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Learning Objectives

. Identify how to cultivate talent in an airport
organization

. List the three major categories of talent
cultivation techniques

. Discuss how to implement talent cultivation



American Association of Airport
Executives (AAAE)

1.0 Continuing Education Units (CEUs) are available to
Accredited Airport Executives (A.A.E.)

Report your CEUs: www.aaae.org/ceu



http://www.aaae.org/ceu

Seth Young, Ph.D., A.A.E., CFI

DY Consultants

=~ Senior Director of Aviation, DY Consultants, New York, NY

- Associate Professor, Civil Environmental and Geodetic Engineering
McConnell Chair of Aviation, Center for Aviation Studies
The Ohio State University, Columbus, OH

- Chair of Advisory Panel, ACRP 06-06
Report 232: Cultivating Talent in the Airport Industry

= PM, ACRP 06-07
Report 230: Enhancing Academic Programs for Future Airport Professionals

=~ PM, ACRP 06-02
Report 75: Airport Leadership Development Program
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Five Ways to Get Involved!

1. Join the ACRP
IdeaHub
community

2. Volunteer for
a project panel

A RP ARPORT 3. Prepare a Visit us online:
C e research
Srocr oroposal www.trb.org/ACRP

4. Answer an
ACRP survey

5. Apply the
research
results
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http://www.trb.org/ACRP

ACRP Report 232

Playbook for Cultivating Talent in the Airport
Environment

Jessica Jenkins, Ph.D.
Chelsey Jackson, M.P.S
Kelly Dray, M.S
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ICF Team

- Jessica Jenkins, Principal Investigator = Chelsey Jackson, Deputy Principal
» Director of Human Capital, ICF Investigator
»  Ph.D. in Industrial/ Organizational - Manager of Human Capital, ICF
Psychology = M.P.S in Industrial/Organizational
» 15 years of experience in workforce Psychology
research and consulting = 9years of experience in workforce
> Significant experience working on ACRP research and consulting
and other TRB projects = Experience working on several ACRP

and other TRB projects
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Kelly Dray, Project Support
Management Analyst, ICF

M.S. in Industrial/Organizational
Psychology

5 years of years of experience

in workforce research and consulting
Experience working on several TRB
projects
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ACRP Report 44 Oversight Panel

Seth B. Young, The Ohio State University, Panel Chairman

D. Michael Ehl, Seattle WA

Linda G. Frankl, ADK Consulting and Executive Search

Kurt Gering, National Funding

Jennie Santoro, HNTB Corporation

Rebecca Didio, FAA Liaison

Qinya Pang, Airports Council International-North America Liaison
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Project Goal

A ‘playbook,” for aitport leaders and managers,
that will provide inspiring, tested, and readily
implementable techniques to enhance talent

cultivation and knowledge transfer within airport

organizations.

Q
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Work Performed

Conducted
Literature
Review

*Reviewed literature to
develop an
understanding of the
issues that impact the
ability of the airport
industry to retain
individuals who can
lead, guide, manage,
and carry out airport-
centric initiatives

Conducted Gap
Analysis

*Conducted interviews
and focus groups to
identify challenges and
barriers to talent
cultivation and
professional growth

Developed
Strategies and
Tools

*Developed strategies, or
plays, that will enable
airport leaders and
managers to enhance
talent cultivation within
airport organizations

*Conducted interviews
with airport leaders to
understand innovative
and successful workforce
strategies being
implemented, and
developed
case studies

Developed
Metrics to
Measure
Effectiveness

«ldentified metrics that
airport leaders and
managers can use to
NEERIGEROE
effectiveness of each

play

Developed
Playbook

*Plays are broken into
three workforce challenge
areas: Creating an
Environment that
Cultivates Talent,
Supporting Employee
Growth, Preparing to
Meet Future Needs

*Includes a Needs
Assessment to help
airport leaders and
managers understand
where the
airport/organization has a
need for improvement
around talent cultivation
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Talent Cultivation Playbook

« Designed for quick and easy application

 Can be used by airports of different types and sizes

e Addresses all levels of the organization from entry
level through leadership

* Includes approaches that are tactical, strategic,
and structural in nature

e Each play includes:
. Brief description
*  Potential indicators of a need for the play
. Detailed implementation steps
*  Success story
*  Key success factors
. Potential obstacles and considerations
*  Additional resources
. Metrics to measure success
. Related case study examples

Play 1: Implement Cross-Function
Organization-Wide Knowledge Sh4

A cross-functional group session is a formal
duties within the airport, who meet to exche
groups. These sessions can be in the form
increase employees’ airport-related knowled
funcional group sessions may be considere
training that is unparalleled in its abiliy to f
functional group sessions, employees leart
advice based on their unique experiences an
they solved a problem can be relevant fo s
crossfunctional group session is & solufio
providing employees with an opportunity fo d
tegarding problems they are encountaring ¢
tasks more effciently.

