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Tracking Your Impact

How Agencies and Unions Analyze and
Use Workforce Data
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Q FTA’'s Strategic Workforce Development Goals

Strengthening Funding Enhancing
Workforce Health Workforce Outreach and
and Safety Development Recruitment
Retaining a Advancing Skills, Utilizing

Strong & Diverse Careers and Workforce Data
Workforce Partnerships and Metrics
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Q Developing an ROl Assessment Model for
Employee Development Programs Implemented
by California Transit Agencies

Research sponsored by the Mineta Transportation Institute at San José State
University, advised by ITLC (operator of TWC), and performed by a research
team at the Center for International Trade and Transportation at California

State University at Long Beach.
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Q Research questions

Are California transit
agencies tracking the
Impact of training initiatives
and other workforce
programs? How?

Are agencies measuring
the ROI of training
Initiatives and other

workforce programs?
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Q Research approach

Literature review

Survey
Follow-up interviews
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Q Defining Return on Investment (ROI)

Social ROI

Basic ROI model Other approaches

Accounts for broader social

(benefit — cost of investment) impact and non-financial Impact can be tracked using

benefits numerous performance

cost of investment measures

Buck et al. (2022)
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Q Prior research
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Q Relevant workforce initiatives

Apprenticeship

-
Training
-
-
Diversity and inclusion
N

Health & wellness
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Mentorship
J
~
Internships
J
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Pri Or researc h ITLC — Metrics of Success (2011)

SEPTA Treatment Garages — MDBF Pre-training and Post-training Average Labor & Par_ts Cost and Annual Savings - SEPTA Bus
4000 Preventive Maintenance (PM) Jobs
‘ £120 $3,500,000
12,000
$100 $3,000,000
10,000 $2,500,000
8 $80
=
|.|'_ 8,000 r— 52,000,000 Annual
g _./.-——— Average $60 Savings
= f‘_-;*_,’f*‘— \k Labor & Parts Cost
6,000 1 = = $1,500,000
: L
$1,000,000
4,000
$20 $500,000
2,000
0 v FYoz FY03 FY04 FY05 30
) 07/00-06/01 07/01-06/02 07/02-08/03 07/03-06/04 07/04-0BI0S
Sept  Oct  Nov  Dec Jan  Feb March Apr  May June Juy  Aug mm Annual Savings - FM Jobs $627,000  S1613.000 S$2,615000 $3,139,000
—+Year Before Sept. 03 4,231 5003 5838 6441 6790 6630 6830 6094 5505 4916 4661 5136 o Average Labor & Parts Cost- PM Jobs 114 s102 sa5 sas 82
& Year After Sept. 03 5832 6374 6805 6,915 7463 7679 7301 6497 6004 6387 6458 6,291
Fiscal Year
* Three-month moving average MOBF (average of the month shown, 1 month before and 1 month after).
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Q Prior research

Module 2 —
example
metrics:

GLOBAL

TCRP Report 162: Building a Sustainable Workforce in the

Public Transportation Industry — A Systems Approach (2013)

Stakeholder buy-in

TRAINING AND DEVELOPMENT

Time to implement

Pre- and post-training knowledge/skill testing

Cost to implement

Employee performance post-training

Full return on investment

Percent of employees rating training as job-relevant

Sustainability

Impact of training on system operations, safety, and
customer service

RECRUITMENT

Percent of trainees satisfied with training

Time to fill position

Recency of training materials

New-hire turnover within the first year

PROFESSIONAL CAPACITY BUILDING

Offer-to-acceptance ratio

Timeliness of task completion

New-hire turnover during initial training

Timeliness of scheduled activities

New-hire performance ratings

Recruiting cost ratio

Percentage of employees who participate in
employee development opportunities

RETENTION

Percentage of jobs filled internally

Employee voluntary turnover rate

Cost to fill open positions

Percentage of operational supervisory positions
filled by frontline personnel

Diversity turnover

Employee engagement

Employee involvement in organization’s decision
making

Impact of turnover on employee knowledge

12

Percentage of positions with an up-to-date job

description
Connzlca::‘i(c:i:;g 2024 rm{g-

@)




