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A Message From Executive Director Mary Vixie Sandy

The Commission on Teacher Credentialing (Commission) recognizes that investing in
leadership development and succession planning is critical to our long-term
performance, growth and fulfillment of our mission.

Like most organizations, our most valuable asset is our people. Planning for the
generational transfer of leadership is a priority. Our continued success depends on our
ability to identify, develop—or hire—and retain the next generation of prepared,
confident and engaged leaders.

Toward that end, the Commission has established its Succession Plan to develop
leaders with strategic vision who can implement our strategic business initiatives to
ensure our long-term success. The action plan describes our current development
activities and outlines the initiatives to build a viable pool of successors to replace
leaders and the individuals in mission critical positions as they retire.

The plan supports the recommendations of the Commission’s Workforce Strategy Plan
and aligns with the Commission’s long-term strategic and business plans, as well as our
core values and competencies.

The Commission is committed to a work environment that makes leadership
development a priority. By planning for succession of leadership, we ensure our
reputation as a trusted organization.

gy

Mary Vixie Sandy, Ed. D.
Executive Director



Introduction

Succession planning is a critical area for the State of California and the Commission.

Succession development is a process for recruiting and building a deep bench of high
performing employees who have the potential to fill key leadership positions.
Succession development leads to improved and cost-effective job filling for key
positions and retention of key staff (and therefore of organization-specific knowledge,
experience, skills, and values) — it also provides motivation and incentive for employees,
and helps foster a culture of advancement, development, and career opportunities. The
result would be that potential leaders are well prepared to assume leadership positions
thereby limiting operational disruptions due to planned or unplanned changes in
leadership.

This plan reflects the Commission’s commitment to a long-term, sustainable and highly
functioning organization by ensuring that leaders are prepared with adequate
information and strategies to manage effectively the transition of personnel:

¢ Managers into key leadership roles;
e Staff into managerial positions; and,
e Ongoing development of staff at all levels.

Through these efforts, the Commission actively fosters leadership continuity in key and
mission critical positions effecting organizational performance by encouraging the
growth, retention and development of all employees.

The information in this plan provides a high-level framework to support leadership in
developing and implementing succession-planning strategies to meet long-term
organizational needs. Highlights in this plan include the following:

e Commission demographics;
e Succession planning initiatives, strategies and recommendations; and,
e Next steps in succession planning.

Overview

Methodology
The Commission is a relatively small department with about 180 permanent staff.

The Commission’s critical key leadership pipeline is comprised of nine (9) people,
consisting of one (1) Executive Director, one (1) Chief Deputy Director, and five (5)
Division Directors, one (1) Chief Information Officer, and one (1 Division Director,
DREA. There are three (3) exempt positions in the leadership pipeline. All key
leadership positions manage staff.



The Commission has identified a mission critical pipeline comprised of thirteen (13)
people. This pipeline consists of four (4) IT rank-and-file positions, one (1) IT manager,
one (1) level lll manager, two (2) level Il managers, one (1) level | managers, and four
(4) administrators. Eight (8) mission critical positions manage staff.

Appendix A illustrates the classification pipeline to help illustrate the career path leading
into each key position. Additional demographic statistics is available in the
Commission’s workforce plan.

Pipeline RIS G Supervisorial
P Positions P

Critical Kgy Executive Development 9 9

Leadership

Mission Critical | Managerial /Operations 10 5

Operations Managerial 40 23

Operations Non-Managerial 126 0

Given the unique nature of the issues the Commission deals with, having a background
embedded in education is critical. This limits the outside individuals the Commission
can hire; thus, succession planning is critical to ensure no gaps in work occur during
these transitions. Recognizing the unique and complex work of the Commission, its
size, current goals and future challenges, the need to develop strong future leaders
from within is a significant driver of this plan. The Strategic Employee Development
Program addresses the progressive development of staff to emerging leaders to senior
management positions. It also takes into consideration strategies to ensure clear and
desirable paths for all employees to develop his/her career. This plan aligns with
Workforce Plan initiatives, Underutilization Plans, and supports the Commission’s State
Leadership Accountability Act (SLAA) Report and its overall Strategic Plan.