Indicator #1

Experienced gaps in employees’
required or desired knowledge

Indicator #

Cross-Functional {

it

Scuthwest Florida Interational Airport insitutes
learn about best practices and make sure that i
concessions staff, gate agents, security personn
Leam sessions about improving customer servic
cross-funclional group sessions (e.g., @ brown
across employees. Through these Lunch and Lt
can enjoy learning about the work that ocours &

Step 1: Establish the purpose of the
communication befween members |
Step 2: Determine the program fea
functional group sessions and the s
establish the format of the session.

Step 3: Obtain support from manag
them to promote the group sessions

Step 4: Invite employees and their
included in these group sessions ar
teach about the desired topic areas

Step 5: Schedule speakers (infers

Step 6: Ensure that invited employe
o the cross-functional group sessio

Step 7: Host the cross-funcional gt

Implementation Steps

Key Success Factors

* Increase salisfaction amang pariicipants by
identitying gaps in employees’ desired or
required knowledge and skills and develop
the cross-funclional group in a way that best
addresses these gaps

+  Fostering a diimate of knowiedge sharing
rather than knowledge hoarding by
highlighting the benefis of collaborative
learring wil encourage participation and
engagement in the sessions

AO bstacles & Considerations

It may prove difficut to get achieve active
participalion ameng all employees, but
paricipation may be encouraged by
highlighting the benefis of the sessions and
ensuring that employees are given fime in
their schedules to participate.

Managers may be hesitant fo adopt these
sessions given the time required to organize
them, but emphasizing the benefits of the
sessions may help increase buy-in

Play Adjustments to Achieve a Similar Outcome in Different Ways

If you are not ready to host cross-functional group sessions, try creating a repesitory or ibrary of resources. If
you already hest cross-functional group sessions, hosfing open houses might be a good next step for you.

Create a repository or library
of resources: You and your
employess can contnually
update this to share content and
knouledge with each other.

Host open hauses: Emplayees
can leam more about the arport
and its funciions, informally et
employess wihn theirunctional

area as wel as othe:
leaders questions.

2, ond o

Additional Resources

If you are looking for more information about cross-functional knowledge sharing sessions, visit these sources:

s Example brownbaq seties from the University of Arizona’

©  How to run successful Lunch and Learns from MindTools?

*  Example flyer promoting a brownbag series from the Oregon Department of Transportation3

“tps it arizona eulbromn bag seminars
B

Step 8: Regularly assess whether ine Gross-Tunciorial group $essions are Meeling me fieeas of
employess and be open to making changes to ensure maximum benefit and learning.

Implementation Tools and Resources

even provide incentives for participating

sessions.

Employees want more teamwork,
collaboration, or connection with

those outside of their immediate

working group
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Managers can use check-ins with their employees to make sure their employees are aware of the cross-
functional group sessions, link participation in these sessions to their employees’ performance goals, and

Surveys may be used fo assess employees’ desire for sessions about various fopic areas, comfort level with
parfcipating, knowiedge or skills gained through pariiipation, and their safisfaction with the format of group
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Plays: Creating an Environment that Cultivates Talent

Play Overview

Implement cross-functional group
sessions to promote
organization-wide knowledge
sharing

A cross-functional group session can enhance employee retention by providing employees with an
opportunity to develop relationships, learn from their colleagues, and get guidance regarding problems they
are encountering at work, which in turn helps them perform better and accomplish tasks more efficiently.

Host “learning moments” forums
to share lessons learned

Learning moments forums can be described as formally organized and structured discussions in which
employees share something they learned, a best practice they developed, or skills they utilized to accomplish
a difficult goal.