(
Assessing Employer Costs and

Benefits
Prior research Costs American
« Paid wages and benefits to the apprentice Apprenticeship
» Training costs associated with RT Initiative (AAI)
® Median benefits using direct and indirect benefits, post program ° Reduced prOdUCtl\llty Of some experlenced Eval u at' O n (2022)
-~ i o staff while they are mentoring or training
$33,224 ; .
the apprentice
—  Costs of supplies and wastage
oo $7,980 » Costs related to registering the program
: (usually in staff time to complete the
Low Medium High accompanying paperwork)
Productivity value estimate

Source: AAI Employer Survey. N=68. Direct Benefits

Note: Benefits comprise productive value minus compensation and are in 2020 dollars and discounted at 3 percent per year.

» Value of the output or service produced by

Exhibit ES-3. Median per Apprentice Net Benefits for the Full Period

m Net benefits calculated using direct benefits only the apprentice
® Net benefits calculated using both direct and indirect benefits $49,220 . . .
 Reduced costs of hiring and filling a skilled
labor position
817,862 Some Indirect Benefits

$15,729

$11,810

» Employer engagement and loyalty

e Reductions in turnover

-$7,771 54,951 T .
Low Medium High » An enhanced pipeline of skilled workers
Productivityvalue estimate
Source: AAI Employer Surve;_'. N=68. ‘ L Development Of future managers
Note: Benefits and costs are in 2020 dollars and discounted at 3 percent per year. M a ki n g ﬁ
o Improved company culture Connections 2024 Iy




QStudy findings
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Organizational Outcomes Employee
Development Programs Aim to Achieve

Reduced use of overtime

Reduced employee stress or burnout

Reduced harassment/EEO complaints and mediation

Lower absenteeism

Improved labor-management relations/trust
Increased promotions/career ladder advancement
Improved workplace inclusivity/fairness

Increased organizational commitment/loyalty
Reduced turnover (short-term) within first 1-3 years
Improved employee health and safety

Improved employee engagement

Enhanced leadership development

Improved talent pipeline for skilled workers
Improved employee productivity

Increased employee diversity

Improved employee performance

Increased retention (long-term)

Improved sense of employee well-being/morale
Reduced safety incidents
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Q Human Resource Metric Tracking

Worker's compensation claims

Absenteeism

Job vacancies at agency

Turnover rates within first year

Equitable pay by job title and demographic group
Workforce diversity

Staff overtime usage

Recruitment, retention, turnover by demographics
Data on time-to-fill job openings by occupation

Retention rates within first 5 years

Conversion rates of interns to permanent staff
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Q Training Effectiveness Measures

Training Effectiveness Measures

Agency does not measure training effectiveness

Advancement of staff into higher paying occupations

Evaluation of long-term pre- and post-training operational
performance metrics

On the job task performance evaluation

Comparison of pre and post training knowledge or skills

Participant survey administered post-training to gauge
employee satisfaction
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Q Motivation

4 N
Justifying investments

-l J

4 N

Measuring public
perceptions and social cost
of impacted service

-

- )

o

Measuring “true cost” of
vacancies and
maintenance issues

\

)

/

-

Efficient and effective use
of resources

~

)
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Tracking “cascading
impacts”
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Key program components
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Q Challenges and considerations

Staff capacity

-

o

Difficulty quantifying or
measuring data points
(e.g. “employee morale”)

/

-

Are data being tracked?

) 4

J -

19

N O N
Data systems
J J
N
Control data
J
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QNeeded support

4 ) 4 )
Value of RO Examples of: Metrics

Implementation - J

\ ) - N

Data-collection processes
4 ™\ L )
. e ~N
Toolkits
ROI models
- Y, L )
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QThank you!

)

2
q

21 Connm?til%||?32024 A :'

P



GCRTA Positive Impact Program

Program Approach

False Starts

Core Team

Tracking Metrics




GCRTA Positive Impact Program

Program Metrics and ROI

At the 1-year mark after
formal program launch, new
operators paired with a
mentor realized:

— 36% Increase in
retention

— 30% decrease in
absenteeism

— 50% decrease in
Misses




GCRTA Positive Impact Program

Sustaining the Program:

* Program Expansion
 Weekly Check-Ins
* Mentee Graduations

 Tracking Program Data

 Mentee Evaluation Forms
* (Qualitative Information
* Avg. Program Satisfaction: 9.15/ 10
* Program Net Promoter Score: 82.35




Net Promoter Score (NPS) °

NPS poses the ultimate question:
"How likely would you be to

recommend this program to another
operator?"

