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Executive Summary

The Federal Transit Administration (FTA) has updated the 2007 Strategic Workforce
Plan to reflect the current challenges and opportunities it faces as its programs
continue to expand in both volume and complexity, while its workforce size remains
relatively stable. This update is grounded in an organization-wide quantitative
workload analysis and evaluation of workforce risks. The key findings are summarized
at a high level here and detailed in the following report.

FTA’s Workforce

As highlighted in the previous workforce plan, FTA has identified five mission critical
occupational series—a subset of the staff that comprises 50 percent of the
organization’s total workforce. Of this population of Transportation Specialists
(particularly for programs), Community Planners, General Engineers, Computer
Specialists, and Contract Specialists, retirement eligibility is of particular concern for
the Transportation Specialists. In the next 5 years, more than half of that population
will be eligible to retire. This statistic, combined with an attrition rate of 9 percent,
indicates that workforce stability is a key risk factor for FTA.

In past evaluations, FTA has also identified several skill areas that must be improved
to expand the overall proficiency of the workforce." These include skills such as
writing, oral communication, contract management, project management, and IT skills.
The current analyses reemphasized these gaps qualitatively, indicating that they have
not yet been successfully addressed through current initiatives.

FTA’'s Workload

The workforce risks noted above must be considered in the context of the current and
projected workload FTA must manage to meet customer and stakeholder
requirements. Based on the organization-wide workload analysis conducted for this
update, a sizable gap exists between the workload the organization must manage and
the workforce resources it has to perform that work.

Two types of workload were calculated—waorkload associated with the American
Recovery and Reinvestment Act of 2009 (ARRA), and workload represented in areas
that are currently understaffed. In both analyses, the Full-Time Equivalent (FTE) gaps
generated represent a 16- to 17-percent deficit in FTEs required to perform the work
(e.g., an 85 FTE gap for ARRA, and a 92 FTE gap representing areas that are
understaffed for pre-ARRA workload).? These gaps are particularly evident in project
and program oversight, technical assistance and guidance, grants administration, and
contract administration and management.

! Past FTA workforce analysis studies inciude: 1) a Delphi study conducted by FTA in 2003 that probed a focus group of senior
managers; 2) workforce planning information collected by the Logistics Managem ent institute {LM) during its analysis of the FTA
workforce in 2002 -2003; and 3} Information collected for the FTA 2000 workforce plan.

Full-Time Equivalent is a way to measure a worker's number of total hours worked divided by the maximum number of
compensable hours in a work year as defined by law. For example, if the work year is defined as 2,080 hours, then one worker
occupying a paid full time job all year would consume one FTE.

Booz Allen Hamilfon 1 July 17, 2009
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The exact size of this gap in FTE terms may be refined with additional analyses, but
the overall magnitude of the gap indicates a significant misalignment between FTA's
workforce resources and its workload that cannot be addressed solely through
improvements to business process and workforce efficiency and effectiveness.
Additional resources will be required to ensure that FTA is adequately staffed to meet
customer and stakeholder requirements.

Workforce Risk Analysis

The outcomes of the analyses highlighted above were reinforced by the Workforce
Risk Analysis conducted as part of the update.® The risk analysis explored four key
areas to identify risk associated with misalignment between work and workforce
requirements (i.e., Changes in Work, Changes in Workforce Requirements, Health of
Current Workforce, and Strength of Current Workforce Management Practices). Key
findings from this assessment indicated that risk ratings were moderate to high across
the organization, with particularly high risk scores in the work (e.g., change in work
volume) and workforce requirements (e.g., need for more workforce and those with
new skill sets) areas. These results were highly consistent with the outcomes of the
workload analysis and indicated strong agreement across the Executive Management
Team (EMT) regarding this issue.

In addition, in the Workforce Health area, the results of the assessment indicated a
moderate risk rating, with particular concern regarding Workforce Stability and
Proficiency. These results were also consistent with the supply analyses, further
indicating that the combination of retirement eligibility, turnover rates, and need for
improved skills in key areas must be an area of focus for FTA.