Facilitate Think Tank forums to
promote innovation

“Think Tank” forums are useful for encouraging innovation amongst employees and allowing employees to
have their voices heard in decision-making processes, both of which help increase employee engagement
and satisfaction.

Conduct group visioning
sessions with employees to
outline shared values and goals

Group visioning sessions may be described as formally organized gatherings of employees with the purpose
of establishing goals to work towards as a team and values to uphold in pursuit of these goals.

Conduct employee purse surveys
to understand employee attitudes
about work

Employee pulse surveys can provide airport managers with an easy and cost-effective way to track their
employees’ attitudes throughout the year.

Articulate a peer-nominated
employee recognition approach
to honor work successes

The National Academies of
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An employee recognition program is a system used to acknowledge individuals who go above and beyond
when performing their job duties and deserve to have their work successes celebrated.
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Plays: Supporting Employee Growth

Play Overview

Provide job shadowing opportunities to Job shadowing provides employees the opportunity to learn about and observe the responsibilities and
broaden employee skills interactions of different jobs within the airport without transitioning from their current role.

Facilitating a reciprocal mentoring program is a cost-effective strategy for encouraging collaborative
learning within the airport and provides employees with opportunities to engage with and learn from their
colleagues.

Facilitate reciprocal mentoring opportunities
to increase employee capabilities

Managers may be able to generate a list of acceptable training opportunities for employees by consulting
Guide employees in pursuing relevant training | with the HR department or training personnel, discussing possible opportunities with other department
or certifications to improve their skills managers, inquiring about any opportunities offered by organizations such as the AAAE or ACI, and
searching the internet for any relevant programs.

Conduct constructive feedback sessions for
leaders to promote consistency across
employees

Constructive feedback involves using facts (versus opinions) to support appraisals of employees’
performance, describing the impact of employees’ actions, and providing guidance for future behavior.

Share sources for publicly available Providing employees with resources that may aid in their personal and professional development (e.g.,

developmental opportunities to promote
growth

online training materials, magazine subscriptions, research articles, conference or workshop materials) is a
cost-effective way to encourage their skill-building and knowledge growth and to support a knowledge-
sharing culture.

Facilitate career path discussions to share
career development opportunities with
employees

A career path is a sequence of different jobs that an employee can progress through within an organization,
which can guide them and provide an understanding regarding how to reach their overall career goals.
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Plays: Preparing to Meet Future Needs

Play Overview

Fostering relationships and partnership opportunities with academic programs can help create a pipeline for
Create partnership opportunities for airport | new talent in the airport, resolve the learning gaps that new employees may have when first entering the
leaders to engage with academic programs | airport industry after completing their education, and provide current airport employees an avenue to continue
their education.

Conduct “stay interviews” to learn from Stay interviews should be conducted during an employee’s tenure at the airport to help managers better
employees and improve employee retention | understand what makes employees remain at the organization and what factors might cause them to leave.

Internal internships are opportunities in which employees work in a different position and/or functional
Design internal internship opportunitiesto | area for a fixed period (e.g.,1-3 months, full year) with the purpose of developing their knowledge, skills, and
prepare future talent abilities (KSAs). Employees who participate in internships can gain exposure to other career paths and pursue
their career goals and aspirations.

Create a personal career narrative to share | A personal career narrative is a short description of why individuals selected their career or field, how they have
work experiences with employees progressed in their career, and their short- and long-term goals.

A futuring workshop involves a thought exercise in which managers, key stakeholders, and employees describe
the current trends and demands for the specific airport or the airport industry that will impact workforce needs
in the future.

Conduct futuring workshops to understand
future workforce needs
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Putting the Plays into Practice

* Incremental Use of Selected Plays

*  Plays can be used as standalone techniques or combined with other plays
depending on the need

e Levels of Plays

*  Each play contains suggested adjustments for how it can be leveled up or
down as needed

* Airport-Wide Processes and Procedures

* Airport-wide talent cultivation processes and procedures can be developed
using the plays as a baseline and expanding the scope and stakeholders
involved

The National Academies of
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Needs Assessment

Purpose: Help airport leader or manager understand where the airport/organization has a
need for improvement around talent cultivation

Among the following talent cultivation goals,
which is currently the most pressing for your
airport?

a N
Prepare to meet the future workforce
demands by understanding the needs and
goals of current employees, future
employees, and the airport industry.

