
TRAINING, RETRAINING, 
& RETAINING 

OUR COMMERICAL DRIVER’S LICENSE (CDL) EMPLOYEE ASSET

Richard Hassenzahl, RCKC Road Maintenance Superintendent 



RCKC Background

• 2006 59 total employees
• 34 Road Maintenance Operators
• Michigan Transportation Fund $13,000,000
• Total Miles 1,254

• 2018 48 total employees (4 vacant)
• 29 Road Maintenance Operators
• Michigan Transportation Fund $19,300,000
• Total Miles 1,268



RCKC Background

• Previously limited standard training program
• Promotion by seniority
• No consistent evaluation process
• Limited flexibility
• One piece of Equipment vs. ALL equipment in a job 

classification
• Train the trainer 
• Not a lot of interest  for Team Leaders 



Who wouldn’t want these jobs!?



RECRUITING







Apprenticeship & NOW HIRING
• First Road Commission in the 

State

• Certified Program

• Joint effort with many partners



MORE THAN JUST DRIVING

• Job Descriptions
• Multiple Pieces of Equipment
• General Labor
• Various License and Certification Requirements

• 5 Classifications
• Rates of pay vary by skills/equipment

Never let your sense of urgency overcome your 
sense of quality in hiring! 



CHANGE THE CULTURE/MIND SET 

• “This is the way we’ve always done it.”

• “I’ve seniority, so I get the next piece of equipment that 
comes available, it can’t be that hard to run.”

• “Slow down, we get paid by the hour.”

• “How can I train if I have never operated the equipment?”

• “We can get Joe to run it, because we can’t make time to 
train others.” 

• “I thought Joanna was a good operator, but she can’t dig a 
ditch.”



TRAINING & RETRAINING



TRAINING/RCKC CURRENT 
PROGRAM
• Collective Bargaining Agreement (CBA) Updates

• It is a PARTNERSHIP

• Flexibility

• Training Manual

• In-house 

• Outside Resources

• Training Evaluation

• SAFETY

• PROMOTION

• Skill and interest vs. Seniority











CONTINUOUS TRAINING     

RCKC WINTER SNOW PLOW SCHOOLCHAIN SAW AND TREE CUTTING TRAINING 



DAY TO DAY OPERATIONS

CHIP SEAL OPERATIONS GRADING GRAVEL ROADS



SPECIALIZED EQUIPMENT
SHOULDER REHABILITATION/HIGH SHOULDER REMOVAL SPRAY INJECTION PATCHER



RETRAINING & RETAINING



RETRAINING

• “I worked here 25 years and I know how to run the equipment.”

• Are your operators Michigan Occupational Safety and Health 
Administration (MIOSHA) compliant? 

• Equipment vs. Project Completion

• Variety – never the same project twice

• SAFETY

• On-going!



RETAINING

• Competition 

• Promotion Opportunity 

• Variety  

• Pay vs. Benefits

• Public Service

• Team Leaders





SUCCESSION PLANNING

• Always training to take my job!

• Remember, not everyone wants the responsibility and that is OK

• Invest in continuous employee training/development



START PLANNING TODAY FOR THE 
FUTURE
• Plan for the future and work your plan

• It’s not going to happen overnight 

• Be patient

• Designate an individual (s) to champion the programs

• It takes many hands to be successful and must be supported in 
leadership



ON-GOING PROCESS

• Complete Program to Manage
• Hiring
• Training
• Safety
• Evaluating
• Promotion
• Team Leaders
• Retraining
• Succession Planning



QUESTIONS???



NEW HIRE TRAINING 

PROGRAM

ROSCOMMON COUNTY ROAD COMMISSION

TIM O’ROURKE



 Union Contract in 1999 allowed hiring of 6 “temporary” employees.  

The contract language changed from limiting these employees for 

summer only and trucks under 10,000 GVW. 

 New use could allow for winter use and driving of vehicles above 

10,000 GVW. 

 “Temporary” was not very well defined. 

 RCRC and the union agreed to 5 months on and 1 month off.  



 From 2000 to 2016 RCRC required all “temporary” and full-time union 

employees to have a valid CDL A with N&T endorsements.  

 In 2016 job applications dropped dramatically.

 The program was changed to allow for lesser licensed applicants to be 

hired and trained by the RCRC employees on the job.  Minimum 

requirements were set. 



 Three levels of “temporary” employees were developed by the RCRC 

staff.  

 1. Laborer at $13.00/hour

 2. Level 2 Driver $15.00/hour  (Required a minimum CDL B)

 3. Level 1 Driver $17.33/hour (union probation wage) (Required a 

CDL A)

 The program would be set up with 2 of each classification.  The 

RCRC would train and help each “temporary” employee work up 

through each step of the program as positions became available. 



 In 2016 the RCRC had 4 open positions.  We were looking to fill them 

immediately.  We hired 2 with an Operators license and 2 with CDL A or B 

licenses.  

 RCRC employees and staff worked with each “temporary” employee to get 

them ready for testing, both written and driving skills.  

 “Temporary” employees with operators' licenses were first required to take 

and pass the written exam for a CDL within 60 calendar days of employment.  



 When time allowed, each “temporary” employee was allowed to drive with 

other employees for additional seat time.  They however, were mostly used as 

flaggers and laborers on jobs. 

 Once ready for the driving test, RCRC supplied the truck and driver to take 

them to the testing grounds.  Both employees were on the payroll during 

testing.  However, the “temporary” employee was responsible to pay for the 

cost of the test.  

 “Temporaries” were given 6 months to get their CDL licenses.  Drivers were 

required to have a Minimum of a CDL B but a CDL A with N&T was preferred.   

Mechanics were required to have a minimum of CDL A with an E (automatics 

only).   



 As the RCRC had openings in the union positions, the CDL A “temporary” 

employees were promoted.  Each “temporary” employee was evaluated on a 

Bi-monthly schedule and these evaluations were used to determine the next  

candidate for promotion to the union.  

 Evaluations contained the following:

 Job Comprehension

 Ability to complete tasks

 Driving skills

 Working safely

 Knowledge of equipment

 Self motivation

 Attitude

 Cleanliness of the work area

1-10 scoring on each of the above



 Evaluations are reviewed and signed by both the Foreman and the “temporary” 

employee.  

 Both have a comment area they can use.

 Foreman also list “concerns” and positive comments about the employee.  

 Foreman also list days tardy and days the employee missed or left early.

“Temporary” employees are scheduled 40 hours a week and are eligible for overtime



 Since 2000 we have had 49  “Temporary” employees.

 Since 2015 we have hired 20 of them. 

16 with no CDL license

13 of those 16 are still working for us as full-time union employees. 

Of the 13 still working for us, 9 started with Operators licenses only, 

and 4 with some form of CDL. 

6 of them remain as “temporary” employees.  

This has resulted in an 81% success rate.  



Since 2000 The RCRC has had 49 

“temporary” employees.  

38 currently work as union drivers

4 as union mechanics

7 have moved on to other careers

This has resulted in an 86% success rate.  



QUESTIONS  ???
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