Finally, in the area of Workforce Management Practices, the results of the assessment
indicated a moderate risk rate across nearly every practice area (e.g., pipeline,
learning and development, alignment of workforce to work, sufficiency of government
footprint, knowledge management, and planning capabilities). This finding was of
particular concern, because it indicated that these management practices may not be
comprehensive, well established, or consistently used to manage FTA’s workforce, to
meet work requirements, or to respond to current challenges or changing demands.
Given the size of the estimated FTE gap, and the workforce health issues outlined
above, strong workforce management practices are critical because FTA must work to
optimize the workforce it has, shore up needed skill areas, and prepare for future
requirements through the adequate growth and development of its workforce.

Integrated Gap Analysis

An integrated gap analysis was conducted leveraging each of the analyses outlined
above. The gaps were prioritized, and several key areas of risk were identified for
action planning, including project and program oversight, technical assistance and
guidance, grants administration, and contract administration and management. The
gaps in these areas exist as a result of a combination of increased workload, skill
gaps, and lack of strong workforce management practices. In addition, these areas

3 FTA used the Booz Alien Workforce Risk Evaluator, a web-based survey to explore four k ey areas to identify risk associated
with mis alignment betw een work and workforce requirements
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primarily use mission-critical occupations to accomplish work, further contributing to
risk, given the demographic profiles of this population and its projected retirement
eligibility.

Conclusions

FTA faces a misalignment between its current workforce resources and work demand
that cannot be addressed through organizational and workforce efficiency initiatives
alone. Additional resources must be added in the key areas outlined above and/or the
scope and volume of program work must be downsized below current statutory
mandates. While FTA may receive some FTEs to fill the gap analysis suggested, the
organization must further prioritize the gaps and identify those areas most critically in
need of additional FTEs.

In addition, because resources are limited, it is important to prioritize and target human
capital initiatives to address the remaining gaps, rather than institute organization-wide
initiatives.

Finally, FTA must balance near-term requirements with long-term needs, factoring in

retirement eligibility and succession/pipeline planning as it makes strategic hires and
shores up capability and bench strength in key technical areas.

Action Plan for 20092010

The primary goals outlined in the action plan to address the issues and concerns
summarized above are:

e To optimize existing workforce by improving skill alignment and proficiency of
existing staff to better meet changing work requirements of FTA

e To optimize use of additional FTE in risk or gap areas to address the most
significant workload issues and technical expertise deficits.

Table 7-1 in Section 7 outlines in further detail the specific steps of the action plan.

Booz Allen Hamilton 3 July 17, 2009
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1. Introduction

1.1 Background

The Federal Transit Administration (FTA), 1 of 11 operating administrations within the
U.S. Department of Transportation, employs 515 employees (as of September 30,
2008) with the majority of staff (327) located in the Washington DC Headquarters (HQ)
offices.* The mission of employees, and the organization as a whole, is to “improve
public transportation for America’s communities,” which is achieved by using funds
appropriated by the Congress to finance public transportation programs throughout the
country.

Like many agencies, FTA must ensure that its workforce is sufficiently sized and skilled
to meet ever-changing work demands. FTA has experienced significant program growth
over the past several years, including a 200-percent budget increase since 1993 and a
47-percent increase in the number of grants since 2001. Despite these changes and
their associated increase to workload, FTA's workforce has remained constant since
fiscal year (FY) 05, with a headcount of about 500. The organization has absorbed the
increased complexity and volume of workload for several years while still meeting
mission and stakeholder expectations. However, the organization has consistently
identified, through various workioad studies, the need to increase resources. For
example, in 2003, an independent contractor estimated a projection of 542 full-time
equivalents (FTE) in FY02, assuming the current staff could continue to meet the
current level of demand, and projected that FTA would need 618 FTEs by FY06 to meet
organizational goals. The fact remains that in FY09, FTA continues to have staffing
levels far short of the projected 618 FTEs for FY06. In addition, a new administration,
the implementation of the American Recovery and Reinvestment Act of 2009 (ARRA),
and the upcoming FTA reauthorization are already proving to have a notable impact on
the complexity and volume of FTA workload, enhancing the need for additional
resources.

