluate, 

improve, and align existing programs or 

create new ones. 

Long-term (Future vision) 

Digital tracking. Currently, most 

reports, investigations, or assessments in 

the field are manually written on paper. 

This is not only cumbersome when 

trying to save and store documents, but 

it also doesn’t allow for easy tracking. It 

also costs additional time when trying to 

transcribe the paper documents or parts 
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of the manual reports in a paperless, 

digital spreadsheet. Revisiting current 

procedures and transforming it to a 

digital process will be a priority in 2019. 

Job development plans. For all positions 

in the field, Job Development Plans will 

be established. They will contain all 

needed competencies for each position, 

required competency levels, and possible 

paths for how to develop competencies 

needed at all levels. This will be a long-

term process, but an initial document for 

the Transportation Maintenance Worker 

series will be completed in early 2019. 

Implementation of safety training 

programs in all modes of 

transportation. The Safety Branch will 

extend the safety program outside of the 

MOB and will now provide safety 

support to the Rail, Aviation Division, 

and the DMV. 
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Customer Service 
 

Overview (Why this is important to 

us) 

AOT recognizes the important of external 

and internal customer service. Every AOT 

employee has customers, even 

those who do not interact with the 

public. Internal customer service 

removes silos and improves 

communication within the 

organization. Achieving high-quality 

customer service when interacting with 

both internal and external customers will 

continue to be a focus as a foundational 

component of AOT’s culture. Another 

aspect of AOT’s customer service culture 

is the agency’s focus on public interest. 

AOT recognizes that all Vermonters are 

our customers – as public servants it is 

our privilege to serve them.  

Customer Service is a key aspect in our 

culture which is why it is represented in 

AOT’s strategic plans, e.g., in DMV’s 

Mission Statement. 

 

 

Current State and Trends (How are 

we doing) 

Across AOT, managers and supervisors 

encourage their teams to provide 

excellent customer service every day. 

This topic has been foundational to 

AOT’s culture, so most AOT 

employees try hard to provide the 

best service possible.  

AOT aims to hire applicants who 

support a focus on customer service and 

embrace that aspect of the organization’s 

culture. Building on that, AOT aims to 

provide all employees with training 

opportunities, so everyone can advance 

their abilities and apply enhanced 

customer service skills. DMV will be a 

priority in further supporting a customer 

service program with formal training. 

However, some training will be shared 

with all AOT workgroups.  

DMV Mission Statement 
“With a commitment to excellence, the dedicated employees of DMV strive to provide the highest level of 

customer service through the administration of motor vehicle laws and the promotion of highway safety.” 

Goal 4: Cultivate and continually pursue innovation, excellence and quality customer service. 

▪ Information given to customers is accurate and comprehensive 

▪ Staff are competent, fair, polite and sympathetic to customers’ needs 

▪ Staff deliver the outcome as promised and manage any problems 
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Strategies (What are we doing to 

improve) 

Short-term (Call for action) 

New trainings. New trainings will 

continue to be developed in e-Learning 

format to accommodate DMV’s shift 

needs. The training will, include 

customer service best practices and 

support our customer service culture. 

This training will likely be part of the 

onboarding process of new employees. 

In the future, Agency-specific training 

combining interaction with internal and 

external customers should be considered 

for development.  

Competency-based hiring. For positions 

that require more customer service skills, 

AOT needs to prioritize customer service 

within the competency-based hiring 

strategy. This way, customer service 

could be rated as one of the main 

competencies in which successful 

applicants need to score high.  

Employee recognition. Outstanding 

customer service will be rewarded and 

recognized once a month: For example, 

through an employee nomination 

process, one employee could be 

rewarded with a dedicated parking spot 

for outstanding customer service for a 

one-month period. An AOT-wide 

customer service award is granted to one 

employee per year. A group from the 

current Transportation Leadership 

Institute will be working on this topic as 

well. 

Long-term (Future vision) 

Customer service rating kiosk. In the 

future AOT may consider an electronic 

customer service rating kiosk that could 

be installed in the waiting room area of 

DMV offices. Customers can rate their 

experience quickly and electronically. 

Results are automatically tracked and 

can be compared to other numbers, e.g., 

customer numbers or waiting times.  

Follow-up trainings. Customer service 

training will be rolled out across the 

agency. To reinforce the importance of 

the topic, bi-annual follow-up training 

sessions could be scheduled. These could 

include Lunch & Learn sessions, 

newsletters, or videos. 

Team / section trainings. A final aim is 

to expand the original training beyond e-
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Learning and refreshers and tailor 

customer service team sessions to 

certain, specific groups (e.g., Bridge 

Crew, Engineers). This way, the VTTC 

can customize training opportunities to 

specific customer service needs and 

foster healthy communication processes 

in teams. 
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Employee Engagement 
 

Overview (Why is this important to 

us) 

Employee engagement is a strong 

predictor of positive 

organizational performance and 

clearly shows the two-way 

relationship between employer and 

employee. Engaged employees are 

emotionally attached to their 

organization, highly involved in their 

job, enthusiastic about the success of 

their employer, and go beyond the 

employment contractual agreement.9 

From the last quarter of twentieth 

century onwards, concepts like 

employee commitment and 

organizational citizenship behavior 

started to appear on the grounds that 

efficiency and productivity lie within the 

employees’ ability and commitment. 

Managers are now focusing on how to 

keep employees engaged in their job. 

Employers realize that by focusing on 

employee engagement, they can create a 

more efficient and productive workforce. 

Employee engagement is built on the 

foundation of concepts like job 

satisfaction, employee commitment and 

organizational citizenship behavior. 

Gallup defines employee engagement as 

the involvement with and enthusiasm 

for work. Gallup, as cited by Dernovsek 

                                                           
9 (Markos & Sridevi, 2010) 

(2008), links employee engagement to a 

positive employees’ emotional 

attachment and employee commitment. 

Studies have found connections between 

employee engagement and several 

organizational performance 

outcomes: Employee retention, 

productivity, profitability, 

customer loyalty, customer 

satisfaction and safety. Researchers also 

indicate that the more engaged 

employees are, the more likely their 

employer is to exceed the industry 

average in its revenue growth. Employee 

engagement is found to be higher in 

double-digit growth companies.  

Current State / Trends and Statistics 

(How are we doing) 

Research suggests the following 

employee engagement strategies will 

increase employee engagement – listed 

with the strategies are AOT’s current 

initiatives: 

Start on day one. Civil Rights provides 

onboarding events for new permanent 

employees, temporary employees, and 

supervisors. The group partners with the 

VTTC and informs new employees about 

the culture of AOT, provides tools and 

resources to help new employees 

85% of global employees are not engaged at work.  
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navigate the Agency, and invites 

Executive Staff and representatives from 

all parts of the Agency to welcome all 

new employees. One goal is to provide 

all incoming employees with the tools 

they need to be successful. Another goal 

is clear communication to connect their 

work with the Agency’s Mission, Vision, 

and Values. Since 2017, approximately 

466 employees have participated in new 

employee welcome (NEW) sponsored by 

AOT. . 

 

Start it from the top. Employee 

engagement requires leadership 

commitment through establishing a clear 

mission, vision and values. Several 

members of Executive Staff and AOT 

leadership are a part of a task force 

focusing on employee engagement and 

retention.  

Enhance employee engagement 

through two-way communication and 

feedback systems. The VTTC and the 

CAPS offer supervisory training, team 

training, and coaching that provides 

techniques and approaches to encourage 

employees and supervisors to 

communicate with one another. 

Employees are encouraged to take 

initiative and speak up if questions or 

improvement opportunities arise. By 

using Gallup’s Q12 in team building 

events, employees’ voices can be 

captured anonymously. Even if a lot of 

communication from Executive Staff and 

the Secretary flows top-down, it is visible 

that both Division Directors as well as 

the Secretary are open and willing to 

dedicate their time to answer questions 

and listen to suggestions posed by 

employees (e.g., Secretary’s question / 

suggestion page, Secretary meeting with 

emerging leaders, Directors’ willingness 

to mentor). 

Opportunities for development and 

advancement. The VTTC is steadily 

expanding its programming to offer a 

variety of paths for development and 

advancement. It established a growing 

mentoring program, organizes 

shadowing for employees and 

supervisors across the Agency, supports 

the engineer rotation program, 

encourages supervisors to let their 

employees participate in projects and 

committees, offers strength coaching on 
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Individual Development Plans, and 

partners with other sections in the 

Agency to finalize and spread Job 

Development Plans. In 2017, 30 

employees requested one-on-one 

coaching sessions in response to 

participating in either a team or Pathway 

to Supervision session and 15 teams 

asked for a Gallup Strength team 

coaching. 

Ensure that employees have everything 

they need to do their jobs. One of the 

items in the Employee Engagement 

Survey asks employees yearly whether 

they have the resources they need. All 

Q12 questionnaires used at AOT also 

include this question. By measuring 

employee engagement annually, the 

Agency has an opportunity to stay 

focused on the priority of engagement 

and analyze trends. The results of this 

survey are valuable and AOT uses the 

results to align programming. When 

examining the aftermath of the fire at 

National Life, it is apparent that AOT as 

an organization tries to work with its 

employees to equip everyone with the 

appropriate physical space and access to 

technology needed. 

Give employees appropriate training. 

The VTTC offers a growing number of 

trainings and cooperates with CAPS and 

external vendors to ensure a broad 

variety of training opportunities. 

Furthermore, e-Learning provides an 

alternative way of mobile, self-directed 

learning (e.g., cooperation with 

KnowledgeWave as a technology 

training provider). 

Incentives. Because of the State’s 

limitation to provide financial bonuses 

and one-time Merit Awards, 

appreciation emails / messages, Extra 

Mile Awards, and announcements of 

Employee of the Month are used to 

reward, appreciate, and encourage 

outstanding performance. 

Focus on emerging leaders. Engaging 

emerging leaders is another aspect that is 

crucial when it comes to employee 

engagement. In 2017, VTTC created the 

Transportation Leadership Institute. It is 
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a year-long program dedicated to AOT’s 

high potentials, its emerging leaders. 

After piloting a successful first cohort, 

the second cohort grew by four spots and 

is now offering 19 employees from across 

the Agency networking opportunities, 

exposure to leadership, mentoring, 

presentation experience, and a book club. 

One of this program’s aims is the 

retention of emerging leaders as well as 

their inclusion in projects, committees, 

and other groups. By doing so, their level 

of engagement is expected to increase. 

Strategies (What are we doing to 

improve) 

Short-term (Call for action) 

Homepage VTTC / Employee 

recognition. The new homepage is going 

to contain a section dedicated to the 

appreciation of high achieving 

employees. This is going to set the tone 

for the Agency and will increase the 

engagement among those mentioned on 

the site. 