The Commission worked collaboratively with CalHR consultants to build a new
succession plan by attending the CalHR’s Succession Planning training cohort. The
cohort provided hands-on workshops, tools, templates, and resources.



Succession Planning Team:

Name Title Division Role

Vacant Administrative Administrative Human
Services Director Services Division Resources (HR)

Champion

Rhonda Brown Equal Employment Executive Office Executive
Opportunity (EEO) Sponsor
Officer

Christopher Rose | Workforce Planning Executive Office Project Lead
Manager

The Executive Management Team:
Name Title Division

Mary Vixie Sandy

Executive Director

Executive Office

Adam Ebrahim

Chief Deputy Director

Executive Office

Vanessa Whitnell

Division Director, Career
Executive Assignment (CEA)

Legal Division

Erin Skubal

Division Director, CEA

Certification

Erin Sullivan

Division Director, CEA

Professional Services
(PSD)

Rachel Grizzaffi

Division Director, Staff Services
Manager (SSM) Il

Professional Practices
(DPP)

Vacant

Division Director, CEA

Administration

Amarjot Biring

Chief Information Officer, CEA

Information Technology
(IT)

Juliet Wahleithner

Division Director, DREA

Division of Research,
Evaluation, and
Assessment (DREA)

Strategic Employee Development
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The Commission is a small organization and values its employees at every classification
level. The Commission envisions a holistic approach to achieve its succession planning
goals. Incorporating competencies in staff and leadership development activities ensure
its employees are prepared to support the Commission’s mission and meet its strategic

goals.

Talent management is one of the key factors that contributes to succession
development. The right candidate will have the required level of skills in order to
execute the responsibilities of the new role. Personal professional development
benefits the Commission over the long term by helping employees gain the skills they
need to assume increased responsibilities. The goal is to motivate and encourage
employees to further develop and build on their competencies.

Through the adoption of the Employee Development Program, the Commission
anticipates ongoing development and retention of its diverse workforce. While the
program and initiatives may help to develop employees, it does not guarantee
promotional opportunities.

This Employee Development Program incorporates four initiatives:

e Marketing the Employee Development Program

¢ Individualized Development

e Professional Development

e Commission-wide Leadership Development
Gap Analysis

The Commission has identified competencies for staff and leaders. Managers are
responsible to coach and develop staff in identified competency areas. For emerging
leaders and leaders, competency gaps are typically determined after the application
and/or selection process, if applicable, is complete. This process creates a unique
opportunity to develop an individualized plan for the employee, increases self-
awareness and strengthens the mentoring relationship.

Strategic Employee Development Program

Program Overview

The initiatives for the Strategic Employee Development Program support the ongoing
growth and development of Commission’s employees at every level. Each Division
Director will implement the development activities that supports its business needs and
strategic goals. The Commission Management Team determines the Commission-wide
leadership development activities it will sponsor on an annual basis. All professional
and leadership development activities that have a fiscal impact must be approved by the
Directors as part of the budget development cycle for the following fiscal year. While
the program and initiatives help to develop employees, it does not guarantee
promotional opportunities.



Marketing Employee Development Activities Initiative

The Commission currently provides information on the types of professional and
leadership development activities available to staff such as Upward Mobility, Individual
Development Plan, training classes, cross-training, special projects assignments,
Training and Development, Coaching, Leadership Development and Mentoring
activities. The Commission is considering developing additional marketing resources to
encourage greater participation in professional and leadership development. All
initiatives include diversity and inclusion strategies.

A large part of this initiative is the deployment of several tools intended to guide
managers, mentors and directors through the process of developing our future leaders.

The Commission will leverage its internal website to market the initiatives developed for
the Strategic Employee Development Program.

Individualized Development Initiative

In order to provide all employees an opportunity to respond to how they have met goals
within their current job duties as well as set new goals for future career development,
employees are offered the opportunity to complete an IDP (STD 637) in the beginning of
each calendar year (typically in January). While the IDP process is optional, this
process provides a good opportunity for staff to provide input on their own individual
goals as well as request additional training opportunities for career development.