p oy

l

(Has your airport/organization engaged in D
strategic planning to determine how
industry fluctuations and new demands will

Airport leader or manager
answers the question to identify
play(s) designed to help solve
their specific talent cultivation
challenges

impact workforce needs over the next 5-10
\_years? o

Play 7: Provide Job Shadowing
Opportunities. .
Play 5 Conduct Empl Pul
Sj?\rl Sl([l’nuﬂgersrg;:];yee uise Play 8: Facilitate Reciprocal Play 17: Conduct Futuring
ey: ) Mentoring Opportunities to Workshops to Understand Future
Employee Attitudes About Work g Upp: Workfarce Needs
Increase Employee Capabilities
Does your airport/organization use
relationships with local colleges,
universities, or technical schools to help
connect with potential future talent?
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Metrics and Metric Scorecards

Purpose: Provide a consistent and quantifiable approach to evaluate the impact of talent cultivation plays

* The metrics are designed to be easily understood and used, have broad
applicability, and be adaptable to the needs of diverse audiences

e  Maetrics:

. Time to implement

. Cost to implement

. Amount of time to realize results

. Sustainability

. Stakeholder support

. Percentage of employees able to participate

. Percentage of individuals who participated (of those able to participate)

. Supervisor perception of employee performance post implementation of play
. Percentage of participants satisfied with experience

The National Academies of
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Metric Scorecard

All metrics associated with each play
should be used together to evaluate
the play, and then a new scorecard
can be completed for a second play if
comparison is desired

By comparing the plays using a
consistent set of metrics and anchors,
airport leaders can simplify difficult
decisions and articulate the costs and
benefits of each approach

Metric Scorecard

Title of Play: [insert Play Title Here]
Metrics

Time to i

Over 12 months

6 to 12 months

3 to 6 months

Less than 3 months

Cost to implement

More than budget target

Right at budget target

Slightly under budget
target

Significantly under budget
target

Amount of time to realize
results

Over 12 months

6 to 12 months

3 to 6 months

Less than 3 months

Information or context

Information or content can

Can occur frequently with

Sustainability One-time occurrence must be continually be updated annually and . .
. minimal maintenance
updated to remain current | reused
Stakeholders know of Stakeholders know of
Stakeholder support Stakeholders unaware of program and do not program and slightly Stakeholders fully support

program

support it

support it

the program

Percentage of employees
able to participate

Up to 25% of employees
can participate

25% to 50% of employees
can participate

50% to 75% of employees
can participate

75% or more of employees
can participate

Percentage of employees that
participated
(of those able to participate)

Up to 25% of employees
can participate

25% to 50% of employees
can participate

50% to 75% of employees
can participate

75% or more of employees
can participate

Supervisor perception of
employee performance post
implementation of play

Decline in performance

No change in performance

Slight improvement in
performance

Significantimprovement in
performance

Percentage of participants
satisfied with experience

Less than 50% satisfied

50% up to 75% satisfied

75% to 80% satisfied

Greater than 90% satisfied

Total Score:

The National Academies of
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Case Studies

Purpose: Provide examples that airport leaders and managers can reference to see how airports have been successful
in creating an environment that enhances talent cultivation, supporting employee growth, and preparing the airport to
meet future talent needs

Effective Use of Recognition & Performance Management
Program for Talent Cultivation

The Minneapolis, St. Paul (MSP) Airport believes in fostering a refationship-oriented culture

i
e Each case study includes:
I n

where employees work together to get the job done, rather than through an authoritative

° B H f d H t' approach, by acting upon employee feedback. MSP captures employees’ thoughts and
rl e esc rl p I 0 n ideas through their annual employee survey (AES) 50 they can address their workforce's
needs and concerns. One inftiative that emerged from previous AES results was the
. . creation of an employee recognition program, giving employees the opportunity to determining what they wanted, needed, and what worked
A t d h acknowledge each other for exemplary performance. Also based on additional AES best for their workforce. It also required consensus and
I rp 0 r e m 0 g ra p I Cs feedback that employees wanted to see more accountability, MSP is in the process of rol approval from the executive team and senior staff.
out a new performance management program with a greater focus on accountability. Thi The program includes managers leaming how to write

another example of how MSP values their employees and helps foster a culture where SMART goals so they can guide their employees to do
the same, and quarterly check-ins to measure progress

I m p I e m e nt ati 0 n i nfo rm ati 0 n people work together to solve problems and accomplish tasks bt
Ke S to Su ccess Airport Demographics e

y Survey employees to understand what they need and to measure the success
Participant: Manager of programs. MSP’'s goals are directly generated from the AES results.