Engagement survey. Future data 

acquired by the Annual Engagement 

Survey will be used to create targeted 

strategies. The results will give insight 

into the overall engagement level of all 

employees while also offering the 

opportunity to take a closer look into the 

data of all Agency divisions. 

 

Newsletter. Periodic newsletters will 

promote training opportunities, offer 

team training using the Q12, and remind 

employees of other development paths, 

e.g., mentoring, coaching, Individual 

Development Plans.  

Infants in the workplace program. The 

VTTC will partner with the Department 

of Human Resources (DHR) to support 

this initiative. Based upon questions 

received from employees and 

supervisor, VTTC will partner with DHR 

to create an FAQ or other tools as 

needed.  Programs like Infants in the 

Workplace will enable employees to 

meet both work and family needs, 

support young families, foster retention, 

engagement of the team as a whole, and 

improve quality of life.  

Long-term (Future vision) 

Onboarding / Bi-weekly progress 

reports. The Bi-Weekly Progress Reports 

is meant to provide meaningful feedback 

and to document performance for all 

probationary employees and temporary 

employees. DHR is going to extend the 
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onboarding period for all of the State of 

Vermont. This new program will include 

mandatory and suggested training for 

each Agency and Department. They will 

also restructure the DHR homepage to 

provide supervisors with more 

information and support. This effort will 

go hand- in-hand with Civil Rights’ bi-

weekly check-ins, which will be 

mandatory for every new hire in the 

Agency. This process was successfully 

piloted and established in the MOB and 

will help new employees have the best 

possible onboarding opportunity. All 

these initiatives will improve the 

employee’s experience during the first 

few months of employment and aim to 

reduce turnover and increase employee 

engagement. 
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Quality of Life 
 

Overview (Why this is important to 

us)  

Quality of Life is an important topic 

when it comes to attracting and retaining 

talent. Employees not only want, 

but now require, more balance in 

their lives. According to a recent 

research project completed by the 

University of Vermont, having 

work/life 

balance is a key 

reason why 

employees have 

chosen to work 

for AOT or a key 

reason why they 

stay: “Variety of work, opportunity to 

                                                           
10https://www2.deloitte.com/content/dam/Deloitte/at/Documents/h
uman-capital/millennial-innovation-survey-2016.pdf 
https://vtrans.vermont.gov/sites/aot/files/planning/documents/planni
ng/Research/16-5%20VTRC%20Retention%20Study_Final.pdf 

advance, the noble purpose of providing 

a transportation network and 

representing the taxpayers and doing so 

with conviction.” AOT has a variety of 

positions to offer and therefore  

 

 

provides employees with broader 

opportunities than other employers. 

A positive work environment 

supports quality of life. Many teams 

have gone through Strengths Based 

Team learning opportunities. 

Encouraging a leader to manage to team 

member strengths is very empowering 

for the entire team. Civility and respect 

also play a key role in supporting a 

positive environment.  

Deloitte suggests, that increasingly the 

opportunity to achieve a work-life 

balance can be as important a factor as 

pay and benefits in attracting and 

retaining staff.10 

Current State / Trends and Stats (How 

are we doing) 

Flexibility in work hours is very 

important to some employees who have 

day care needs, commuting needs, or 

other personal or family obligations. 

Where possible, many managers try to 

allow flexibility in employee work 

 

 

For employees some of the benefits of flexible 

schedules are: 

▪ The opportunity to avoid commuting 

during rush-hour 

▪ Control over their start and finish time 

from day-to-day within certain parameters, 

to allow for changing domestic or other 

commitments 

▪ The ability to take a child to or from school, 

to accompany a friend or dependent to a 

day center 

▪ The ability to schedule work (I’m not sure 

what this sentence means) which does not 

involve contacting others, for quieter times 

outside normal office hours 

Quality of Life: 

Encourage employee 

quality of life and 

wellbeing through 

flexibility, mobility, and 

a positive work 

environment.  

 

https://www2.deloitte.com/content/dam/Deloitte/at/Documents/human-capital/millennial-innovation-survey-2016.pdf
https://www2.deloitte.com/content/dam/Deloitte/at/Documents/human-capital/millennial-innovation-survey-2016.pdf
https://vtrans.vermont.gov/sites/aot/files/planning/documents/planning/Research/16-5%20VTRC%20Retention%20Study_Final.pdf
https://vtrans.vermont.gov/sites/aot/files/planning/documents/planning/Research/16-5%20VTRC%20Retention%20Study_Final.pdf
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schedules. Mobility is also a key to 

successful employee engagement.  

Many employees welcome the 

opportunity to telecommute one or two 

days per week. With the recent relocation 

of employees due to a building fire at 

National Life, telecommuting is at an all-

time high for the Agency. 

Volunteer work and mission. 

Understanding the mission of an 

organization and being able to 

contribute to the greater good is 

connected to higher employee 

retention and a perceived quality 

of life. Understanding the 

purpose of work appears to be 

crucial to most employees. From 

new employee orientation 

through all training programs offered, 

AOTs culture, purpose and mission are a 

focus area. AOT offers participation in a 

statewide “Green Up Day,” during 

which employees may take part in 

environmental projects. VTShares 

encourages employees to donate to 

charities directly from their paychecks to 

support other Vermonters in need. AOT 

staff have the ability to 

volunteer/support the causes that 

motivate them. Many AOT employees 

can be found volunteering in their 

community; as coaches, as firefighters, as 

mentors, in schools, at service-based 

organizations, and more. These 

                                                           
11 (Allen et al., 2010; Hausknecht et al., 2008; Samuel & Chipunza, 2009; 
Osman et al., 2016) 

connections to the communities the 

VTTC serves, at such an in-depth level, 

increase our ability to communicate and 

deliver products and services that meet 

the needs, expectations, and are sensitive 

to the uniqueness of the 251 cities and 

towns in our state.  

Health and wellness. The State of 

Vermont highly promotes an active 

health and wellness plan in the 

workplace and has a team 

who supports all state 

employees on a full-time 

basis. The program supports 

the State of Vermont 

employee and retiree 

population through 

partnerships with health and 

wellness resources both within and 

outside of state government and is the 

most obviously connected to quality of 

life. Initiatives include Onsite Biometric 

Screenings, Telephonic Wellness 

Coaching, Quarterly Wellness 

Challenges, Annual Flu Vaccination 

Clinics, and Wellness Workshops and 

Classes. Several AOT teams go on 

regular walks together, which not only 

prevents health issues, but also increases 

connections within teams. The latter was 

found to be connected to higher 

employee retention.11  

Communication. Efficient and 

meaningful communication is also 

All generations 

appreciate having access 

to their leaders. Access 

promotes communication 

and a sense of connection 

which goes along with a 

higher perceived quality 

of life.1 
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connected to a high quality of life and 

employee retention.10 AOT makes a 

conscious effort to provide employees 

with new technical opportunities to 

connect across the state – which goes 

hand-in-hand with offering 

telecommuting opportunities. One 

example is the recent initiative to install 

Skype for Business on all AOT laptops, 

computers, and cell phones. Skype for 

Business offers Instant messaging, 

Skype, and group chat and allows 

remote employees to join meetings in 

other locations. Another recent addition 

is Microsoft Teams. The VTTC supports 

those initiatives by providing training 

opportunities to employees and 

encourages employees who would like 

to use new technologies with their team. 

Team days / trips. Another facet that is 

connected to both the perceived quality 

of life and employee retention is team 

retreats. The VTTC offers Strengths 

Training or Retreats for teams to 

promote engagement and an increase in 

team performance.  

Open door policy. Across the Agency 

and independent from hierarchy or 

position, AOT highly encourages an 

open-door policy. In fact, for most 

managers, they don’t even have a door. 

This applies to every employee including 

the Secretary – taking time for ideas, 

suggestions, needs, or feedback and 

providing all employees with access to 

managers and supervisors was one of the 

aspects especially younger generations 

appreciate. The Secretary also offers the 

possibility to provide feedback 

anonymously on the AOT SharePoint site. 

Strategies (What are we doing to 

improve) 

Short-term (Call for action) 

Flexible schedules. In order to respond 

to the growing wish for flexibility, AOT 

will offer more Telework and Alternate 

Work Schedule options to every 

employee whose tasks allow for it. 

Flexibility in determining the schedule 

and place of work is connected to higher 
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employee retention and job satisfaction.12 

It is considered to be up to the employer 

to offer a unique set of benefits and 

compensation, flexible schedules, or 

other incentives to stand out among 

other job offers.13 AOT’s initiative to 

promote teleworking and alternate work 

hours will be supported by the VTTC 

which has provided supervisors and 

employees with guidelines, policies, 

forms, and further learning 

opportunities.  

Infants in the workplace program. The 

VTTC will partner with the Department 

of Human Resources (DHR) to support 

this initiative. Based upon questions 

received from employees and 

supervisor, VTTC will partner with DHR 

to create an FAQ or other tools as 

needed.  Programs like Infants in the 

Workplace will enable employees to 

meet both work and family needs, 

support young families, foster retention, 

engagement of the team as a whole, and 

improve quality of life. 

 

                                                           
12 https://www.questia.com/library/3381986/reducing-employee-
absenteeism-through-self-management 
 

Space and time to focus. There is 

nothing more frustrating and stressful 

than having a lot to do but neither the 

time nor the space to focus and complete 

tasks. Providing employees with both, as 

much as schedules and jobs allow for it is 

crucial for an employee’s perceived 

quality of life and also increases 

organizational performance. The VTTC 

will support supervisors and managers. 

Offering telecommuting is one path to 

provide an employee with both time and 

space. 

New training. The VTTC supports 

communication initiatives by providing 

training opportunities to teams or 

individual employees and encourages 

employees who would like to use new 

technologies with their team. 

Long-term (Future vision) 

Constant accessibility. New technology 

brings opportunities but also challenges. 

Due to cell phones and other mobile 

electronic devices, most employees are 

constantly available. As much as this 

promotes quick responses, all employees 

pay a high price for that: Several studies 

showed that “always being on” goes 

along with the same physical reactions as 

being at work. This decreases the 

opportunity to disconnect from work, 

relax, and perceive time away from work 

as what it is supposed to be: Time off.14 

AOT’s business does not allow for every 

13 (Herman, 2005) 
14 https://www.ncbi.nlm.nih.gov/pubmed/26236956 

https://www.questia.com/library/3381986/reducing-employee-absenteeism-through-self-management
https://www.questia.com/library/3381986/reducing-employee-absenteeism-through-self-management
https://www.ncbi.nlm.nih.gov/pubmed/26236956
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employee being off – for example, all 

snow plow drivers have to be accessible 

during the winter months, managers 

have to respond to emails since AOT is a 

government organization and one of 

public interest. Nevertheless, 

supervisors can set general expectations 

regarding answering emails in the 

evening or on weekends, when 

employees are on vacation, and at 

conferences. The VTTC will focus on 

providing healthy guidelines and 

embedding best practices when 

revisiting old trainings as well as into 

future trainings and will support 

supervisors when applying guidelines.  