Professional Development Initiative

Professional Development differs from a traditional state Upward Mobility program in
that it assumes future development beyond the transition from Upward Mobility bridging
classifications and general staff development. It instills a strong sense of self-advocacy,
long-term career planning and personal responsibility. Professional development
activities may be included as part of the employee’s annual IDP goals.

e Directors identify the core knowledge, skills and experience desired for each
managerial/leadership position under its supervision, in addition to special job
assignments and the type of coaching support.

e Managers identify the core knowledge, skills and experience, including strategic
assignments to develop the rank-and-file workforce.

Enterprise-wide Leadership Development Initiatives

Successful leaders lead by motivating and inspiring the workforce, not just by managing
the people. This initiative covers a broad range of topics related to effective leadership
and includes cross-divisional collaboration activities. Division leaders will identify and



engage their staff in Commission-wide leadership development activities for the benefit
of the workforce and larger organization. These professional development initiatives
include every level of the organization and are in-line with the Commission’s Workforce

Plan.

Professional development activities may include:

o

On-The-Job Training

On-the-job training is a resource to expand knowledge and become more
proficient in an employee’s current role. Employees work closely with staff
and his/her manager to develop the practical knowledge and skills to
perform the functions of their current job.

Training and Development (T&D) Assignments — A T&D assignment is a
temporary assignment of an employee within or between departments for
the purpose of training. The assignment must be made with the proper
approvals and documented by a T&D Plan which describes the time
period, the duties of the assignment, and the training to be accomplished.
Appropriate steps/protocol for T&D assignment will be followed.

Cross-Training — Cross-training is used for job enlargement and job
enrichment and the duration of the assignment is limited in scope and
duration’ Cross-training helps ensure vital knowledge is not lost when
separations or unforeseen absences occur, gives employees the
opportunity develop practical knowledge and skills in another position or
classification within his/her division, provides an opportunity to work in
another division, and to diversify his/her work experience. All cross-
training assignments must comply with the employee’s Bargaining Unit
contract.

Rotational Assignments — A rotational assignment involves the voluntary
movement of an employee from a current job assignment to another job
assignment within his or her present classification.

Job enlargement — This occurs when the additional duties and
responsibilities are on the same level of classification, skill or
responsibility of the employee and outside of his/her current duties or
responsibilities.

Job Enrichment — This occurs when the additional duties and
responsibility give the employee more control or responsibility beyond

1 Reference: Cross-training employees from The Balance Careers web site.



https://www.thebalancecareers.com/cross-training-employees-2275317

his/her current classification, duties and responsibilities. These tasks are
associated with a higher level of classification that does not overlap with
the employee’s current classification.

o Lead Person/Special Projects Training
Employees designated as a lead are assigned roles and responsibilities
that are clarified and delineated from other unit staff and those roles and
responsibilities are not associated with a higher level of classification.
Acting as a lead over a project or specific assignments enables the
employee to gain more responsibility and experience around prioritizing
workloads, interpersonal issues and the dynamics of leadership. All Lead
assignments must comply with the employee’s Bargaining Unit contract.

o Coaching
Managers provide ongoing coaching sessions with his/her subordinates to

improve performance and focus on his/her current position and to coach
and develop staff in identified competency areas. Coaching may also
include professional growth activities identified by the employee.

The Commission will continue to strengthen its ability to acquire the most qualified and
diversified talent. It will conduct periodic reviews of its hiring practices to ensure it
follows state civil services laws, rules, and best practices. These may include review of
interview panel members and job applicants, interview/application scoring criteria, duty
statements, and any other relevant aspects of the selection process that impact
underrepresented groups. It will also continue to implement other recruitment initiatives
identified in the Workforce Plan.

Recruitment Initiatives:

o Promote employee referrals by sending job advertisement emails to all staff;
employees may forward the Cal Careers job vacancy posting link to
individuals in their network that may be a good fit for the position.

o *Link our job advertisements to information technology specific job websites
to give us exposure to a wider talented applicant pool.

o *Link our job advertisements to educator specific job websites to give us
exposure to a wider talented applicant pool.

o *Post our job advertisements to specific college websites to give us exposure
to a wider talented applicant pool.

o Review and update as needed in-house Hiring Process Training and offer the
instruction to all hiring managers.

o *A recruitment inquiry will be sent to the hiring manager to determine which
advertisement promotional options are preferred.



*Participation will be voluntary.