Challen ges and lessons learned B S HE T Iaevolop pi prguarns (ke WSS e for thar petoaemioe: managemmont

program) fo identify what works and what elements require change before
. N rolling out a program across the entire erganization.

= = Ensure that employee development is a priority and is modeled by senior

Im pa cttothe o rga nization " The program began i fesponse (o employees’ reque e
through the AES that they wanted an opportunity to

recognized for their contributions.
Launching the program required a written strategy
presented to the executive team to gain their buy-
ensure they would support it financially. st Since MSP is a public organization, they cannot offer

Monthly and Annual Employees nominate one another for exemplary RIRCaars generous gifts or have big celebrations for employee:
Employee performance each month to receive a $25 gift card; t public recognition awards. MSP conducted ample research on
Recognition Program are 10 winners each month organizations what other jurisdictions were offering and mirrored that
- “ If an employee demonstrates the airport's vision by value, while still striving for a meaningful program.
A I rp o rt S providing the best customer service, they are nomina x:fz" ezi'r?“;rr'g l:fe uﬁﬂ?ﬂ'&?&ﬁﬁ'ﬂﬁ% p;;twefs, MsP
for the annual award of $500 Manager skills property write goals. Training on goal writing had to be

The program gained momentum after a few months d
embedded in the new process so managers knew how fo
winners being advertised online, and employees beg: write and guide their employees on wriing SMART goals.

Management in the organization. MSP realized they needed to put employee recognition program has helped foster a relaﬁnnsmp-onented culture at

A H H H recognizing the value in recognizing one another.
Minneapolis-St. Paul International Airport mpact 1 Organization
more accountability throughout the organization and
- supervisors to manage poor performers better. The new performance management process increases expectations of all employee
N a p I es AI rpo rt Performance Previously, performance reviews were not routinely d| levels by increasing accountability and enhancing manager skill level. The
Enhancements practice in place that would strengthen manager skill MSP; the possibility of being g behavior

o o O - and guide them in ccxnducung perrorm ance reviews. increases teamwork and fellowship. Both efforts enhance me trust and dedication

Philadelphia International Airport M went g vt terstons o e petemer S
2view process throu: h piloting the program and

San Diego International Airport

San Luis Obispo Airport
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Case Studies

¢

"

Naples Airport Authority

0
Career Pathing nams®

Naples Airport has established career paths, which outline
advancement opportunities for progressive growth and
leadership.

e Future trajectory added to job
descriptions
e Supervisor buy-in

Understand employee needs
Supervisor conversation template

e Supervisor buy-in

B <

e |ncrease retention rates

]
N,
o,‘\
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San Diego Regional Airport o0 0

Authority W
Leadership Development

The airport has a designated team devoted to developing
and organizing programs that help their employees grow
within the organization and as leaders.

“Leading at All Levels”
e Career Development Program

Executive leadership buy-in
Use of promotional materials
e Surveys to assess program value

e Shift worker participation
e Budgetaryissues

B e

e Helpsemployees get promoted
e Engaged employees

)
N
al‘\
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Case Studies

. . X
Philadelphia Airport System W
Leadership Development
The Philadelphia Airport System offers various professional
development and leadership programs.

e Starsand Leads Program
e Supervisors and Management
Development

Clear objectives and outcomes
Leadership buy-in
e Flexibility

e Time commitment
e Group projects

B oY

e Employees feel valued

[
P
AN

I/‘
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Minneapolis-St. Paul Airport o

Employee Recognition Program and Accountability"
Through Performance Management Program

The employee recognition program allows employees to
acknowledge each other for exemplary performance and the
airport is rolling out a new performance management
program with a greater focus on accountability.

e Monthly and Annual Employee Recognition
Program
e Performance Management Enhancements

Understanding employee needs
Measuring program success
e Implementing pilot programs

e Award limitations for public organizations
e Manager skills

1=

e Increased expectations
e Relationship-oriented culture

L
\\/
'/‘\
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Case Studies

San Luis Obispo Airport

Learning and Development Center

The Learning and Development Center helps shape the future workforce in an airport that generally struggles
with succession planning and limited advancement opportunities.