1.2 Purpose

The goal in developing this Strategic Workforce Plan is to ensure FTA has the right
number of employees with the right skill sets to facilitate successful completion of the
organization’s mission. FTA has updated the 2007 Strategic Workforce Plan to reflect
the current challenges and opportunities it faces as its programs continue to expand in
both volume and complexity, while its workforce size remains relatively stable. This
update is the product of a process used to assess current resource availability, identify
current and future resource requirements, and develop detailed, action-based
recommendations for mitigating gaps between current workforce supply and workload
demand. This plan integrates information from the Office of Personnel Management'’s
(OPM) Workforce Planning Model, FTA FY 2007 Workforce Plan, FTA Annual
Performance Plan, the FY 2009-2013 Knowledge Management Strategy, Logistics

4 FTA workforce supply data is based on the FTA FTE on-board report dated a s of September 30, 2008, provided by the Office of
Human Resources.
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Management Institute (LMI) Workforce Planning Analysis (October 2003), FTA
Customer Service Survey (May 2009), 2003 Delphi Study, workforce demographic data,
and workforce supply and demand data captured during Workforce Risk Analysis® and
scenario planning exercises using FTA workload models.

1.3 Goals

FTA used six workforce goals to drive the development of its 2007 Strategic Workforce
Plan. These goals included alterations and improvements to organizational structure,
improvements to existing business processes, enhancement of critical skills for existing
workforce, preparation for retirements and loss of experienced workforce, improvement
of management and leadership competencies, and improvement of performance
management practices. The majority of these goals are consistent with the goals of this
2009 Strategic Workforce Plan update and represent the range of possible initiatives to
address ongoing workforce challenges at FTA.

Baoz Allen Hamiltan 5 July 17, 2009
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Quality Issues planning scenario to address areas in which FTA is currently
experiencing deficits in resources (e.g., areas of work that are currently understaffed to
meet requirements) and a Stimulus Package scenario to represent a specific
“situational” change that has a significant impact on workload.> FTA used workload
models agency-wide to run these two scenarios and to analyze and quantify the shifts
between HQ and Regions and among functions.

Step 4: Analyze Workforce Gap/Risk

Using the full complement of data from the steps outlined above, FTA identified
workforce gaps and risks, and prioritized them through working sessions with the EMT.
These priorities formed the basis for the action plan outlined in this report.

Step 5: Develop Workforce Recommendations

In this final step, FTA considered the priority gaps and risks and evaluated current
human capital and business process improvement initiatives and programs to identify
opportunities to leverage and build on existing efforts to address the priorities. An
action plan was then developed that included milestones and evidence-based outcomes
so that FTA can focus its efforts on priority gaps and risks, and track and manage
progress throughout the year.

S Existing Quality Issues Scenario: included a set of conditions refated to the quality of work and coverage based on current the
state. The goal of this scenario was to "size” the current quality issues by identifying areas that have the most significant risk. HQ
Offices and Regions added necessary FTE and/or redistributed existing FTE to shift these work areas from “At Risk” to “Risk
Managed.” Stimulus Package Scenario: included a set of conditions related to ARRA to “size” the impact of the stimulus package
by identifying changes in workload driver levels and FTE distribution in the workload models.

Booz Allen Hamiltan 7 July 17, 2009
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The results of the workforce risk analysis suggested that FTA is not only at risk from
significant changes to its work (e.g., increased complexity and volume), but also from
existing workforce health issues (e.g., proficiency and experience mix of current
workforce) and a lack of strong workforce management practices. This combination or
profile of risk suggests that FTA must look to a diverse set of solutions to address the
imbalance it is experiencing between the work requirements and the workforce it has
available to do that work. Adding resources alone will not fully address the risks
identified by this survey. Mitigation strategies must be developed to shore up the skills
and experience mix of the current workforce and improve workforce management
practices so that FTA has the workforce and the management framework to effectively
deal with expanding work requirements. Further details on the workforce risk analysis
are presented in Appendix