Key Positions

The Commission’s key leadership positions maintain the influence to maximize efforts of
others towards achieving the Commission’s mission critical goals.

The Critical Key Leadership Positions are:

Working Title

Executive Director, Executive Office

Chief Deputy Director, Executive Office

Division Director, PSD

General Counsel, Legal Office

Division Director, DPP

Division Director, Certification

Division Director, Administration

Chief Information Officer, IT

Division Director, DREA




The Commission’s key mission critical positions implement and manage mission critical
systems and services.

The Key Mission Critical positions are:

Working Title

Program Director, Fiscal & Business Services — SSM ||

HR Manager — SSM |

Program Director, EEO — SSM I

Program Director, Governmental Relations (OGR) — SSM Il

Administrators, PSD — Administrator I*

Software Development and Support Manager — IT Manager |

Infrastructure and Network Architect — IT Specialist Il

Systems Architect — IT Specialist 111

Siebel Administrator — IT Specialist I

Siebel Developer — IT Specialist |

*4 positions

Key Leadership Team

Among the Key Leadership team positions, two (2) are at or above retirement age.
There is one (1) within five years (ages 50 — 54) of retirement age.

Key Mission Critical

Among the Key Mission Critical positions, five (5) are at or above the retirement age of
55 and may retire within the next one to five years. Two (2) of this group are within five
years (ages 50 — 54) of retirement age.
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Competencies

The Commission’s Executive Management Team identified ten areas of competencies
that contribute towards the ability to lead, support the mission and achieve strategic
goals. The Commission Strategic Goal for Operational Effectiveness includes providing
staff opportunities for development to maximize professional engagement and
performance. The two competencies that best align with this strategic goal are:

Core: Managing Performance Leadership: Empower Others to Self-Organize

Candidate Pool

All Commission staff are part of the candidate pool for professional growth activities.
However, the closest classification to promote into management or leadership roles is
the Associate Governmental Program Analyst classification or equivalent, and above.

Minimum Qualifications

The minimum qualifications of the participant, including fiscal, operational and resource
limitations can vary for each developmental activity. The minimum qualifications are
provided when the activity is implemented.

Application Process

The Commission announces professional development activities to staff through a
variety of methods. Employees who meet the minimum qualifications may self-
nominate for professional growth activities by meeting with his/her manager. Some
leadership activities may require the employee to apply through the submission of an
application to his/her Division Director.

Selection Process

The selection process criteria are pre-determined and varies based on the type of
professional growth or leadership activity. An activity may also be restricted to a certain
number of participants based on fiscal impact, workload and/or availability of manager
or mentor.

For leadership activities requiring an application, the employee’s Division Director and
manager evaluate the application. If the activity requires a mentor, the Executive
Management Team reviews the application(s), selects participant(s) and assign
mentor(s). Mentors are in key or leadership positions and sponsored by a Director and
the Office of Human Resources. The assigned mentor(s) contact the selected
employee(s). Managers meet with the employee(s) not selected for participation in an
activity to discuss professional growth alternatives.

11



Employee Strategic Development Plan

Feedback is critical to improving performance and with setting up goals. The Individual
Development Plans (IDP) offered to employees in January of each year is an excellent
tool to develop an employee’s developmental goals. Depending on the activity, the
manager or mentor and the employee will collaboratively identify developmental goals,
the appropriate timeline to achieve the goal and the desired results in order to monitor
progress on achieving the goal. The goal of developmental planning is to understand
the employee’s strengths and gaps, and then to set goals and a plan of action that will
prepare the employee to assume greater responsibility.

When a leadership activity includes a mentor, the mentor will report the employee’s
progress to the sponsoring Director.

Conclusion

The Commission’s employees are its most valuable resource. The organization strives
to foster a culture that supports the development of its staff. With the Commission’s
Workforce Plan complete, we are excited to roll out succession planning as the next
phase of securing and developing our workforce. As we move forward to build a deeper
bench to continue to ensure the success of the Commission’s important mission, we
continue to listen to the voices of our valued employees. The Commission Management
Team and HR will evaluate the succession plan and initiatives, and will make
appropriate changes, as necessary.

12
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Appendix A: Key Position Pipeline Classifications

The classification pipeline shown below illustrates the career path leading into the
Commission’s critical key leadership and key mission-critical positions.