One-on-ones. One-on-ones are meetings 

between supervisor and employees. 

Those can be long or short, planned or 

spontaneous. It is critical that managers 

are fully focusing on employees in one-

on-ones, during team lunch breaks, or in 

yearly performance evaluation meetings. 

The supervisor is considered to be the 

agent of the organizations. Employees 

                                                           
15 (Eisenberger et al., 2002; Paterson et al., 2013; Simmons, 2016, Singh 
& Singh, 2016) 

tend to interpret the level of support and 

appreciation they receive from their 

direct supervisor as indicative of the 

company’s favorable or unfavorable 

attitude towards them. Being distracted 

by checking emails or responding to calls 

while interacting with employees will 

therefore be perceived as a lack of 

interest –not being heard and therefore 

not having needs met, will negatively 

affect an employee’s quality of life. 

Successful managers are good listeners 

and interested in the thoughts and 

concerns of their employees. It is crucial 

to build a personal relationship with 

employees in order to be able to know 

what is on their mind, especially in 

stressful situations like yearly 

evaluations.15 Other paths to provide 

employees with a supportive work 

environment is giving feedback, taking 

interest in the development and well-

being of employees, providing 

meaningful information, or fostering 

proactive behavior.16 In such 

environments, employees appeared to 

feel safe and more self-efficient.17 The 

VTTC will foster this understanding by 

supporting supervisors and managers 

with learning opportunities, e.g., in 

trainings, Lunch and Learns, and 

newsletters. 

16 (Olafsen, et al., 2015; Paterson, Luthans, & Jeung, 2013; Singh & 
Singh, 2016). 
17 (Paterson et al., 2013; Zhang & Chen, 2013) 
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Strategic Workforce 

Plan 

Outreach  
 

Overview (Why this is important to 

us) 

In recent years the Vermont Agency of 

Transportation (AOT) has implemented 

numerous process improvements, best 

practices, and strategies designed to 

brand the Agency as an employer of 

choice and to successfully attract, hire, 

onboard, and retain a talented, diverse, 

and engaged workforce.  

The Office of Civil Rights supports the 

Agency’s outreach, recruitment, hiring, 

and onboarding programs, and 

spearheads the marketing of the 

Agency’s employment opportunities 

using many platforms and venues: 

− AOT actively participates in close to 

100 outreach events each year, 

including job fairs, college, high 

school and tech center events, panel 

presentations, and conferences, 

many of which CR help to plan and 

sponsor.  

− AOT fosters a culture of 

ambassadors. Our employees 

represent the Agency at career fairs 

and events to share their stories and 

showcase the highlights and 

benefits of building a career at our 

Agency. 

− AOT cultivates a strong network of 

program partners in academics, 

other state agencies and 

departments, and community-

based organizations, who serve as 

valued employment referral 

sources. 

− AOT uses cutting edge technology 

and marketing materials to reach a 

diverse range of applicants and to 

provide our partners and hiring 

managers with user-friendly tools 

to optimize and effectively manage 

the talent acquisition pipeline. 

 

 

 

 

 

− AOT promotes the Agency’s 

culture of workplace civility to 

brand the organization as inclusive 

and respectful. 

For the past two decades, AOT has 

invested heavily in youth outreach, 

training, and employment initiatives. 

Youth is vital to the transportation 

industry, and today’s students represent 

the pool of workers from which the 

transportation industry will recruit its 

future workforce. AOT promotes year-

round youth outreach to expose students 

to rewarding and diverse careers in the 

transportation industry. These include 

the Agency’s participation in numerous 

career fairs, panels, and conferences; 
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serving as a host site for students 

engaged in Community Based Learning 

or short-term job shadows; and 

providing an annual summer program 

for high school and middle school 

students as part of the Federal Highway 

Administration’s (FHWA) National 

Summer Transportation Institute. 

Partnerships between industry, 

government, and education at the 

national, state, and local levels are critical 

to improving the quality of life in our 

communities. AOT has a successful 

history and strong commitment to 

partnering for the benefit of youth, 

industry, and community. Our youth 

outreach partnerships reach well beyond 

planning and administering programs 

and participating in events. These 

partnerships also work towards 

enhancing career technology education, 

developing curricula that better prepares 

students for careers in the transportation 

industry, and increasing the diversity of 

the transportation industry workforce. 

Current State and Trends (How are 

we doing) 

Youth outreach and employment. 

Beginning in 2017, the State removed the 

‘hard stop’ that required SOV employees 

to be 18 years of age or older. The 

Maintenance and Operations Bureau 

(MOB), Civil Rights, and the Department 

of Human Resources (DHR) partnered to 

create a job specification for a 

maintenance worker position for 

individuals who are 16 and 17 years of 

age which allows them to learn the trades 

without violating USDOL child labor 

laws. In February 2018, the job 

specification for a Transportation Intern 

Maintenance Worker was approved, 

allowing AOT to compete with other 

companies – getting young people in and 

trained early – creating a trained worker 

who is well positioned to compete for 

higher level maintenance positions as 

they progress. During the summer of 

2018, AOT had 17 Intern Maintenance 

Workers across the state, and efforts are 

underway to expand this pilot program 

in 2019. 

Introduction to AOT. As a public service 

agency, you will find AOT in the 

community 

interacting with 

Vermonters of all 

ages. AOT Drivers, 

plow trucks, and 

equipment are star 

attractions at local 

touch-a-truck 

events aimed at the youngest truck 

enthusiasts. The tools AOT uses every 

day are fascinating to others and 

encourage conversation. Cheerful and 

friendly interactions with our staff and 

equipment paves the way to encourage 

more exploration about trucks and 

plows. Across the Agency and across the 

state, Engineers, Mechanics, Surveyors, 

and Equipment Operators heed the call 
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and enter the classroom. From preschool 

to college level, the employees at AOT 

bring their professional knowledge to life 

within the curriculum. They are offered a 

chance to connect with students early 

and often. The experiences a child has 

informs the educational choices they 

make moving forward. You have to 

know it exists for it to be your dream job! 

Recruitment presentations. In recent 

years, Civil Rights has launched a series 

of annual recruitment presentations to 

our best employment referral resources, 

including the state’s Career Technical 

Centers, the five Vermont Department of 

Labor (VDOL) Regional Career Centers, 

and Creative Workforce Solutions 

(CWS), in order to best promote our 

classified employment opportunities and 

build a robust candidate pool for all AOT 

internships and seasonal temporary 

positions. Our presentations provide an 

opportunity to meet and greet, network, 

and share updated information about 

our employment and training options as 

well as procedures, resulting in a much 

stronger, well-informed referral 

network. 

Outreach to Technical Career Centers. 

AOT makes numerous presentations 

each year at Vermont’s Technical Centers 

and to the Technical Education Guidance 

Association (TEGA). The primary goal of 

our presentations is to strengthen the 

pipeline from technical education centers 

to careers in transportation, specifically 

careers at AOT. CR talk about the 

different job opportunities at AOT, 

including permanent and temporary, 

and what skills, aptitudes, competencies, 

and education levels are required. CR 

also share how students can be 

connected to current openings at the 

Agency via job shadowing, internship, 

and summer camp opportunities. All 

presentations include a follow-up email 

with links to all of the topics covered at 

the meeting and supporting material. 

Having a point of contact at AOT is one 

of most frequently used tools from these 

outreach efforts.  

Colleges and universities. AOT has 

launched the Build Vermont Pathway in 

partnership with the Vermont State 

Colleges (Vermont Technical College, 

Castleton University, Northern Vermont 

University (née Nee Lyndon & Johnson), 

and the Community College of 

Vermont). This partnership effort seeks 

to highlight the ability to get the 

education and skills necessary to enter 

the workforce within the in-demand 

transportation sector in Vermont. AOT 

also partners with local colleges and 

universities, such as University of 

Vermont and Norwich University, in 

support of their engineering programs, 

internship opportunities, and 

engineering clubs to help foster the 

growth and development of students, 

preparing them with the skills necessary 
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to excel when they enter the engineering 

field.  

Partnership with the Vocational 

Rehabilitation and Creative Workforce 

Solutions. AOT has been successfully 

partnering with Vocational 

Rehabilitation and Creative Workforce 

Solutions (CWS) for several years to pilot 

initiatives aimed at increasing 

employment opportunities for 

candidates with disabilities, as part of the 

implementation of Executive Order 02-

16.18 Since 2017, AOT has seen a number 

of success stories, particularly in the 

Northeast Region of the MOB. Every 

employee deserves the chance to succeed 

and the tools necessary to achieve that 

success. Those efforts were recognized 

and celebrated with two awards: The 

Business of the Quarter Award in June 

2017 and the Spirit of the ADA Award in 

October of 2017 

(http://hireus.vermont.gov /spirit). This 

award is presented by the Governor’s 

Committee on the Employment of 

People with Disabilities to recognize 

employers who recruit, hire, and retain 

employees with disabilities. AOT was 

recognized for our efforts to make 

employment within reach of CWS 

clients, including providing 

informational interviews, internships, 

and temporary positions to qualified 

                                                           
18https://humanresources.vermont.gov/sites/humanresources/files/doc
uments/Executive%20Order%20Disability%20Employment%20Workin
g%20Group.pdf 
18 https://www.vtc.edu/build-vermont-pathway  

candidates. Additionally, AOT has 

provided assistance conducting mock 

interviews – preparing individuals for 

that crucial step of seeking employment, 

as well as guidance on the application 

process. CWS is one of many community 

partners that AOT works with to develop 

the workforce of today and tomorrow. 

Our partnership brings AOT candidates 

who want to work hard, want to succeed, 

and want to contribute to their 

community. At the presentation of the 

Spirit of the ADA Award, Governor Phil 

Scott attended and held a signing to 

proclaim October 2017 Disability 

Employee Awareness Month in 

Vermont.  

Building a more robust candidate pool 

for AOT vacancies. Beginning in 2013, 

Civil Rights has partnered with Agency 

hiring managers to create a better model 

for targeted marketing of AOT positions, 

particularly in regions where 

recruitment has been a challenge. Some 

examples include: Arranging for job 

postings at regional VDOL offices, CWS 

and community-based organizations; 

outreach to all Vermont CDL schools; 

better use of the AOT Facebook page and 

other social media platforms; sending 

emails to CDL holders in the region from 

our Employment Diversity in Highway 

Construction (EDHC) database, and 

https://humanresources.vermont.gov/sites/humanresources/files/documents/Executive%20Order%20Disability%20Employment%20Working%20Group.pdf
https://humanresources.vermont.gov/sites/humanresources/files/documents/Executive%20Order%20Disability%20Employment%20Working%20Group.pdf
https://humanresources.vermont.gov/sites/humanresources/files/documents/Executive%20Order%20Disability%20Employment%20Working%20Group.pdf
https://www.vtc.edu/build-vermont-pathway
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outreach to individuals with applications 

for temporary employment on file with 

AOT.  