3.2 Customer Service Survey Results

FTA reviewed the findings from its most recent Customer Satisfaction Survey (May
2009) to gain additional perspective for this workforce pian update. The survey found
that customers appeared to be generally satisfied with the services they received from
FTA, both at HQ and in the Regions. However, during the May 27, 2009, EMT meeting,
discussed further in Section 6, managers indicated that FTA's in-house technical
expertise, the organization’s ability to provide oversight, the Regions’ ability to support
transit/metropolitan planning, and the Region'’s ability to manage grants were key areas
of concern. The survey results confirm the EMT's concerns and are in line with the
workioad scenario and Workforce Risk Analysis results showing that FTA does not have
sufficient workforce bench strength and is struggling to keep up with changing workload
demands. Details highlighting the survey results can be found in Appendix C. These
areas of concern were also identified as part of the FTA competency analysis within the
2007 Workforce Plan which can be found in Appendix B. FTA did not update these
competency gaps as they are still representative of the types of competency gaps FTA
faces today. ’

3.3 Performance Measures

In addition to the risk analysis and customer satisfaction survey, FTA reviewed
performance against key measures for additional operational context. To identify
workload backlogs and highlight potential gaps between workforce supply and
workforce demand, FTA’s performance was assessed against four key activities, as
identified by the quarterly Transit Trend reports.

Overall, the performance metrics indicated that while FTA was able to meet its grants
management performance targets, the organization fell short of meeting performance
targets related to report reviews and closing out of report findings. This shortfall signifies
a potential workforce gap in the number, proficiency, and/or experience mix of the
workforce. Table 3-1 below presents the findings of this analysis.

Table 3-1: Performance Measures

Activity Performance Metrics

Booz Allen Hamilton 9 July 17, 2009
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Activity

Grants Processing—All grants
should be awarded within 36
days.

Performance Metrics

¢ For the first three quarter of 2008, only 1-2 Regions did not meet
this requirement (4Q08, only 1 Region failed to meet this
requirement.

e in 2008, 4 programs (of 17) did not meet this requirement.

Grant Closeout-—95 percent of
goals should be closed out by
September 30, 2008.

+ Only 1 Region and 1 HQ office did not meet this requirement.

Triennial Report Reviews—95
percent of report reviews
should be completed within 30
days.

« In 3Q08, 3 Regions failed to meet this requirement.
* |n 4Q08, 5 Regions failed to meet this requirement.

(Data was not available for 1Q08 or 2Q08.)

Triennial Report Findings—80
percent of findings should be
closed out with 30 days of due
date.

¢ |n 4QQ08 (data was not available for other quarters), 6 Regions
failed to meet this requirement.

Booz Allen Hamilton
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4. FTA Workforce Supply

As of September 30, 2008, FTA had 515 permanent and temporary employees. While
the workforce has remained relatively stable over the past 5 years, an annual attrition
rate of 9 percent for FY08 (up from 7 percent in FYQ7) combined with notable retirement
eligibility threatens to put further strain on an already stretched workforce. According to
FTA’s workforce data, 25 percent of employees are currently eligible to retire, and an
additional 21 percent will be eligible in the next 5 years. This means that between now
and 2014, FTA could potentially lose up to 46 percent of its workforce to retirement
alone.

To better understand the current and future state of FTA's workforce supply, an in-depth
analysis of the organization’s five mission-critical occupational series, which represent
50 percent of FTA’s total workforce, was conducted. At a high level, the analysis
revealed that by the year 2014, 41 percent of employees in critical occupational series
will be eligible to retire (22 percent are currently eligible). Table 4-1 below summarizes
these five occupations, key supply analysis findings, implications, and potential focus
areas. More detailed analysis of each critical occupational series can be found in
Appendix A.

Tabie 4-1: Critical Occupation Key Findings

Critical Occupation/ OPM
Handbook Description

Key Findings

Implications Focus Area

Transportation Specialist: Thirty-eight percent of the Key staff and valuable Succession
Advise on, supervise, or staff is eligible to retire institutional knowledge Planning,
perform work that involves within 5 years. could potentiaily be lost. Knowledge
two or more specialized Management
transportation functions or

other transportation work not

included in any other series

of the group

General Engineer: Very few entry level/early Key staff and valuable Recruiting,
Responsibie for “managing, career engineers are on institutional knowledge Succession
supervising, leading and/or staff. Thirty-three percent of | could potentiaily be lost. Planning,
performing professional engineers are eligible to Knowledge
engineering and scientific retire within 5 years. Management
work.”

