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[bookmark: _GoBack]1. Introduction

The Department of Water Resources (DWR) protects, conserves, develops, and manages California's water.  DWR evaluates existing water resources; forecasts future water needs, and explores future potential solutions to meet ever growing needs for personal use, irrigation, industry, recreation, power generation, and fish and wildlife. DWR also works to prevent and minimize flood damage, ensure the safety of dams, and educate the public about the importance of water and its efficient use.
DWR has two major infrastructure programs: the State Water Project (SWP) and the flood control system in the Central Valley. The SWP is a water storage and delivery system that consists of 30 dams, 20 reservoirs, 20 pumping plants, 3 pumping-generating plants, 5 hydroelectric power plants, and over 670 miles of canals and pipelines. The SWP provides water to 25 million Californians and 750,000 acres of irrigated farmland. Existing flood control infrastructure in the Central Valley consists of 1,595 miles of levees, 348,000 acres of channels and floodways, over 800,000 linear feet of bank protection, over 60 mitigation and environmental restoration sites, and 55 various flood control structures including dams, weirs, pumping plants, diversion structures, gate structures, and drop structures.  
Large-scale expenditures are necessary to provide the required level of water delivery, infrastructure maintenance and development, and environmental protections. It is with multiple funding sources that this is accomplished. For DWR staff to conduct effective program planning and project management as part of these expenditures, it is essential that staff is properly trained in California’s budget processes, as well as budget tracking and budget planning. In this way, DWR can better maintain its commitments and responsibilities to the people of California. 


2. Purpose

The purpose of this effort is to highlight the need for working budget knowledge and to propose a strategy for providing this level of knowledge to supervisors and managers.  The objectives include the following:

1. Better prepare supervisors and managers for their role in administering and tracking budgets.

2. Maintain a working knowledge of standard DWR budget processes.

3. Create opportunity to access Subject Matter Experts (SMEs) for budget questions throughout the year. 

4. Continually develop and improve budget processes. 





3. Needs Assessment

When determining a topic for this Management Development Project, it was obvious to each member of our team that a better working knowledge of DWR’s budgeting process is a dire need for supervisors and managers, and clear and precise budget training should be implemented to support this working knowledge. Of the five 70% Perception team members, none had the ability to define the budgeting process in its entirety; although we were able to express our own confusion and needs for a clearly defined process. A few discussion items are detailed below:



Jeff Schuette 

When DWR staff are promoted into a supervisory role, there is often a steep learning curve to managing people. One aspect of the new supervisor’s responsibility is to provide some oversight for how staff are charging time to various programs and projects. In addition, many supervisors are being given the task of project manager and asked to manage fund centers, or at least track the budgets on projects. Also, supervisors and project managers are routinely getting requests handed down from the program manager, Office, or Division Chiefs to provide budget information. By having DWR provide greater focus on budget training, creating a place to easily ask budget questions, and providing a central location for budget tools, these new supervisors and project managers will be better able to understand and manage budgets.


Jim Lopes

New people coming in do not know where to go when they are asked to do budget work. They tend to find the second newest person (probably someone that they knew from a previous job) and ask them. That second newest person may not have all the right answers (because they have not been trained). Also, these new supervisors do not know who the Super-Users or the Subject Matter Experts are and do not know who or how to ask for help.


Danielle Gist

Being hired into the DWR as a new supervisor, it is overwhelming to realize the amount of budgeting information to be learned, including the use of SAP which is a data processing and tracking application used throughout DWR, with a minimum amount of on the job training.


Lawanda Jaramillo

Jim Lopes and I were in the same mandatory 80-hours of supervisory training. In the session Planning and Managing, the three key responsibilities outlined were Program Planning, Budgeting, and Program Control. The three key points needed to know about your budget were Allocation, Controls, and Purpose. There was one thing missing in this course.  Where do you get the knowledge?

This course taught me to know my networking resources and delegate the budget planning and tracking to the Staff Service Analyst (SSA) who had been doing this in the course of her duties, documented through her duty statement.  When the Enterprise Budget Process (EBP) COGNOS planning started in 2010, the SSA she took this on also.  

COGNOS/EBP Human Resources information for FY 13/14 was initially entered the end of December 2011, when the SSA stated she “was never doing this (EBP) again,” and gave her 30-day notice of retirement! After that date, this left the EBP and tracking responsibilities to ME (along with the other “head scratching” supervisors in this office)!


Team Discussion

The team also discussed this topic with several other supervisors and managers and found they had similar stories and concerns. Essentially, budgeting concepts can be extremely overwhelming to many people. Combine difficult concepts with DWR’s complex funding that is derived from multiple funds such as general fund, bond fund, revenue, and fee-based funds means that even those staff hired into a supervisory or manager role with a level of budgeting experience still face a steep learning curve. 

















4. Delivery Mechanism


As outlined below (Figure 1), the development of working budget knowledge will require; (i) an assessment of the Department budget needs in terms of knowledge material and (ii) an evaluation of the current state of knowledge, including an effort to develop this budget knowledge process. These steps will pave the way toward the efficient development of useful and practical material that will fulfill the existing need and bridge the existing gap between the expectations of supervisors and managers and the current level of knowledge in budget processes.