Better outreach and recruitment 

through texting. In 2018, AOT began 

using SlickText, an app allowing us to 

direct market via text message. This 

outreach tool creates the opportunity for 

us to reach a key 

demographic that has 

been difficult to 

engage, and it has 

already proved 

extremely helpful at 

Fall 2018 job fairs. CR 

is building the foundation for a robust 

and dynamic new method of reaching 

candidates interested in AOT 

employment and participants in our 

EDHC programs. By texting the 

keyword “AOTJOBS” to 31996 you can 

sign up to receive a text notification each 

time the Agency advertises a permanent 

position. The keyword “EDHC” lets you 

sign up for EDHC opportunities. CR has 

started deploying links and flyers to our 

employment referral partners and have 

been distributing business cards with 

links and QR codes at job fairs and 

events.  

Events database. In 2017, Civil Rights 

created a new database to track events, 

presentations, and training sessions. This 

tool has provided important statistics to 

track the effectiveness of the outreach 

events, the career and job fairs AOT 

attends, as well as being able to track the 

number of employees who have taken 

Civil Rights-related training provided by 

AOT.  

National Summer Transportation 

Institute (NSTI). Since 2005, AOT has 

hosted approximately two dozen high 

school students each summer, who live 

in residence on a college 

campus and are 

introduced to a broad 

array of transportation 

careers and concepts 

through the FHWA-

funded NSTI program. 

The program includes a dynamic 

schedule of field trips and hands-on 

activities, and terrific guest presenters, 

including many AOT staff who 

enthusiastically interact with the 

students and share a wealth of 

information about their jobs and careers 

in transportation. Beginning in 2017, the 

program was expanded to include a 

middle school session. Both sessions 

emphasize the importance of safety, 

innovation, leadership, teamwork and 

communication skills for all 

transportation careers. 

Planning and sponsorship of 

conferences and events. Event list:  

− Annual Popsicle Stick Bridge 

Building Competition at Vermont 

Technical College (VTC): Since the 

inception of this competition in 

2015, AOT has been the sole 
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sponsor of this event, with AOT 

engineers serving as judges. More 

than 200 high school and middle 

school students from across the 

state compete for bragging rights; 

and valuable scholarships to 

Vermont Tech, showing off their 

engineering prowess, presentation 

skills, creativity, and teamwork. 

AOT uses this venue to promote 

engineering and transportation 

careers at the Agency, the Build 

Vermont Pathway partnership with 

the Vermont State Colleges, and the 

National Summer Transportation 

Institute (NSTI), which is hosted by 

Vermont Tech.  

− AGC Construction Career Day: 

AOT serves as a primary sponsor of 

this bi-annual 

event, most 

recently in May of 

2018. The 2018 

event was 

attended by close 

to 400 students 

and 50 

chaperones from 

15 Tech Centers 

across the state, who came to 

explore career options in the 

construction industry and 

participate in hands-on 

demonstrations of equipment, 

including heavy equipment. AOT 

was well represented and used this 

opportunity to connect with many 

students and to conduct mini-

interviews to fill our new 

Maintenance Intern positions.  

− Annual Vermont Vision for a 

Multicultural Future Conference: 

Since 2014, AOT has been a sponsor 

and one of several state 

agencies/departments participating 

in this conference, that is organized 

by the Vermont Partnership for 

Fairness & Diversity. In 2017 AOT 

received special recognition and 

was given the opportunity to make 

a 30-minute presentation, 

showcasing some of our best 

practices, lessons learned, and 

successful strategies for creating an 

inclusive, respectful workplace 

culture and branding AOT as an 

employer of choice. The Agency has 

consistently used this venue to 

forge new program partnerships 

with conference attendees from a 

wide variety of organizations 

around the state, including the 

public and private sectors, 

academic institutions, non-profits, 

and faith-based. The 2017 

conference received great coverage 

in VT Digger and the articles 

include quotes from AOT 
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employees, and a link to the AOT 

Civil Rights website.19  

− Women Can Do! Conference: For 

the past two decades, AOT has 

helped to sponsor and provide 

workshops at the 

Annual Women Can 

Do! STEM and Trades 

Conference, which 

attracts more than 500 

high school and tech 

school girls for a full 

day of hands-on activities that 

introduce non-traditional careers, 

including engineering, highway 

construction and maintenance. 

Each year AOT provides 

workshops in bridge building and 

heavy equipment, and staff a booth 

to provide information about our 

training and career opportunities. 

Strategies (What are we doing to 

improve) 

Short-term (Call for action) 

Marketing and branding. New 

marketing campaign, expand 

slicktext and other mobile 

device apps.  

 

Enhancing partnerships. Build Vermont 

Pathway, Tech 

Centers, others.  

                                                           
19 https://vtdigger.org/2017/11/05/local-and-state-leaders-redouble-
diversity-efforts/#  http://www.reformer.com/stories/leaders-
redouble-diversity-efforts,523794  

    

https://vtdigger.org/2017/11/05/local-and-state-leaders-redouble-diversity-efforts/
https://vtdigger.org/2017/11/05/local-and-state-leaders-redouble-diversity-efforts/
http://www.reformer.com/stories/leaders-redouble-diversity-efforts,523794
http://www.reformer.com/stories/leaders-redouble-diversity-efforts,523794
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Talent Acquisition 

Overview (Why this is important to 

us) 

AOT is dedicated to creating and 

maintaining a well-qualified, productive 

and diverse workforce that is 

representative of the public it serves, and 

this commitment is reflected in the 

management of talent acquisition and 

the resources that have been created to 

support our hiring managers.  

The AOT Office of Civil Rights is 

integrated into all phases of the Agency’s 

talent acquisition pipeline, to help ensure 

that inclusion and equity are 

incorporated into all aspects of 

workforce development. Civil Rights, 

the VTTC, and our DHR Field Office 

provide the Agency’s leadership and 

hiring managers with the best tools to 

make strategic hiring decisions. These 

tools include competency-based position 

analyses and interview questions, a 

proactive interview and hiring process, 

which includes a hiring justification 

process designed to ensure a thoughtful 

and well-communicated candidate 

selection process. 

Current State and Trends (How are 

we doing) 

Civil Rights has created a full-service, in-

house recruitment and hiring resource 

center that includes the following 

components: 

− Consulting with hiring managers to 

review temporary and permanent 

hiring needs, and develop 

recruitment strategies, including 

targeted marketing campaigns. 

− Serving as neutral parties on 

interview panels. 

− Competency-based (Korn Ferry) 

card sorts for position 

requirements, job specifications, 

interview questions, classification, 

candidate selection, etc. 

− Creation and maintenance of five 

SharePoint sites to support hiring 

managers and new employees, 

including sites for Interns and 

Temporary Employees, Temporary 

Employment Applications,  

 

 

− Hiring Justifications, New 

Employee Welcome, and Bi-Weekly 

Progress Reports. 

− Monitoring Candidate Lists and 

identifying mandatory interviews 

for eligible candidates in 

underrepresented and 

underutilized job classes (e.g., 

women and minorities for 

nontraditional careers in the MOB). 

− Development and maintenance of a 

Hiring Justification and 

Concurrence Process for candidate 

selection. 

− Development and maintenance of 

Bi-Weekly Progress Reports for 
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original probation and temporary 

employees. 

Korn Ferry. Vacancies are an 

opportunity to examine position duties 

and requirements of the team. AOT 

utilizes Korn Ferry Leadership 

Architecture tools to identify individual 

competencies required of roles at the 

Agency. Specifically related to Talent 

Acquisition, AOT is more strategic about 

our recruitment and hiring practices 

when having identified the competencies 

required to be successful in our 

positions. By engaging a panel of 

stakeholders (current incumbent, 

supervisor, managers, HR, customers, 

coworkers, and other) in the process it 

helps ensure objectivity in the results. 

This is an improvement over the 

inclination to replace an outgoing 

employee with someone just like them. 

AOT uses the Korn Ferry Competency 

card sort for individual positions. Korn 

Ferry Competencies are used in 

conjunction with Gallup Strengths and 

AOT leadership (CmFACES) traits when 

crafting interview questions and 

expectations. AOT also has created a 

competency matrix for some of the core 

positions, such as the Maintenance 

Worker Series, to identify those required 

competencies in advance of an opening. 

The matrix can be used to accelerate the 

competency identification and interview 

question selection process for the most 

often hired into job classes.  

Hiring justification. Beginning in 2018, 

the Agency adopted a Hiring 

Justification process for all new 

permanent hires. This process already 

had a successful five-year track record in 

the Agency’s Maintenance Operations 

Bureau (MOB), where it had become a 

valuable best practice that helped to 

ensure competency-based hiring by 

intention as part of the Agency’s 

Affirmative Recruitment and Retention 

Program. In today’s competitive job 

market when every hiring decision has 

become critical, Agency Leadership 

decided to take this process Agency-

wide and optimize the use of this tool to 

help us best build our workforce of 

tomorrow. Hiring Justification promotes 

a proactive interview and hiring process 

by giving our Hiring Managers the 

opportunity to articulate and document 

their top candidate’s qualifications and 

competencies on an easy to use, fillable 

form. It also helps to ensure effective and 

timely communication surrounding the 

candidate selection process within the 

Hiring Manager’s chain of command and 

with our DHR Field Office and Office of 

Civil Rights, who play a key role in the 

hiring and onboarding process. 

Temporary employee/Intern 

SharePoint site. As part of a larger effort 

to provide one-stop shopping for hiring 

managers and other Agency staff 

considering/in-the-process-of recruiting 

and hiring temporary employees and 



40 | P a g e  

 

interns, the Office of Civil Rights 

enhanced the Temporary Application 

SharePoint Center in 2018 and created a 

shared resource center on the intranet, 

offering checklists, documentation, 

guidance, and more. Temporary 

employment is often the gateway into 

permanent employment at the Agency. 

Making the process as accessible and 

successful as possible (for applicants as 

well as hiring managers) increases the 

pool of informed and qualified 

candidates for our permanent positions.  

Strategies (What are we doing to 

improve) 

Short-term (Call for action) 

Better use of SuccessFactor 

features.  

 

 

 

Continue building and enhancing 

SharePoint sites for hiring 

managers. 

 

 

 

Long-term (Future vision) 

Standardize and normalize the use of 

interns as a pre-entry level 

employment. Especially for 

more sections of the Agency 

including the Business Office 

Support positions, 

Department of Motor Vehicle 

Positions, and more. AOT has 

been strong in internships in areas of 

specific focus such as structural 

engineering. AOT needs to expand these 

efforts to address an upcoming gap in 

qualified workforce as the baby boomer 

generation leaves the workplace across a 

broader range of disciplines.  
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Employee Onboarding 
 

Overview (Why this is important to 

us) 

Effective employee onboarding serves 

three interrelated purposes: First, it 

ensures that the employees feel welcome, 

comfortable, prepared, and supported. 