DETRACTORS PASSIVES PROMOTERS

‘Iulul\ll\‘lun\‘l\ ‘IUI\ -100 100
| NEEDS IMPROVEMENT -100-0
7 ! 8 9 ! 10
GOOD 0-30

EXCELLENT 70-100



TRACKING METRICS
IN THE B.U.S. MENTORING
PROGRAM

An Overview of Process, Benefits, Challenges and Insights

Valerie Campo
Champaign-Urbana Mass Transit District (MTD)
November 11, 2024




Metrics Tracked Importance of Tracking Metrics

Retention Rates: Tracking the Operators
that actually graduate from Safety and Training
and if they stay for a calendar year from the
date of graduation

e Ensures program alignment with goals
* |dentifies areas for improvement

Participation Rates: * Demonstrates value and impact to sta

Monitoring the frequency of mentor- keholders
mentee interactions

Satisfaction Rates:
Collecting feedback through surveys to measur
e program effectiveness




Challenges Faced

*Ensuring data accuracy and consistency

*Maintaining participant engagement in surveys and

feedback mechanisms



Tips for Overcoming Challenges

Simplify data collection processes to minimize time

burden
*Use incentives to encourage feedback participation

*Regularly communicate the importance and

benefits of tracking metrics to participants



Valerie Campo
217-384-8188

vcampo@mtd.org



What works in (re)building workforce?
Using data to track Metro Transit (MN) bus operator recruiting, hiring, and retention

Dr. Shanta Hejmadi | Senior Data Scientist

Dr. Rachael Jones | Senior Researcher G MEtrOTranSlt

Making Connections 2024: Transit Workforce Conference November 13, 2024 metrotransit.org



Operator workforce shortage is everywhere

Percent Change

Percent Change in Employment
by Job Function from 2018 to 2022

National vehicle

operations
employment down

~7% from 2018-2022

%
0%
2%
-4%
-6%
S

Qe 5 ] s e
N v X 2 %
"9 f& $ -19 5

Click to toggle: @ vehicle Operations

Transit Workforce Data Dashboard - Transit Workforce Center

Metro Transit -Bus Ops vs All Other Jobs" CeEs
@ Bus Operators @ Other Jobs
2,000
vego 171200 1775 4 732 - 1765
1,499 1,518
1,500

1,000

500
2018

2024

2020

2022 ‘

Bus Operator
headcount down 30%
Jan 2018 - Dec 2022


https://www.transitworkforce.org/dashboard/

.
Making use of your organization’s deata treasure

* Case Study 1: Application and
Recruiting Process

— Neogov Applicant Data

* Case Study 2: Employment trends
— PeopleSoft HCM data

* How useful is our treasure? (data
governance)

33
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How mature is your Data Governance?
(How useful is your treasure?)

Accurate: Data are what we think they are, and
they reliably represent reality.

queried and access is user-appropriate.

Repeatable: Data, processing, and analysis are
in version-controlled code that can be
automated and run by someone other than the
coder.

@ Accessible: Data are in a database that can be

Interoperable: Fields that mean the same thing
are the same across organizational data
resources.

Secure: private data is protected from
unauthorized use.

34



Case Study 1: Recruiting and Hiring
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How to hire 400 operators in 12 months

* Increase wages ($28.84 starting)

New P THE METRO

* Hiring & Referral bonus (up to $5K) Operator

Interviews /
* Marketing campaign (advertise f Evaluate
increased wages) | appllcatlon
¢ Reduce minimum qualifications (no HS Y - & hlrmg
diploma, 5 yrs good driving record) | & process
* Mass application/interviewing events Apggf: N 4

* Paid training to obtain CLP (“Week
Zero”)

36



HR staff manually pulls data from Web interface GUI

v

Email .csv file to Shanta

\

Ingest data, a bunch of cleaning code so that the
aggregation code works (format of text fields, etc.)