Figure 1: Building the Necessary Knowledge




The team 70% Perception has devised and is recommending a working budget knowledge delivery mechanism to be followed upon completion of the aforementioned assessment. This delivery mechanism (Figure 2) will help to provide sustained budget knowledge and is anticipated to ease the learning curve and support greater efficiencies in managing budgets. It includes in-depth class training modules, one-stop budget resources, ready access to budget superusers, and additional web-based training. DWR will benefit from implementing a diversified portfolio of delivery methods because it will allow flexibility in training schedules, which will ensure the efficacy of making the needed information available to any and all supervisors and managers throughout DWR.


 



Figure 2: Working Budget Knowledge Delivery Mechanism



5. One-Stop Budget Resources
The team is proposing the use of one PY position to organize and further develop budget information and tools to aid in building a foundation for working budget knowledge. The workload will involve a discovery phase, a development phase, and an organization phase. 

The discovery phase will be to identify and document existing and relevant budget materials and tools throughout the DWR. The PY will organize and conduct meetings with program managers, project managers, budget analysis staff, and other staff to gather existing information. An integral part of compiling the budget process information will be to include State budgeting processes such as Budget Change Proposals (BCPs), finance letters, and appropriations, as well as, material related to funding sources such as bond funds, general funds, special funds, and SWP funds.  Additional division or office specific material may also need to be compiled. 

The development phase will be used to identify budget information that is lacking and to further develop such material. Staff will then move to the organization phase where the effort will be to provide this information via the web in a one-stop budget resource. The organization of the budget material will be aimed at supporting the DWR budget process as a whole while addressing the specific needs of individual divisions and offices. 

In order to sustain useful working budget knowledge, the existing and the developed knowledge material, references, as well as, the respective tools and processes used to achieve that knowledge will need to be improved and updated in a dynamic fashion. A sustained working budget knowledge approach will accommodate new procedures, technologies, and changes to the DWR and State budget processes (Figure 3). 

An online one-stop budget knowledge web portal is proposed to provide easy access to supervisors and managers to all needed information related to budget planning and budgeting processes. The web portal will include:

· Announcements related to budget planning as well as latest news and updates.
· Reference materials related to budget planning and enterprise tools (SAP, COGNOS, etc.)
· How-to Tutorials, Enterprise Process Guides (EPGs), and Frequently Asked Questions (FAQs).
· Contact information for Super-Users, SMEs, and budget planning staff.
· Links to web-based training and classes
· Useful links to outside budget knowledge resources 


Figure 3: Sustained Budget Knowledge

6. In-Depth Class Training Module
Team 70% Perception acknowledges that a level of DWR budget process training is introduced during the new supervisory training. This training, although informative, is very general and only skims the surface of what supervisors and managers are being asked to know and do; it does not provide working budget knowledge. An in-depth class training module will help to provide this working budget knowledge. Thus, this module should be provided four to six months after the 80-hour supervisory training, once the supervisor has settled into his or her role.  

The team anticipates that this module will be a one or two day training course with a classroom presentation and computer lab component. This assessment came after discussion with a few budget analysts from the Flood Maintenance Office (FMO) and the Division of Engineering (DOE) to capture some key training elements that would be consistent across the department’s divisions and offices. Additionally, the team conducted some small-scale searches on Aquanet and local hard drives for internal budget tools and documents as a way to determine some aspects of the training. The class training module, as described below, represents only some of the essential elements required to gain working budget knowledge. Team 70% Perception is proposing the PY position be used to further develop the training. The module will need to be dynamic and adaptable as more information and new technology and software become part of DWR’s set of tools if DWR is to build sustained budget knowledge. The module is meant to highlight DWR’s need for consistent and on-going budget training for the supervisors and managers who manage budgets or will manage budgets at some future date.

In-Depth Class Training Module
· Course Presentation
· General overview of DWR funding 
· Funding sources
1. Division-specific funds (i.e. SWP, CERS, FMO, DOE)
· Limitations
2. Budget office efforts
· How funds tie to DWR programs using Functional Areas
· Water Resources Revolving Fund
3. Funding types
· Capital outlay versus support, etc.
4. Fund processes
· Liquidation information
· Re-appropriations
· Manual reservations
· DWR’s cost flow
1. Functional area and fund centers
2. Cost object and fund centers
3. Cost centers and fund centers
4. Cost centers and assessments 
· Project tracking
Cost object

· Project/Program planning
Enterprise Budget Planning (EBP)
· SAP project report options
Provide general overview of each report
· FM5S - Fund Life 
· FMSC - Fund Center 
· KSB1 - Cost Center Line Items 
· ZFM1 - Program Managers Report 
· ZFMC - Multi-Year Report (CAP vs Non CAP) 
· ZCOFR - Cost Object Funding Report 
· KOB1 - Orders: Actual Line Item 

· Computer Lab
· SAP Training
· General login process
Develop favorites and variants
· Running reports with various outcomes in mind
1. Information reports
2. Appropriation reports
· Enterprise Budget Planning (EBP or COGNOS)


7. Web-Based Delivery

The web based delivery is a proposed e-learning mechanism where working budget knowledge is delivered to supervisors and managers through the internet.  The web can be used as an ideal medium to offering tutorials and training classes in addition to making readily available various budget knowledge resources, references, EPGs, and FAQs.