Second, these feelings increase the new 

employees’ ability to make an impact (be 

productive) within their role, both 

immediately and over time. Finally, this 

employee success leads to satisfaction 

and retention, which allows the Agency 

to continue to meet its mission. The first 

weeks and months on a job are critical in 

shaping how new employees feel about 

their role and our organization, and AOT 

is committed to providing new 

employees with all the tools and 

resources they need to become successful 

in their work. 

Since 2013, Civil Rights and the VTTC 

have partnered to provide a 

comprehensive new employee welcome 

to the newest additions to AOT’s 

workforce, both permanent and 

temporary. For FY16 and FY17, AOT had 

268 permanent new hires and 437 

temporary new hires, all of whom were 

invited to participate in a half day or full 

day session to receive an overview of the 

organization, training on Workplace 

Respect and Civility, and a 

comprehensive introduction to Agency 

resources. 

Current State and Trends (How are 

we doing) 

New Employee Welcome. In February of 

2018, AOT launched the newly revised 

New Employee Welcome (NEW) 

program. Our new format is designed to 

provide our newest employees from 

across the Agency with all of the 

information, connections and resources 

they need to increase their success and 

retention. Respect in the Workplace, 

Safety and the Agency’s Mission, Vision 

and Strategic Goals continue to be a focal 

point of the morning training. An 

expanded  

 

 

session with the Agency’s Leadership 

Team is one of the most popular features 

of the new program. In the afternoon, 

new employees have a chance to meet 

one-on-one with 14 Resource 

Ambassadors to address any questions 

they might have, and to learn about 

resources offered, including; Human 

Resources, the VTTC, E-Sign, Risk 

Management, VTransparency, LiveWell 

Vermont, EAP, Expenses, AOT Public 

Outreach, Internal Services, SharePoint, 

MATs, IT, Records Management, and the 

VTTC.  
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Stats on NEO/NEW from one year of 

evaluations 

− The most popular feature of NEW 

(78%) is meeting Executive Staff 

− More than 50% of new employees 

found Workplace Respect (Ouch 

training) helpful 

− 57% found the information 

provided by NEW Quite Useful, 

26% Very Useful 

− 56% enjoyed the panel discussion 

− 45% liked having the opportunity to 

network with their fellow 

employees 

− More than 80% of attendees rated the 

information provided at NEW as very 

useful. 

 

Seasonal New Employee Welcome 

(Mini-NEW). In the Spring of 2017 and 

2018 AOT Civil Rights partnered with 

the Safety Branch of the VTTC to offer 

seasonal field employees the tools they 

need to be successful in the summer, as 

well as to pursue careers with AOT. The 

sessions include an abbreviated safety 

training and Respect in the Workplace, 

as well as tips on landing permanent 

employment. 174 seasonal temps have 

received this four-hour training since it 

launched in 2017. 

Traffic research interns. In 2017 and 

2018 Civil Rights provided a one-hour 

Respect in the Workplace training to the 

seasonal employees in Traffic Research 

(car counters) as part of their all-day 

orientation. CR appreciates the 

invitation, and the opportunity to help 

new employees understand the 

importance of a respectful workplace 

culture and the expectation that they will 

be good ambassadors for the Agency as 

they work in many communities around 

the state each summer.  

Statewide onboarding initiative. In 2017 

and 2018 AOT staff from Civil Rights and 

the VTTC served on the interagency SOV 

Onboarding Task Force led by DHR 

Commissioner Beth Fastiggi. 

After approximately six 

months of working in 

subcommittees, a plenary session was 

held in May 2018 to provide 

Commissioner Fastiggi, Deputy 

Commissioner Pouliot and the 

Administration’s Chief Performance 

Officer, Sue Zeller, with a comprehensive 

update from the two project teams 

(Communications and Training & 

Curriculum) and share project plans and 

recommendations for next steps. A 

Communications Plan and a proposed 

Implementation Plan have since been 

finalized and approved by the 

Administration. The current 

implementation timeline calls for a pilot 

to start in November of 2018, and full 

implementation beginning in June of 

2019. The curriculum for Workplace 

Civility and Unconscious Bias developed 

by AOT Civil Rights and the Vermont 
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Human Rights Commission (HRC) has 

been adopted as one of two mandatory 

in-class trainings for all new SOV 

employees. Staff from Civil Rights and 

the VTTC are currently working with 

staff from AHS and CAPS on an updated 

curriculum for the Preventing and 

Addressing Sexual Harassment training. 

Strategies (What are we doing to 

improve) 

Short-term (Call for action) 

Implementation of statewide 

onboarding program. Rollout of 

Supervisory and Buddy guides 

and milestones and systems for 

monitoring and supporting; 

tweaking NEW to incorporate 

four hours of training on Sexual 

Harassment, Workplace Civility and 

Unconscious Bias, etc. 

Implementation of Agency-wide bi-

weekly progress meetings and 

reports for all Agency 

probationary employees and 

temporary employees and all 

interns.     

Since 2014, the MOB has required 

supervisors to complete Bi-Weekly 

Progress Reports for all probationary 

employees and temps to provide 

meaningful feedback and goal setting 

and to document performance. CR is 

now ready to take this process Agency-

wide and to build more tools to make the 

process user-friendly and to encourage 

meaningful dialogue between 

supervisors and their newest employees: 

Create useful, efficient, and meaningful 

forms and worksheets for each Division/ 

Department/Section, develop a creative, 

innovative, technical solution for 

collecting, tracking, and sharing the 

forms, construct a communication 

strategy to impress upon supervisors 

how important it is to check in with new 

additions to the team, and establish tools 

for our supervisors so they have 

meaningful conversations with their 

newbies early and often. Take process 

from MOB across the Agency, increase 

the onboarding experience for new 

employees, strengthen the relationship 

between supervisor and newbie, and 

create collecting and tracking forms.  

Cohort building. Help mold the 

cohort who enter the Agency at 

the same time into a team that 

can support one another as they 

grow, move, and establish 

themselves in our workforce. 

Use of SharePoint to keep them 

in contact, semi-regular check-ins, and 

ongoing trainings that can bring them 

back together to reinforce this bond.   
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Competencies 
 

Overview (Why is this important to 

us) 

Competencies are observable abilities, 

skills, knowledge, motivations or traits 

defined in terms of the behaviors needed 

for successful job performance. They are 

aptitudes or knowledge, whether 

underlying or observable, that allow a 

person to succeed in the development of 

a particular activity.20  

Competency mapping is foundational to 

job development plans; a roadmap for 

employees to move through a job class 

series. An example of this is an 

Administrative Services Coordinator I 

vs. II vs. III. Competency mapping 

identifies the core competencies needed 

for each level. Ideally, training or 

learning opportunities will exist for each 

competency, allowing the employee to 

develop the skills necessary to be 

promoted within the series.  

Current State and Trends (How are 

we doing) 

Korn Ferry offers is a Leadership 

Architect® Suite (Korn Ferry) that is a 

comprehensive, integrated set of tools 

that gives executives, managers and 

human resource professionals the ability 

to put research-based leadership and 

organizational development best 

                                                           
20 https://core.ac.uk/download/pdf/141440173.pdf 
https://en.wikipedia.org/wiki/Competency-based_management  

practices into action. Korn Ferry has been 

adopted as part of the recruitment 

planning process. The hiring manager 

calls together a committee of 

stakeholders to participate in a “card 

sort” to determine which competencies 

are most important for the role under 

recruitment. A facilitator walks the 

group through the card sort and assists 

them in determining the 5-10 most 

important competencies for that role. 

Interview questions are then developed 

to assess the candidate’s strengths in 

those areas. Civil Rights and the VTTC 

facilitated more than 20 card sorts in 

2018. 

Korn Ferry is also used in conjunction 

with Gallup Strengths and other tools to 

help individual employees identify their 

strengths and weaknesses. This helps the 

individual target areas to build upon, 

improve performance and prepare them 

for new roles. These tools can be used by 

the employee on their own, within the 

https://core.ac.uk/download/pdf/141440173.pdf
https://en.wikipedia.org/wiki/Competency-based_management
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context of an Individual or Job 

Development Plan, or with the support 

of their supervisor, mentor, or sponsor. 

Competency mapping, for specific jobs 

has been completed for all Maintenance 

and Operations Garage positions. These 

employees now understand what is 

needed to move within the job classes 

and series. 

Strategies (What are we doing to 

improve) 

Short-term (Call for action) 

Learning opportunities. Learning 

opportunities are currently 

being identified for each 

competency identified in the 

Maintenance and Operations job 

development plans. Competency 

mapping for job development plans need 

to be mapped for all remaining positions. 

Job specifications update/minimum 

requirements update. One of 

the Transportation Leadership 

Institute project groups is going 

to start working on reevaluating five 

positions that are currently going 

through the decentralized reallocation 

process. While supporting the 

supervisors who are currently working 

on those positions, the group will create 

a guide and determine an Agency-wide 

process. 

Long-term (Future vision)  

Korn Ferry tools. Increased 

utilization of Korn Ferry tools 

to promote robust 

competency-based hiring 

practices, encourage individual 

employee growth, and assist with 

performance measurement/evaluations. 
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Learning and Development 
 

Overview (Why this is important to 

us) 

Training, which is defined as a planned 

effort to ease the gathering of job-related 

knowledge, skills, and behavior, was 

found to be connected to the amount of 

retained employees and workforce 

productivity.21 This also holds true for 

other development opportunities such as 

mentoring, job shadowing, or coaching. 

This trend is expected to grow with the 

increase of Millennials and Gen Z 

workers in the labor force who, typically, 

highly value growth opportunities. The 

mentoring process is also an effective 

way to continue to energize our aging 

workforce.22 

Research shows that: 

                                                           
21 (Coetzee & Stoltz, 2015; Deery & Jago, 2015; Nwokocha & 
Iheriohanma, 2012) 
22 http://www.pewresearch.org/fact-tank/2018/04/11/millennials-
largest-generation-us-labor-force/ft_18-04-
02_genworkforcerevised_lines1/  

- Providing employees with 

necessary training appears to be 

interpreted as a strong sign of 

employee appreciation and 

recognition of an employee’s 

ambition.23 A lack of growth 

opportunities or challenging work 

seems to be one of the major 

reasons why people leave an 

organization.24  

- Training and development leads 

to employee empowerment, while 

the lack of it is found to be 

connected to the intent to leave.  