\

Remove Duplicate Applicants

v

Merge with hires to add rows for Hired applicants

v

Filter to one requisition (job posting)

v

Analyze one requisition

Data Flow for NeoGov Applicant Data
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Data Governance Scorecard: How useful is our treasure?
Applicant Data

s
== Somewhat accurate

Requires a lot of cleaning, and hires not always accurate

e Not accessible

Data not stored in a queryable database, Analysts do not have access.

e Not easily repeatable

Highly manual data flows involving spreadsheets, email, & unique cleaning protocols.

-
=== Somewhat interoperable

Certain fields translate across systems, many do not.

@ Secure

Only a few staff can access data (trade-off between security vs. accessibility)

38



.
Applicant Data:
Employee referrals and Bus advertisements are the

top sources of successful candidates

Source of Hired Applicants
Step 8 Hired, n = 249

250

0 .
.54% of hires * Employees are valuable recruiters
200 pplicant source
o . Employee Referral .. .
§ . Metro Transit bus advertisement o Advert|5|ng COmpOIgnS Gre
= 150 . . .
% . Met' Coluncn we.'bsnes effeCt|Ve
%5 . Online job postings
5 100 B social Media . . . .
£ Job Fair * Validated by interviews with new
Z areerrorce .enter
Bl cereerforee et operators

. Other

50

Pass

Status



Recruitment Step

Applicant Data:
Applying is easy, waiting is hard. +

Number of days between application
received and final status disposition

Hired __/T\

Background _/\/I—\ N applicants Jan- 1510
Aug 2023
License_Review ‘/\I\’_’\ Median time to 92 days
hire
Interview % applicants who  41%*
lost interest

MQ_/_HR_Review

Application_Received

OT 100 200
Number of days

@ HR reviews applications
very quickly * 32% of interviewed new operators nearly gave up 40
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Treasure from a snapshot of recruiting processes

@ Raising pay is effective.

@ Marketing campaigns are effective.
@ Employees are valuable recruiters.

Streamlining of application process was
effective.

Post-application recruiting processes
could be streamlined to reduce applicant
waiting times.

Applicant + Interview data gave us both
“what” and “why”. "



Case Study 2: Employment trends
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Workforce Planning and Retention

* Network now: commitment by Dec
2027 to

— Increase service 35%

— Bus operator workforce +280

* Develop metrics to track key
employment trends

— Hires
— Departures
— Promotions and transfers

— Retention




PS_JOB, 250K rows
(all transactions for
all employees)

PS_POSITION_DATA,

pers_actions,
250K rows (all job_code_table
transactions for all (job codes with
employees since added columns)
beginning of time) A

A

—> 47K rows (all
positions, latest row)

PS_JOBCODE_TBL,
1303 rows (all
jobs, latest row)

PSXLATITEM (a
bunch of random

job_pos, 250K rows (all
transactions with old +

Arrvie~nnd

stuff like manager
level descr)

Pulling live data from

a database means analyses are
accessible, repeatable and automatable.

PSO_AUTIN_RCASUIN_IDL,
\_) 364 rows (all
actions/reasons, latest
row)

all analyses

Starting datasets for |

data for all emplOyees
since beginning of time)

v

all_weeks, 7.2M rows (>1
row for every employee for
each week of their
employment)

hot_category (bus/
rail/ maintenance
jobs hard-coded <«—
from MT Operations
presentation)

Data Flow from PeopleSoft HCM

44
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Data Governance Scorecard: How useful is our treasure?
Peoplesoft HCM Data

@ Accurate

Official system of record for personnel data and transactions.

L
i==: Moderately accessible

Raw data are stored in a queryable database, analysts have access*, cleaned and final data are
not currently stored.

Repeatable

Version controlled, reviewed, and automated data flow to get starting dataset and run analyses.

@ Interoperable

Standardized starting dataset could be used for many analyses links across internal systems (e.g.
Finance data, HASTUS schedule data).

Secure

Enough* staff with access to raw data via secured systems.