Web-Based Training
 
The teaching content or training can be designed in a performance-based style, where the training builds off of a procedural skill in which the trainee is expected to increase proficiency. The trainee will actively participate in learning and practicing the offered techniques. In performance-based training, the trainee progressively improves performance to approach the expected performance level needed for the job. An important feature of this type of training is the ability to measure the effectiveness of the training offered via the evaluation feature of how well trainees performed in answering questions and completing exercises and practices.

Web Sharing

In addition to web-based training, tutorials, and other resources, the web is an ideal channel for knowledge sharing and communication. Several forms of online knowledge sharing can be easily adopted to include the following:

Budget Knowledge Blog-Spots:	
Blog-Spots can serve as media where budget knowledge Super-Users and Subject Matter Experts can share their thoughts, tips, and directives with supervisors and managers. Supervisors and managers can share their respective experiences and disseminate information related to budget processes, budget planning, and the use of various budget tools. 

Providing such space for supervisors and managers will help increase working budget knowledge among both seekers of information and bloggers and sharers of one’s own experiences. It is well established that teaching other people something helps reinforce it in our minds. The extra engagement and the researching of a topic, then writing a blog post about it will reinforce one’s knowledge of the information researched. 

News Feed: 
News feed is another form of communicating brief messages and tutorials to a wide group of users. This feature is especially effective in sending reminders about budgeting deadlines and current activities.


8.  Ready Access to Super-Users
The intent of a training course and reference material described in previous sections is to help create a working budget knowledge by exposing supervisors and managers to essential elements of the DWR budget process. The intent is for them to be able to apply these skills in their own division or office. The training also provides the benefit of gaining knowledge and experience of aspects of DWR’s budget process that are within other divisions and offices.  

It would be extremely difficult for a training course or reference material to address every question and issue that staff may experience, for a complex system with numerous reports and options as SAP and the DWR budget system.  

To address this formidable gap in information and bolster confidence in the budgeting tools and processes, the team is proposing the PY position for use in developing a recurring, open session (Office Hours) to allow the end users, supervisors and managers, to ask specific questions about the budget system or budget process. Office Hours will be organized by identifying SMEs across the various divisions and offices. These SMEs, currently located throughout the department, were involved in creating and maintaining the various aspects of the budget process. Some of these people have stayed involved in the process and some have moved on to other assignments, yet all are a good resource to use for budget discussions. The specific focus of these sessions may rotate between numerous budget topics based on questions by end users. 

The topics during the Office Hours will be determined based on the level of participation, but should be scheduled quarterly to encourage participation and allow for a rotation of subjects. The time, date, location, and subject of the meeting can be sent by email to the "all DWR supervisors" group. The emailed information will also briefly outline the proposed agenda for the upcoming session and request the user to submit additional topics. This will allow the SMEs to reshape the session to the users specific questions and gauge the interest level. 

A few days before the Office Hours session another “all DWR supervisors” email will be sent with a revised agenda. This second email will remind people of the session and the revised agenda may draw additional interest from others who had not planned to attend.

The Office Hours will provide supervisors and managers direct contact with the Super-Users and SMEs.  In kind, the Office Hours will provide the budget SMEs feedback on DWR’s budget training needs.  After multiple sessions, the SMEs should be able to compile a list of FAQs and begin to develop resources to address these questions.  As resources and subjects are developed, they can be added to the web resources and integrated into the In-Depth class training modules (Figure 4).  



 
[image: ]


Figure 4: Office Hours Feeding Back into Budget Knowledge 


Lastly, as the budget process changes, the Office Hours will be an advantageous format to allow the experienced supervisors and managers to have some in-depth training without attending the in-depth class training module. The announcement for a particular Office Hours session could advertise that a portion of the budget process has changed and this particular Office Hours session will focus on the change. 





9. Conclusion
Supervisors and managers that are involved in the budget process need to have working budget knowledge to fulfill their work duties in relation to budget planning, preparation, and tracking. Awareness is the first block in the working budget knowledge building process. It takes a few steps to build the needed budget knowledge and elevate the expertise level from simple awareness to full competence (Figure 5).

This demands a coordinated use of all the tools and budget knowledge delivery mechanisms identified in this document to be able to deliver and sustain adequate knowledge and build the needed skills. Competency in working budget knowledge might be desirable, but can be an ultimate level for Department staff whose duties are primarily related to budget planning.





Figure 5: From Awareness to Competence in Working Budget Knowledge



Given that building a working budget knowledge is so important to DWR, this effort has to be a DWR priority. The process of building budget knowledge can be implemented through coordinated actions at various levels within DWR.  Many budget processes and tools are common to all DWR divisions and offices, so in funding this budget position, DWR will need to identify a job classification that can conduct department-wide coordination, and be in a position where that person would have access to staff from all  divisions and offices.  
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