- A lack of training possibilities 

seems to be related to higher 

turnover, especially  

among more talented staff that 

have career opportunities 

elsewhere.25  

Employees want opportunities to 

flourish; to learn, grow, and have access 

23 (Nwokocha & Iheriohanma, 2012) 
24 (Deery & Jago, 2015; Singh & Singh, 2016) 
25 (Deery & Jago, 2015; Singh & Singh, 2016) 

Leaning and development strategies add value to the 

organization and its employees in the following 

ways: 

▪ Assist new employees to become fully 

productive as quickly as possible.  

▪ Address current skills gaps in our 

workforce.  

▪ Prepare employees for future promotional 

opportunities. 

▪ Stimulate employee commitment to AOT. 

▪ Boost employee retention. 

 

http://www.pewresearch.org/fact-tank/2018/04/11/millennials-largest-generation-us-labor-force/ft_18-04-02_genworkforcerevised_lines1/
http://www.pewresearch.org/fact-tank/2018/04/11/millennials-largest-generation-us-labor-force/ft_18-04-02_genworkforcerevised_lines1/
http://www.pewresearch.org/fact-tank/2018/04/11/millennials-largest-generation-us-labor-force/ft_18-04-02_genworkforcerevised_lines1/
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to promotional opportunities. AOT 

needs its employees to learn and grow to 

address knowledge gaps and to fill 

vacancies from employee attrition. This 

becomes critically more important with 

our aging workforce. In the current war 

on talent, it’s important to invest in 

AOT’s current workforce. 

Current State and Trends (How are 

we doing) 

There are many ways that AOT has been 

addressing and will continue to address 

Learning and Development. A key 

component to this investment is the AOT 

Training Center (VTTC). The VTTC is 

focused on the following categories of 

learning and development: 

- Employee Development Branch 

provides a wide variety of training 

to build leadership, supervisory, 

communication, career 

development and other 

interpersonal skills. 

- The Technical Branch and the DMV 

branch provide a wide variety of 

role-specific technical training to 

improve job performance, create 

efficiencies, and invest in future 

skill needs. 

- The Safety Branch provides a wide 

variety of safety training to ensure 

compliance with federal and state 

regulations, worker safety, and 

workplace hazards prevention and 

awareness.  

Additionally, the VTTC has a great 

partnership with the Center for 

Achievement in Public Service (CAPS). 

CAPS also provides a variety of 

mandated and non-mandated training to 

include the Vermont Certified Public 

Manager’s Program, Supervising in State 

Government, Preventing Sexual 

Harassment and so to be released 

Onboarding Training. Another very 

successful partnership is the 

collaboration between the VTTC and 

Civil Rights: Concepts like Equal 

Employment Opportunity (EEO), 

inclusivity, diversity, civility, etc., are 

being included in all training offered to 

our workforce and functions as main 

pillar when training and interacting with 

participants. Civil Rights presents all of 

the EEO-type training offered by the 

Employee Development Branch, e.g., in 

Pathways to Supervision, Leadership 

Institute, or the MOB Spring and Fall 

Safety meetings. 

Employee Development learning and 

development topics and tools offered: 

- Pathway to Supervision (pre-

supervisory training) 

- Transportation Leadership Institute 

(emerging leader program) 

- Change Management 

- Engaging Your Audience with 

Finesse (public speaking) 

- Gallup Strengthfinder, Team Based 

Strengths, and Individual Strengths 

Coaching 
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- Employee Engagement 

- Individual Development Planning  

- Generational Differences 

- Grammar 

- Mentoring Program 

- Rotational Engineer Program 

- Skype for Business 

- Travelling computer lab to provide 

Computer Basics I & II remotely 

- Various IT trainings and support 

for current online IT microlearning 

from Knowledgewave 

Technical learning and development 

topics and tools offered:  

- Multi-level Lean Training (Yellow, 

White, Green Belt) 

- Records Management 

- Hand on Excavator Training and 

Grader Simulator 

- Winter Maintenance 

- Workzone/Flagger 

- Multi-Level Welding Program 

- TC3 – online technical training 

- Road Ecology Training 

- Post Pounder Training 

- NHI Roadside Design, Contract 

Administration Core Curriculum, 

and Engineering for Structural 

Stability in Bridge Construction 

- Game of Logging 

- Multi-Level River’s and Roads 

Training 

- DMV Process Mapping and E-

learning Development for License 

Renewal 

Safety learning and development topics 

and tools offered: 

- Construction Safety Awareness 

- Safety for Supervisors 

- First Aid 

- Lock Out Tag Out 

- Working Over Water 

- Fall Protection 

- Trenching and Excavation 

- A wide variety of OSHA annual 

requirement topics 

- Behavioral Based safety audits 

Workplace Civility, Unconscious Bias 

and Ouch! Training. A total of 1,294 

employees (AOT, other SOV, sub-

recipients & contractors) have 

participated in the following training 

provided by Civil Rights staff since 

January 2017, which included the Ouch! 

video and training:  

- 17 sessions of New Employee 

Orientation (NEO) and/or New 

Employee Welcome (NEW): 255 

Agency employees 

- 7 sessions of mini-NEO/NEW for 

seasonal field temps: 174 Agency 

employees 

- 11 sessions of implicit bias training 

for DMV: 201 Agency employees 

- 9 sessions of Pathway to 

Supervision: 175 Agency employees 

- 6 sessions of MOB District Training: 

211 Agency employees 

- 1 session of Leadership Institute 

Training: 15 Agency employees 

- 3 sessions of Contractor Training: 81 

Contractor employees and Agency 

employees 
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- 5 sessions of Workplace 

Civility/Unconscious Bias Training: 

182 DHR, AoA, ANR, and RCT 

employees  

 

Strategies (What are we doing to 

improve) 

Short-term (Call for action) 

Current offerings by VTTC is 

going to continue to offer. 

 

 

Implementation of Agency-wide bi-

weekly progress meetings and 

reports for all Agency 

probationary employees and 

temps/interns. Aiming at 

building more tools to make 

the process user-friendly and 

to encourage meaningful 

dialogue between supervisors and their 

newest employees. 

- Create useful, efficient, and 

meaningful forms and worksheets 

for each 

Division/Department/Section, 

develop a creative, innovative, 

technical solution for collecting, 

tracking, and sharing the forms 

- Construct a communication 

strategy to impress upon 

supervisors how important it is to 

check in with new additions to the 

team 

- Establish tools for our supervisors 

so they have meaningful 

conversations with their newbies 

early and often.  

Long-term (Future vision) 

Development opportunities. Maintain 

current offerings while 

continuing to expand future 

offerings. The main focus of 

future delivery will be via increased 

communications such as newsletters, 

Lunch and Learns, and more micro 

learning-based tools. Enter into a 

contract for micro e-Learning content to 

be loaded and managed by the current 

Learning Management System. Map 

competencies to learning topics to 

further expand the value to Job 

Development Plans and increase 

understand of how an employee can 

move through a job class series. New 

trainings will be created based on needs 

assessment, e.g., resume tune-up and 

interview readiness. 

Technical Branch: 

- Significant investment will be made 

to map business processes for and 

create e-Learning packages for 

Operations staff at DMV. This will 

be particularly important since 

several IT projects are currently 

underway. 

- Guardrail Installation and Layout 

- Lines and Levels  

- NHI Trainings focused toward 

design and office staff 
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- Additional Welding Classes  

- Contract Administration Trainings 

- Tier III Rivers and Roads Training 

- Group Webinars for PDH 

opportunities for PE license 

renewal requirements 
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Managers and Supervisors 
 

Overview (Why this is important to 

us) 

Statistically, the #1 reason employees 

leave their job is related to supervision: 

There is a saying, “people don’t leave 

companies, they leave supervisors”.26 

Managers and supervisors have the most 

consistent impact on employee 

engagement, morale, and productivity. 

They have a large influence over team 

culture, they lead performance 

managements, and they are responsible 

for individual development of their staff. 

In past practice, many promotions were 

given based upon seniority, not 

necessarily upon competency.  

Current State and Trends (How are 

we doing) 

These are the area of current investment 

today. 

- VTTC offers pre-supervisory 

training (Pathway to Supervision) 

to educate employees about the 

roles and responsibilities of 

supervisors. This not only prepares 

employees to become Supervisors, 

but also helps them to see their 

                                                           
26 (Peterson, 2005) 

current work environment through 

the eyes of their own supervisor. 

- All supervisors are required to 

attend AOT’s New Supervisor 

Welcome which provides the new 

supervisor with pertinent 

information they need upon arrival 

to the Agency or in their new role. 

- All supervisors must complete 

Supervising in State Government at 

the CAPS training facility within 

the first year of their employment or 

promotion. Additional  

 

 

 

 

support is provided to supervisors 

through Gallup Strength Finder 

assessment and one-on-one 

coaching, mentoring, and Strengths 

Based Teams training. 

- As highlighted in the UVM / TRB 

report following a study on 

employee retention and knowledge 

management, some employees 

noted that AOT has been working 

to improve the supervisory 

practices and suggested that further 

efforts are needed. Nevertheless, 

the researchers recommend greater 

emphasis on the topic of 

supervision, perhaps involving 

more in-depth assessment of 

“Identify a person's strengths. Define outcomes that play 

to those strengths. Find a way to count, rate or rank 

those outcomes. And then let the person run.”  

Marcus Buckingham 
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supervisors’ skills in their annual 

performance evaluation. 

- By using Korn Ferry’s tools in the 

recruiting process and helping 

managers to select most fitting 

competencies and corresponding 

questions for the interview process, 

CR and the VTTC support the 

understanding of competency-

based teams. 

Frankly, the VTTC still needs to do more 

to invest more time and energy into skill 

building for our supervisors. Although 

progress has been made, more 

investment is still needed. 

Strategies (What are we doing to 

improve) 

Short-term (Call for action) 

Mandated supervisory training 

will continue to be offered 

and tracked to ensure 

compliance. The VTTC will 

provide additional training 

through coaching, mentoring, 

and other training 

opportunities.  

 

Newsletter. Launches during the 

last quarter of 2018 and 

thereafter, quarterly 

newsletters with supervisory 

topics will be generated and 

distributed to validate if this 

kind of microlearning will 

prove useful to supervisors and 

managers. 

 

Long-term (Future vision) 

Supervisory training. AOT needs to be 

more selective about the hiring 

of all supervisors and 

managers AOT hires and 

promotes to ensure they have 

the competencies needed to be 

an effective leader. New 

supervisors and managers need better 

access to real-time information in 

preparation for performance 

evaluations, coaching techniques, hiring 

practices and onboarding. Supervisory 

and management goals and skills should 

be evaluated as part of the annual 
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performance evaluation. Mandates are 

going to be tracked, training and 

coaching provided, and newsletters 

created in order to address this topic.  
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Knowledge Management 
 

27Overview (Why this is important to 

us)  

Knowledge is a valuable asset in any 

organization. Knowledge can reside in a 

wide variety of locations to include files, 

databases, and even in employees’ 

heads. With the increased access to 

mountains of data comes the increased 

priority on how to manage the 

knowledge of our Agency. When 

considering high retirement rates (27.6% 

by 2022) and the general mobility of our 

                                                           
27https://www2.deloitte.com/content/dam/Deloitte/at/Documents/h
uman-capital/millennial-innovation-survey-2016.pdf  

workforce, knowledge management 

becomes even more important. AOT 

needs to invest more time and energy 

into managing our knowledge by 

determining how best to document and 

transfer that knowledge to our ever-

changing workforce.  