L. 45
* This is a recent development



Metro Transit Headcounts Over A Decade

Metro Transit 12-month rolling headcounts each month since since 2014 Bus Operator headcount
Last updated 2024-10-22, data through 2024-09-30 rebounding after 30% drop
16004 2018-2022

1200 -
M count_type
"g ﬂ-/w === Bus Operator Individual Contributor
0
_8 800 - === Train Operator Individual Contributor
©
E === Frontline Maintenance Positions
S — \/ === Everyone Else
400 -
p— — S -
b \2} ) A ) 9 Q N g2 o) D \al
N N N N N N v £ 3 v % v
P S S S S, S, e P P
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Bus Operator hiring faces challenges

2023 Bus Operator Hires

total hires = count of hires (internal and external)
net hires = net change in headcount
Last updated 2024-10-22, data through 2024-09-30

400 400 total hires -2
300 -
w
2 count_type
= _
© === yid_total_hires
+ 200-
S === ytd_net_hires
2
o

132 net hires

A < A
\‘\ S o ~0Q' d\ ,00 ‘OQ’
2 WO N 20y & &
SV S SR LI S S AN R S
5'?"0 « PONKCCEIE S QT @'\ o &V £

2024 Bus Operator Hires

total hires = count of hires (internal and external)
net hires = net change in headcount
Last updated 2024-10-22, data through 2024-09-30

400 400 total hires
300-
w
2 count_type
= —
© === yid_total_hires
= 200 -
S === ytd_net_hires
8
132 net hires
100 -
O-
X oy N
S & & & FF
P FC LB @S &P &
SIS S MR R N  J. S 3
W & ¥ ¥ 3 Q Oc‘\\o Oac’
2024

Total hire goal is HR department goal, net hire goal is Service Development 2025 net headcount increase goal a1
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Overall, Metro Transit retention rates are high

12-month retention rates since 2015

Pct retention = 100 * N employees employed for last 12 months/total employees at beginning of last 12 months
Last updated 2024-10-22, data through 2024-09-30

100-
90- w
80 -

70-

o count_type
® 60- - .
= === Bus Operator Individual Contributor
c
L2 50- === Train Operator Individual Contributor
c
% 40- === Frontline Maintenance Positions
o === Everyone Else

30-

20-

10~

0 -

2015 2016 2017 2018 2019 2020 2021 2022 2023 2024 2025
End of 12 month period 48
(BLS State/Local Gov'’t turnover rate ~18%/year = ~82% annual retention rate)



https://www.bls.gov/news.release/jolts.t03.htm

First-year Bus Operator retention is low

Retention rate

12-month retention rates since 2015

Pct retention = 100 * N employees employed for last 12 months/total employees at beginning of last 12 months
Last updated 2024-10-22, data through 2024-09-30

Bus Operator Individual Contributor

100 -

TERERRREE o)

80 -

70 -
60- count_type

50 - === retention_rate_first_year

40 - === retention_rate_second_yr plus

30-
20~
10-

0-

1 1 1 1 1 1 1 1 1 1 1
2015 2016 2017 2018 2019 2020 2021 2022 2023 2024 2025
End of 12 month period
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2024 early Bus Operator retention shows some improvement

% of operators still employed

70

60

50

40

Early retention of Bus Operators (6 months/26 weeks)

Percent still employed after N weeks by year
Note: current year only includes 118 employees hired in first 17 weeks of 2024

1 3 5 7 9

024 ~ 67%

1 13 15 17 19 21 23
Weeks of employment

2023 ~ 55%

25

27

last_hire_year

2014
2015
2016
2017
2018
2019

— 2020

2021
2022
2023
2024

2y
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Employment trends treasure: Successes and Challenges

@ Overall retention is high.

@ Many Bus Operators leave in their first year.
@ Training improvements may be helping early Operator retention.
@ Continuing to address first year retention is critical across job classes.

@ We can now track these metrics automatically.

51
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Invest in data pipelines = more treasure you can use

* What systems are in place to collect
data?

* How easy is it to understand?
* Can appropriate analysts access data?

* How can | cultivate a culture of data
sharing?

* Desired outcomes = metric development

* There isn’t one perfect approach &
everybody has a role.

* Combinations of data types and
approaches can be powerful!
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@ Metro Transit

Thank You!

Shanta Hejmadi

shanta.hejmadi@metrotransit.org
612-349-7107
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* Thank you!
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