Community Planner: The majority of staff is early | There is potential to instill | Knowledge
Responsible for planning and | to mid-career. knowledge in entry Management
“developing the art and level/early career

science of planning” for employees.

communities (e.g. cities,

counties, regions, etc.).

Planners are tasked with the

identification the community

needs and the design and

implementation of programs

to address those needs.”

Contract Specialist: Experience levels and Like many organizations, | Recruiting
“Manage, supervise, perform | retirement eligibility appear | FTA could struggle with Knowledge
or develop policies and well balanced within this recruiting and retaining Management
procedures for the series. qualified Contract

Booz Alfen Hamifton 11 July 17, 2009
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procurement of supplies,
services, construction or
research and development
using formal advertising or
negotiation procedures, the
evaluation of contract price
proposals and the
administration or termination
or ciose out of contracts.”

Specialists.

Computer Specialist:
Responsible for the
development, delivery and
administration of information
technology systems and
services.

The workforce is young;
and employees are not
eligible to retire for at ieast
20 years.

A focus on training and
development will ensure
a sufficient pipeline of
Computer Specialists.

Training,
Development
and Succession
Planning

The findings of the workforce supply analysis validated the concerns raised by
participants in the Workforce Risk Analysis survey. According to the survey results,
managers were particularly concerned about the retirement eligibility of staff in critical
occupational series, the difficulty in backfilling vacant positions, and the under-utilization
of established knowledge management practices. According to the survey, it can take
FTA as long as 12 weeks to backfill a vacant position, due in large part to inefficient
candidate sourcing strategies. Once appropriate resources are in place, mechanisms
for effectively capturing and sharing knowledge are not being used, causing duplication
of effort and the potential for significant loss of institutional knowledge. According to
FTA’s recent Knowledge Management audit, FTA lacks incentives to facilitate
information sharing, easy-to-access knowledge management points of contact, and
knowledge management education and awareness.” The recommendations outlined in
Section 7 are designed to address these concerns and facilitate the revisions and
improvements to FTA's current recruiting and knowledge management practices.

4 FTA FY 2009--2013 Knowledge Managem ent Strategy

Booz Allen Hamilton
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5. Workload Demand Analysis

FTA conducted an organization-wide workload demand analysis to understand the
anticipated changes in the nature, type, and/or quantity of the work, such as changes to
existing work, new work, and/or increases, decreases, or surges in workload. FTA
identified and quantified key work areas experiencing major shifts in workload by
running workload planning scenarios to identify the FTE gaps that exists between the
workload the organization must manage and the workforce resources it has to perform
that work. In addition, FTA integrated the scenario and Workforce Risk Analysis results
to examine the workload impact on specific organizations, work requirements, and work
volatility.

FTA used the HQ workload model construct to run workload scenarios for both HQ and
the Regions.® EMT members outlined two distinct scenarios independent of one
another to perform course-of-action, “what-if" analysis to understand the nature and size
of the gaps and risks FTA may face due to demands on the current available workforce.
FTA ran an Existing Quality Issues planning scenario to address areas in which FTA is
currently experiencing deficits in resources (e.g., areas of work that are currently
understaffed to meet requirements). FTA also ran a Stimulus Package scenario to
represent a specific “situational” change that has a significant impact on workload.®

Details of the workioad planning scenario results can be found in Appendix E.

5.1 Workload Scenario Key Results

FTA had an overall FTE gap of 85.6 FTEs for the Stimulus Package scenario and an
FTE gap of 92.4 for the Existing Quality Issues scenario.’ In general, HQ and Regional
FTE gaps were similar, indicating the quality of work and coverage at both HQ and the
Regions were equally affected. More than half of the HQ and Regional offices identified
different core work areas as being “at risk” for the Stimulus Package and Existing
Quality Issues scenarios, suggesting that additional workload brought on by ARRA
creates new workload imbalances while intensifying existing issues.