 

 

In 2018, the Agency experienced a 

building fire at the National Life campus 

which houses a large percentage of 

Agency staff. This event highlighted the 

need to focus more energy on knowledge 

management. A key to successful 

knowledge management will be to 

define short-term and long-term 

strategies to support progress in this 

area. 

But why is it important? Effective 

knowledge management helps ensure 

that people have the knowledge they 

need to do their work and make good 

decisions, that they have the knowledge 

when they need it, and that they 

understand why and how this 

Knowledge Management is a set of principles 

and practices an organization can use to 

identify, capture, organize, preserve, 

disseminate, shared and apply critical 

knowledge in pursuit of the organization’s 

strategic mission.1 

https://www2.deloitte.com/content/dam/Deloitte/at/Documents/human-capital/millennial-innovation-survey-2016.pdf
https://www2.deloitte.com/content/dam/Deloitte/at/Documents/human-capital/millennial-innovation-survey-2016.pdf
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knowledge can be useful (Quoted from 

NCHRP Report 813). 

Current State and Trends (How are 

we doing) 

Informal yet important knowledge 

management activities are occurring 

every day within AOT. Managers train 

employees, teams share information, 

daily data is stored on shared network 

drives or in SharePoint. 

Unfortunately, activities are disparate 

and inconsistent across the enterprise. 

Without added focus and structure, 

AOTs knowledge is not being as well 

utilized as it could be. As access to data 

increases, knowledge management 

becomes more challenging, exacerbating 

– the concerns and exposing AOT to risk 

unless action is taken. 

Immediate knowledge transfer. The 

VTTC has provided on their website a 

Knowledge Transfer Plan to assist a 

manager or employee to capture 

knowledge from a departing employee. 

This plan provides the opportunity to 

document knowledge in the following 

areas: 

- Key Contacts and Relationships 

- Assignments 

- Deliverables 

- Meetings 

- Issues and Risks 

- Vital Information  

- Lessons Learned 

 

UVM Study. AOT engaged in a research 

project with the University of Vermont 

and completed a knowledge 

management assessment survey with a 

total of 61 employees from Technical 

Services, Structures, and the Department 

of Motor Vehicles. Using SharePoint, a 

process was developed and tested to 

capture tacit knowledge from eight 

employees from Structures and TSMO 

units. This pilot developed a form and 

process to capture and share knowledge, 

a place for storing that knowledge and a 

system for searching documents 

produced. 

Strategies (What are doing to 

improve) 

Short-term (Call for action) 

Immediate knowledge transfer. As 

clearly visible when looking at 

the list above, it is hard for 

someone to remember to 

transfer all of these specifics 

without a process to follow. 

Since this process is optional, 

it is unknown how many 

managers are taking advantage of this 

tool. Therefore, the development of a 

more formal process is necessary to 

successfully integrate knowledge 

transfer into the employee offboarding 

process. 
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UVM Study.28 Feedback from pilot 

participants indicated that 

while helpful, the piloted 

approach did not address the 

root problem of too many 

documents in too many 

places. DHR will continue the 

Exit Interviews in order to 

collect data that can be used 

on a quarterly basis. 

Policies and Procedures. Additional 

work to update and store 

policies and procedures has 

been taking place across the 

Agency within divisions and 

units. A more overarching and 

consistent approach to include 

a communication plan is going 

to be developed by a future 

Task Force. 

 

Educate ourselves. In order to meet 

Agency knowledge 

management needs, educating 

ourselves about the topic is 

important, establish a working 

group to focus on this topic, 

and create general awareness 

as to why it’s important to 

prioritize this work. To address this, a 

representative of the VTTC attended the 

AASHTO Knowledge Management 

subcommittee meeting in the Spring of 

2018. They brought back valuable 

                                                           
28https://vtrans.vermont.gov/sites/aot/files/planning/documents/plann
ing/Research/16-5%20VTRC%20Retention%20Study_Final.pdf  

information that will assist the Agency 

and have already transferred some of 

that knowledge to the first cohort of the 

Transportation Leadership Program. 

Long-term (Future vision) 

Knowledge Management Task Force. In 

2018, AOT created a 

Knowledge Management 

Task Force with 

representation across the Enterprise. The 

first order of business for this steering 

committee will be to develop a 

Knowledge Management Charter. This 

Charter should define how the steering 

committee will operate, catalogue and 

prioritize various knowledge 

management initiatives, and provide 

support to complete knowledge 

management initiatives. Six basic steps 

will be taken to achieve a viable 

knowledge management program: 

- Gain sponsorship 

- Identify gaps and target projects 

- Identify reusable content 

- Contribute content 

- Reward/Recognize progress 

- Market available content 

Identification and prioritization of 

knowledge management projects will 

flow from the Knowledge Management 

Task Force.  

https://vtrans.vermont.gov/sites/aot/files/planning/documents/planning/Research/16-5%20VTRC%20Retention%20Study_Final.pdf
https://vtrans.vermont.gov/sites/aot/files/planning/documents/planning/Research/16-5%20VTRC%20Retention%20Study_Final.pdf
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Structured processes. Formal process to 

capture knowledge prior to 

employee promotion or 

departure. While the VTTC has a 

form on the website that 

structures the knowledge 

management process, the long-

term goal is to develop a standardized 

process.  
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Employee Retention 
 

Overview (Why this is important to 

us) 

One of the greatest challenges 

organizations face is to find, recruit, and 

retain their most crucial employees.29 

Employee retention is considered to be 

the policies and practices of a company, 

an ability of organizations, and a 

strategic 

process in 

which 

employees are convinced to stay. When 

applied successfully, these strategies 

were found to reduce the costs of 

recruiting and training, and prevent 

competing companies from luring away 

carefully selected, well-trained key 

employees.30 Most successful retention 

strategies are not simple, one-solution-

fits-all approaches. It is necessary to also 

create tailor-made approaches to 

minimize turnover within crucial core 

projects or address specific retention 

drivers within an important group of 

employees. Retention strategies require 

constant analysis and improvement as 

well as an alignment in the overall 

management strategies.31  

Changing Work Environment. The 

following trends are expected to have an 

effect on employee retention by changing 

the work environment, and it is likely 

                                                           
29 (Choudary, 2016) 
30 (Sandhya & Kumar, 2011) 

that they will keep being significant in 

the coming decades: 

- Increasing mobility and 

globalization  

- Digital revolution  

- Careers have become a dynamic, 

qualitative development  

- Employees are in the “driver’s seat”  

 

 

 

 

Changing Workforce. Besides a 

changing work environment, the next 

decade is supposed to witness a 

generational change as well.  

Topics include: 

- Increased 

generational 

differences  

- Shortage of 

skilled workers and “war for talent”  

When it comes to employee retention, 

team leaders will experience high 

turnover if they do not take the steps 

necessary to retain their crucial 

employees. 

31 (Allen et al., 2010; Herman, 2005) 

Replacing employees costs 

between 150 to 200% of 

their entrance salary. 

 

Millennials change their 

jobs twice as often as 

the Generation X and 

three times more often 

than Baby Boomers. 
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Current State and Trends (How are 

we doing) 

When looking at the AOT’s existing 

strategies, it is noticeable that there is no 

overarching, organization-wide strategy 

in place to retain employees. 

Nevertheless, many initiatives described 

by research as decisive factors regarding 

employee 

retention are 

part of AOT’s 

opportunities 

offered to its 

employees. 

There is a broad 

variety of training, coaching, and 

mentoring offered. AOT leaders provide 

meaningful yearly performance 

feedback and focus on AOT’s mission 

and goals. Supervisors try to grant 

autonomy, skill variety, flexible work 

schedules, networking, and give 

acknowledgement. 

Training. The 

VTTC grows its 

programs year 

by year. It 

provides safety, 

learning and 

development, 

and DMV 

training. VTTC partners with Civil 

Rights and CAPS and engages with other 

external partners. A lot of these trainings 

were created in response to needs 

articulated across the Agency. Further 

growth opportunities offered by the 

VTTC are the mentoring program, 

Individual Development Plans, 

coaching, strength coaching, engineer 

rotation program, and the high potential 

program. 

Classification. Contrary to popular 

belief, research shows that financial 

incentives are not generally significant in 

an 

employee’s decision to stay with or leave 

an organization. Initiatives like 

Decentralized Reallocation try to 

respond to this issue and the 

Classification Committee meets monthly 

to collaborate with DHR to instill fair pay 

across all levels and areas within AOT. 

The topic of equitable and timely 

classification reviews to ensure 

appropriate allocation and 

compensation is a critical aspect of 

retention. 

Supervision. AOT focuses on a solid 

training path for supervisors. By offering 

Employees leave their jobs every five years. 

Over their life-span, employees change 

their job nine times. 

One third of newly hired employees 

estimate that they will leave within a year. 

 

Training is defined as a 

planned effort to ease the 

gathering of job-related 

knowledge, skills, and 

behavior, and was found 

to be connected to the 

amount of retained 

employees and workforce 

productivity. 

Communication is meant to provide both the 

organization as well as the employee with clear 

expectations which, if absent, seemed to be a 

reason for employees to leave. 
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Pathway to Supervision, the VTTC starts 

training employees before they take on a 

supervisory position. The intention is to 

provide an awareness of supervisory 

tasks, and help employees to decide 

whether a leadership position is what 

they want. By partnering with CAPS, 

new supervisors go through another 

training which is standardized across the 

State of Vermont.  

Mission and culture. A clear mission 

and strategy seemed to be crucial when 

employees decide to stay. When 

employees get informed about the 

organization’s purpose or mission, they 

tend to stay.32 The purpose and 

contribution of each employee is 

highlighted in many ways: The 

Secretary, Executive Management, and a 

majority of supervisors highlight the 

importance of AOT’s work and its civil 

significance, as well as it being part of the 

government of Vermont. This is 

reinforced in the messages, e-mail 

correspondence, speeches, and one-on-

one conversation with AOT employees. 

Communication. Effective 

communication increases the 

identification of employees with the 

employer and therefore retention.33 The 

communication strategy put in place 

after the fire at National Life highlights 

AOT’s and the Secretary’s 

communication and transparency efforts 

                                                           
32 (Brown & Yoshioka, 2003) 
33 (Festing & Schäfer, 2014; Shekhawat & Sandhu, 2016) 

which were and still are very appreciated 

by employees. The bi-weekly progress 

report is another example. 