e Learning and Development Center
Leader and Manager buy-in
Careful and consistent promotional efforts

e Proper communication

e Tracking organizational development

B el

e Employees understand career paths
e Shapes well-rounded employees

(]
<N/
l/‘\
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FOR ADDITIONAL INFORMATION

Jessica Jenkins

Jessica.Jenkins@icf.com

The National Academies of

SCIENCES - ENGINEERING + MEDICINE AC R P COORERATIVE
mRa e

TRANSPORTATION RESEARCH BOARD




Today’s Panelists

Moderator: Seth Young,
DY Consultants

Chelsey Jackson,
ICF

Jessica Jenkins,
ICF

Kelly Dray,
ICF

e
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ACRP is an Industry-Driven Program

=~ Managed by TRB and sponsored by the moor
Federal Aviation Administration (FAA). ACRP] =

- Seeks out the latest issues facing the airport 2020
industry. ANNUAL REPORT

OF PROGRESS

= Conducts research to find solutions.

= Publishes and disseminates research results
through free publications and webinars. i
(A

The darwmal e off
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L N

100 YEARS
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Other Ways to Participate

|
ACRP

AMBASSADOR

o

ACRP

CHAMPION

Q

ACR

IMPACTS ON PRACTICE

The National Academies of
SCIENCES + ENGINEERING + MEDICINE

Become an Ambassador. Ambassadors represent ACRP at
events and conferences across the country!

Sponsor or become an ACRP Champion. The champion
program is designed to help early- to mid-career, young
professionals grow and excel within the airport industry.

Visit ACRP’s Impacts on Practice webpage to submit leads
on how ACRP’s research is being applied at any airport.

Visit us online:
www.irb.org/ACRP

Ti ISPORTATION RESEARCH BOARD
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Other ACRP Research on Today’s Topic

Research Report 186: Guidebook on Building Airport Workforce Capacity

Research Report 217: Guidance for Diversity in Airport Business Contacting and
Workidorce Programs

Research Report 230: Enhancing Academic Programs to Prepare Future Airport Industyy

Professionals

Synthesis 18: Aviation Workiforce Development Practices
Synthesis 113: Airport Workiforce Programs Supporting Employee Well-Being

Visit us online:
www.irb.orqg/ACRP



https://www.nap.edu/catalog/25263/guidebook-on-building-airport-workforce-capacity
https://www.nap.edu/catalog/25896/guidance-for-diversity-in-airport-business-contracting-and-workforce-programs
https://www.nap.edu/catalog/26140/enhancing-academic-programs-to-prepare-future-airport-industry-professionals
https://www.nap.edu/catalog/14368/aviation-workforce-development-practices
https://www.nap.edu/catalog/25919/airport-workforce-programs-supporting-employee-well-being
http://www.trb.org/ACRP/ACRP.aspx

Upcoming ACRP Webinars

October 18, 2021

Evaluating Traveler Perspectives of Improving the Whole Airport
Experience

November 16, 2021

Creature Comforts: Planning and Design of Terminal Restrooms and
Ancillary Spaces

November 30, 2021

Advanced Ground Vehicle Technologies
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TRB Weekly

TRE Weekly covers the latest in transportation research.

 Subscribe to the newsletter for the most
recent TRB news & research!

https://bit.ly/ResubscribeTRBWeekly
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https://bit.ly/ResubscribeTRBWeekly

TRB’s Podcast!

* Have you heard that we have a podcast,
TRB’s Transportation Explorers?

e Listen on our website or subscribe

wherever you listen to podcasts!
L

"TIRIES

Transpor tatlon
Explorers

#TRBExplorers

S —
[T
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https://www.nap.edu/trb/podcasts/

Get Involved with TRB
#TRBwebinar

W @NASEMTRB o |
¢) @NASEMTRB Getting involved is free!

Transportation
- Research Board

Be a Friend of a Committee bit.ly/TRBcommittees
— Networking opportunities
— May provide a path to Standing Committee membership

Join a Standing Committee bit.ly/TRBstandingcommittee

Work with CRP https://bit.ly/TRB-crp

Update your information www.mytrb.org
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