Key Leadership Pipeline:

Leadership Classification  Classification Classification Classification  Classification

Position

Division Assistant Attorney llI Attorney

Director — Chief Counsel

General

Counsel - CEA

Division SSM Il SSM | Associate Staff Services | Office

Director — DPP Governmental | Analyst Technician

— SSM I Program (SSA) (OT)
Analyst (AGPA)

Division Administrator | | Consultant Assistant AGPA / SSA

Director — PSD Consultant with Master’s

- CEA Degree

Division Administrator | | Consultant Assistant AGPA / SSA

Director, Consultant with Master’s

DREA - Degree

Exempt

Division
Director —

Admin - CEA

Key Mission Critical Pipeline:

14



Mission
Critical
Position

Staff Services
Manager Il

FBS

Staff Services
Manager |

HR

Software
Development
and Support
Manager - IT
Manager |

Systems
Architect - IT
Specialist Il

Classification

Staff
Services
Manager Il

IT
Supervisor
Il

IT Specialist
Il

Classification Classification Classification Classification

Staff
Services
Manager |

) --
IT Specialist | IT
Il Associate

IT
Associate

15



Siebel

Developer -
IT Specialist
I

IT
Associate
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Appendix B: Competency Model

The Commission’s Executive Team participated in a one-day workshop lead by CalHR
staff to identify Core and Leadership competencies that contribute towards their ability
to lead their Division’s critical functions, support the mission and achieve strategic

goals.

Core Competencies Leadership Competencies
e Fostering Teamwork e Communicate Clear Expectations
e Managing Change e Empower Others to Self-Organize
e Managing Performance e Show Openness to New Ideas and
o Effective Communication Foster Organizational Learning
e Customer Orientation e Customer Service

Administrative Management

17



Appendix C: Employee Strategic Development Program Overview
Employee Strategic Development Program Overview

Open to all staff

Program limitations: varies by activity
Self-Nominate, may require application
Participation in coaching or mentoring activities

Minimum qualifications
e The minimum qualifications can vary from one activity to another.
When applicable, the application process includes:

Position of Interest

Statement of interest

Leadership Philosophy
Participates in mentoring activities
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Initiative

Appendix D: Action Plan

Responsible
Person(s)

Performance
Indicators

Due Date

Strategic
Alignment

Educate and | Professional | Division The Commission | Annual Align human
mentor Development, | Directors and | will inform and financial
employees Knowledge Managers employees of the resources
via Individual | Transfer, opportunity to with
Development | Retention, engage in the IDP Commission
Plans (IDP)* | and process. priorities and
Succession HR will maintain offer staff
Planning anlup—to—cliate IDP goﬁponunltles
policy outlining
expectations and ?oe\rf;i?nqqizegt
instruction on the
process. engagement
and
Strive for 50% staff performance,
participation. and will assist
operational
effectiveness.
Career Goals | Professional | Executive 100% of Initiated Align human
Discussion, Development | Leadership supervisors / annually and financial
offer and Team, managers will during resources
coaching Succession including all complete their performan | with
and/or Planning Division annual evaluation | ce Commission
mentoring Directors, and | discussions with evaluation | priorities and
resources HR and their staff, on an process. offer staff
Workforce annual basis, to opportunities
Planning provide tools, tips, for

Project Lead

and resources to
assist with their
development

development
to maximize
engagement
and
performance,
and will assist
operational
effectiveness.
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Initiative

Responsible
Person(s)

Performance
Indicators

Strategic
Alignment

Annual Recruitment, | Executive The Commission | Annual Align human
Workforce Retention, Leadership will conduct an and financial
and Professional annual survey to resources
Succession Development, determine with
Planning Knowledge workforce Commission
Survey* Transfer, and planning and priorities and
Succession succession offer staff
Planning planning needs. opportunities
Managers will for
identify critical development
functions and to maximize
risks, knowledge engagement
gaps and and
vulnerabilities, performance,
training and and will assist
succession operational
management effectiveness.
needs, and
progress
implementing
initiatives.
Knowledge Succession Executive We will strive for | Each Align human
Transfer Planning and | Leadership all programs to division and financial
(Various)* Knowledge Team, implement one or | director will | resources
Transfer — including all more knowledge | identify the | with
Lack of Back- | Division transfer strategies | knowledge | Commission
ups; Directors, HR | with their transfer priorities and
Undocumente | and Workforce | programs. programs | offer staff
d Procedures | Planning Mangers will implement | opportunities
Project Lead report progress ed in the for
when they division by | development
participate in an 2024. to maximize
Annual Workforce | Ongoing. engagement
and Succession and
Planning Survey. performance,
and will assist
operational
effectiveness.
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Initiative