Teams. Another retention factor is 

personal attachments within teams. 

Empirical results showed that the 

stronger these relations were the better 

were the employee’s performance and 

the lower their intention to leave.34 The 

VTTC offers team trainings and team 

building activities, mostly based on 

Gallup’s Strength Finder. The demand 

for this increased significantly during the 

last year as leaders begin to understand 

the importance of employee engagement 

and team health. 

Roles. Role conflict or ambiguity 

appeared to trigger employees’ intention 

to leave their jobs, and was identified as 

one of the predictors of employee job 

satisfaction. Efforts like the Job 

34 (Osman et al., 2016) 

In a nutshell, AOT is already tackling 

topics that research suggested to boost 

employee retention but none of it is part 

of a dedicated, distinct retention strategy. 

Research suggests that it is up to the 

organization to provide retention 

strategies for the employee directly as 

well as a comprehensive, understandable 

strategy to supervisors. Since employee 

retention depends so heavily on 

supervisors, it warrants special attention 

and investment in upcoming years. 
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Development Plan or Korn Ferry 

Competencies directly relate to this 

issue. 

Strategies (What are we doing to 

improve) 

Short-term (Call for action) 

Newsletters. The VTTC’s monthly 

newsletter, which has been 

mainly an advertisement of 

upcoming classes, will be 

expanded by additional 

quarterly and more specific 

newsletters. One will be an 

AOT-wide newsletter to every 

employee containing 

information about relevant 

topics. In the context of 

employee retention, it will 

focus on short articles, videos, 

and background information for 

employees on what they can do to ensure 

they get the support they need. A second 

newsletter will be sent to supervisors, 

aiming at increasing their awareness of 

the topic, providing them with low-

threshold strategies to help them find out 

what their employees need to be 

retained. A last newsletter will go out to 

the current and all old cohorts of the 

Leadership Institute group to ensure 

their retention within the organization, 

since the investment into that group was 

and is significant. This way, the VTTC 

ensures that every employee is informed 

about all growth opportunities and 

supervisors are updated on 

organization-wide retention strategies. 

Employee recognition / Appreciation. 

To account for further empirical 

findings, the new VTTC 

homepage will include a 

“employee recognition” 

section. Engaged and 

successful employees can 

receive another form of 

recognition and 

encouragement, which will set 

the tone for other employees at AOT and 

form the culture. AOT will establish 

categories for recognition, aligned with 

its overall strategy. Furthermore, the 

Extra Mile Award will be continued. A 

group of the Transportation Leadership 

Institute will work on this topic for one 

year, aiming at cataloguing current 

programs and gathering new ideas. 

Overview strategies for supervisors. 

Since research suggests 

streamlined, organization-

wide retention efforts to ensure 

standardization, supervisors 

will be provided with the same 

information (i.e., employee 

retention strategies). It will be 

distributed through newsletters, 

homepage postings, cheat-sheets, e-

learning, meetings, training, or 

individual development sessions. 
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Exit interviews. DHR has 

implemented standardized 

exit interviews. The 

cumulative results will give 

further insight for the 

identification of new 

strategies. Leaving employees 

are contacted and invited to share their 

thoughts – in person or via mail; 

accumulated results will be then 

presented by DHR. The gathered data 

can be used to identify issues both across 

the Agency as well as within a group or 

to detect trends for certain positions. This 

data will be critical to understand in 

order to create new or adapt existing 

strategies or to focus on a specific group, 

area, or position within the Agency. 

Supervisory training. All supervisory 

training offered at the VTTC 

will be revised in 2019. This 

will allow for new content, 

e.g., information on employee 

retention. This is crucial 

mainly because supervisors 

were found to play a decisive 

role when trying to retain an 

employee. These trainings will 

provide standardized knowledge of 

strategies and how to use them across the 

agency. 

 

 

 

Marketing VTTC. The VTTC’s new 

homepage will provide another 

channel to inform employees 

and applicants/future 

employees about the employee 

retention strategies applied by 

AOT. The site will link to 

training and growth opportunities, 

newsletter content, and the Learning 

Management System. It could also entail 

documents like cheat sheets with an 

overview of different employee retention 

strategies, tips on regular check-ins 

between the supervisor and the 

employee, and the VTTC’s contact 

information if further questions arise.  

Transportation Leadership Institute 

retention strategy. The VTTC will draft 

and pilot a retention strategy 

for all graduates of the 

Transportation Leadership 

Institute. Strategies will 

respond to the needs of this 

high-potential group and aim 

to retain those emerging leaders AOT 

highly invested in. 

Decentralized reallocation. A state-wide 

task force will overhaul 

minimum qualifications, job 

specifications, matrices, and 

decentralized reallocation for all 

targeted positions. This project 

started in December of 2018 and 

will be supported by a group of 

participants of the 

Transportation Leadership 
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Institute. Given the large amount of 

different positions at AOT, this project 

will require a long-term vision shared by 

several other stakeholders, e.g., DHR, 

Civil Rights, and the Classification 

Committee, to provide fair and equitable 

classification to every employee as well 

as recruiting and growth opportunities 

within AOT. 

 

Onboarding. Creating a new, state-wide 

onboarding process including a 

transportation specific part. In 

additions, the bi-weekly 

progress report will ensure 

that supervisors will touch 

base with their new employees 

regularly so they have a positive 

onboarding experience which will 

increase the retention of new hires. 

Infants in the workplace program. The 

VTTC will partner with the 

Department of Human 

Resources (DHR) to support 

this initiative. Based upon 

questions received from 

employees and supervisor, 

VTTC will partner with DHR to create an 

FAQ or other tools as needed.  

Programs like Infants in the 

Workplace will enable 

employees to meet both work and family 

needs, support young families, foster 

retention, engagement of the team as a 

whole, and improve quality of life. 

Long-term (Future vision) 

Dedicated plan for retirement wave. 

Due to available data, AOT 

knows about the pending 

retirement wave that is 

forecasted for the coming years. As a 

long-term strategy and based on the key 

performance indicators resulting from 

short-term measures (e.g., Exit 

Interviews), AOT will create dedicated 

retention strategies for groups of 

employees that show a higher turnover 

than others. 

 

Meetings. As part of the outreach 

process, VTTC will join 

meetings (e.g., Quarterly 

meetings, MOB) to inform and 

train supervisors and 

managers about strategies to 
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retain their employees. This will contain 

presentations, handouts, follow-up 

emails / reminders, and answers to 

questions that come up after the training. 

This will ensure a standardization across 

the Agency and also foster 

communication among managers and 

supervisors. 
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Employee Offboarding 
 

Overview (Why this is important to 

us) 

Employee Offboarding, also known as 

exit management, is the process by 

which an employee departs the Agency, 

voluntarily or involuntarily. 

Appropriate offboarding is a critical 

talent management activity for a variety 

of reasons. Some employees will return 

to work for the 

State or the 

Agency again. 

Leaving in a 

positive environment encourages 

employee reintroduction at a later time. 

Processes are needed to ensure that all 

state-owned equipment is returned, i.e., 

laptop, purchasing card, cell phone. 

Knowledge transfer is an important 

component of the offboarding process. 

And finally, capturing the departing 

employee’s perception of what is going 

well and what the gaps are in their work 

environment is critical to creating and 

maintaining a healthy work culture and 

environment in our workforce. 

 

 

Current State and Trends (How are 

we doing) 

Exit Interviews. As part of a research 

project the University of 

Vermont developed and 

piloted an exit interview 

questionnaire with 49 

employees who had 

voluntarily separated from 

July – December of 2017. The data was so 

useful that in the third quarter of 2018, 

AOT instituted an ongoing exit interview 

process. The Department of Human 

Resources contacts every employee 

departing voluntarily and provides a 

copy of the exit interview questionnaire 

and offers to provide an exit interview in 

person or over the phone. Information is 

captured to address unique challenges as 

well as feedback trends. The exit 

interview questionnaire identifies, from 

the employee’s perspective what is going 

well and what gaps existed in their work 

environment. 

 
 

 

 

 

 

 

 

 

 

 

14% of applicants 

applying in 2017 

were rehires. 
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Strategies (What are we doing to 

improve) 

Short-term (Call for action) 

Communication improvements for exit 

interviews. More 

communication will be sent to 

managers and supervisors to 

remind them to notify DHR in 

advance of their employee’s 

departure. Exit interview data 

will then be compiled into an 

electronic format and reported quarterly.  

Long-term (Future vision) 

Knowledge transfer. A long-term 

strategy will be developed to 

ensure more formal 

knowledge transfer is 

occurring when an employee is 

departing. The VTTC has a 

form on the website that 

structures the knowledge management 

process, and the long-term goal is to 

develop a standardized process.
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Icon Key 

 

 

Civility & 
Respect 

 

 

Customer 
Service 

   

 

Safety  

 

Employee 
Engagement 

   

 

Quality of 
Life 

      

 

Abbreviation Key 
Abbreviation Meaning Page 1st Appears 

On 

AASHTO American Association of State Highway and Transportation Officials 42 

ADA Americans with Disabilities Act 8 

AGC Associated General Contractors 27 

AOT Agency of Transportation 5 

BBS Behavior-Based Safety 11 

CAPS Center for Achievement in Public Service  16 

CR Civil Rights 9 

CWS Creative Workforce Solutions 25 

DHR Department of Human Resources 9 

DMV Department of Motor Vehicles 6 

DOT Department of Transportation 34 

DRA  Decentralized Reallocation 33 

EDHC Employment Diversity in Highway Construction 26 

EEO Equal Employment Opportunity 36 

FAA Federal Aviation Administration 11 

FHWA Federal Highway Administration 24 

FRA Federal Railroad Administration 11 

HRC Human Rights Commission 9 

JDP Job Development Plan 34 

KPI Key Performance Indicators 47 
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Abbreviation Key, Cont. 
Abbreviation Meaning Page 1st Appears On 

LOTO Lock Out Tag Out 49 

MOB Maintenance and Operations Bureau 9 

NCHRP National Cooperative Highway Research Program 41 

NEW New Employee Welcome 53 

NHI National Highway Institute 36 

NSO  New Supervisor Onboarding 53 

NSTI National Summer Transportation Institute  27 

OSHA Occupational Safety and Health Administration 11 

PDH  Professional Development Hours 38 

RCT Rural Community Transit 9 

SOV State of Vermont 5 

SWOT  Strengths, Weaknesses, Opportunities, Threats 9 

TC3  Transportation Curriculum Coordination Council 36 

TEGA Technical Education Guidance Association 25 

TMW  Transportation Maintenance Worker 13 

TSMO  Transportation Systems Management and Operations 42 

USDOL US Department of Labor 25 

VDOL Vermont Department of Labor 25 

VOSHA Vermont Occupational Safety and Health Administration 11 

VTC Vermont Technical College 27 

VTTC VTrans Traning Center 9 

 