Responsible
Person(s)

Performance
Indicators

Strategic
Alignment

Mentoring Professional | Executive Managers will Ongoing Align human
and Cross- Development, | Leadership provide mentoring | process and financial
training* Retention, Team, and cross-training resources
Knowledge including all inall CTC with
Transfer, and | Division divisions. Commission
Succession Directors, and priorities and
Planning Managers Managers will offer staff
discuss career opportunities
goals and plans for for
achieving development
objectives with to maximize
employees who
participate in the :ggagement
IDP process. performance,
Mangers will and wi_II assist
report progress opera.tlonal
when they effectiveness.
participate in an
Annual Workforce
and Succession
Planning Survey.
Strive for 100%
participation of
CTC divisions to
implement
professional
development
strategies.
Succession Professional | Executive Management will | Annual Align human
Planning — Development, | Leadership identify and financial
Training Knowledge Team, succession resources
Needs Transfer, and | including all planning training with
Assessment* | Succession Division needs in all CTC Commission
Planning Directors, and | division. priorities and
Managers offer staff

Mangers will
report training

opportunities
for
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Initiative

Responsible
Person(s)

Performance
Indicators

needs when they

Strategic
Alignment

development

participate in an to maximize
Annual Workforce engagement
and Succession and
Planning Survey. performance,
and will assist
operational
effectiveness.
Ensure all Professional | Executive 100% of Ongoing Align human
new Development, | Leadership supervisors shall process and financial
supervisors /| | Knowledge Team, complete the resources
managers Transfer, and | including all required training with
attend the Succession | Division and submit Commission
mandatory Planning Directors, certificates of priorities and
80-hour Managers, completion. offer staff
training and HR opportunities
within the for
first year of development
hire * to maximize
engagement
and
performance,
and will assist
operational
effectiveness.
Ensure all Professional | Executive 100% of high Ongoing Align human
newly Development, | Leadership administrative and | process and financial
appointed Knowledge Team, policy influencing resources
Career Transfer, and | including all position with
Executive Succession | Division shall complete the Commission
Assignment | Planning Directors, required training priorities and
(CEA) or Managers, and submit offer staff
equivalent and HR certificates of opportunities
completion. for

development
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Initiative

Responsible
Person(s)

Performance
Indicators

Strategic
Alignment

attend 20- to maximize
hour training. engagement
and
performance,
and will assist
operational
effectiveness.
Ensure all Professional | Executive Every 2 years, 2 years Align human
managers Development, | Leadership 100% of and financial
attend the Knowledge Team, Commission resources
mandatory 20 | Transfer, and | including all managers will with
hours of Succession Division participate in a Commission
management | Planning Directors, minimum of 20 priorities and
and/or Managers, hours of offer staff
leadership and HR management / opportunities
development leadership for
training every ?eygloprr;ent development
two years. * raining classes. to maximize
engagement
and
performance,
and will assist
operational
effectiveness.
Professional | Succession HR, Workforce | Leverage Ongoing Align human
Development | planning and | Planning technology to process. and financial
Tools* Retention — Project Lead, | provide helpful resources
general and Equal professional with
employee Employment development Commission
engagement | Opportunity resources to the priorities and
Officer workforce. offer staff

opportunities
for
development
to maximize
engagement
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Initiative Responsible | Performance
Person(s) Indicators

Strategic
Alignment

and

performance.

* Initiative is also identified in the Workforce Plan’s Action Plan

Contact Information

Commission on Teacher Credentialing
Office of Human Resources

651 Bannon Street, Suite 600
Sacramento, CA 95811

Christopher Rose
Workforce Planning Manager
crose@ctc.ca.gov
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