While most of FTA is impacted by the Stimulus Package scenario, the HQ offices for
Office of Civil Rights (TCR), Office of Program Management (TPM), and Office of
Communications and Congressional Affairs (TCA), and Regional offices for Regional
Office 1 (TRO-01), Regional Office 10 (TRO-10), and Regional Office 4 (TRO-04) had
the highest FTE gaps. These HQ and Regional offices were primarily affected by
Stimulus Package scenario conditions that included increased funding amounts, grants,
and programs.

The HQ offices for Office of Budget and Policy (TBP Policy), TPM, and Office of
Planning and Environment (TPE), and Regional offices TRO-10, TRO-04, and Regional

8 FTA used the workload planning model that Booz Allen developed for the HQ offices to support workload analysis and planning

scenarios to meet agency priorities, core missions, and strategic objectives.
9 The FTE gap is a computation of the difference between the organization’s to tal current baseline FTE and total scenario FTE in
terms of the FTE count or as the percentage of the FTE gap.
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Office 2 (TRO-02) had the highest FTE gaps for the Existing Quality Issues scenario.
These HQ and Regional offices were determined to be “at risk” because their program
requirements were not being fully met, they had significant work backlog, and their
workforce capability was or will be affected. For example, these HQ offices indicated
policy research and communications were not often conducted; oversight program
implementation was sub-optimal; and guidance, workshops, and technical assistance
on planning, new starts, and National Environmental Protection Act (NEPA)
requirements were lacking. Similarly, these Regions indicated environmental and
grants management and oversight were all lacking; retirement-eligible staff was a
concern (e.g., potential loss of financial expertise); technical oversight and assistance
was lacking; and financial status reports (FSRs) and milestone progress reports needed
to be reviewed.

Based on the planning scenario results, the FTE gaps in the offices with the highest
FTE differences as a percentage for each scenario are outlined in Table 5-1. For the
HQ offices, only two offices - the Office of Program Management (TPM) and Office of
Planning and Environment (TPE) -- had the highest FTE gaps in both scenarios.
Conversely, most of the Regional offices (TRO-10, TRO-01, TRO-02, and TRO-04) had
the highest FTE gaps for both scenarios.

Table 5-1: Summary of Workload Scenario FTE Gaps

TE

Difference Difference Difference Difference

Percentage Percentage
TCR 9.6 36% TRO-01 4.7 33%
™M 23.7 28% TRO-10 5.6 32%
TCA 3.2 26% TRO-04 6.0 22%
TAD 2.7 17% TRO-05 49 19%

Procurement

TPE 6.4 15% TRO-02 4.0 17%

Existing Quality Issues Package Scenario Results

FTE FTE FTE FTE

Difference Difference Difference Difference

Percentage Percentage
TBP Policy 2.6 41% TRO-10 7.7 44%
TPM 27.7 33% TRO-04 111 41%
TPE 12.0 28% TRO-02 4.8 21%
TAD IT 1.9 17% TRO-09 6.0 12%
TRI 5.6 13% TRO-01 1.7 9%
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6. Integrated Workforce Gap Analysis

6.1 Identification of Key Workforce Issues

Using the results of the two planning scenarios (further supported by the Workforce Risk
Analysis findings), the EMT met in May 2009 to discuss the key workforce issues and
gaps. During this meeting, participants identified four key work areas at risk. The gaps
in these areas exist as a result of a combination of increased workload, skill gaps, and
lack of strong workforce management practices. In addition, these areas primarily use
mission-critical occupations to accomplish work, further contributing to risk, given the
demographic profiles of this population and its projected retirement eligibility. Several of
these gaps were identified in previous studies, indicating that these are systemic issues

at FTA.

Table 6-1 below shows these work areas and key data points, providing context and
sources of risk. Appendix E provides more detailed EMT meeting notes and
discussions about the HQ and Regional offices at highest risk of FTE gaps.

Work Area At
Risk

Table 6-1: Work Areas with Highest Risk

Skill Gap

Risk/Concerns

Management
Practices

Similar Findings

Project and e Writing » Magnitude of » Poor pipeline s FTA FY 2007
Program Oral work makes it practices in Workforce Plan
Oversight * Cra o difficult to provide | particular with , _
Felated ommunications adequate engineers and a e Strategic Plan
We al;f _ « Writing project/program subset of 2009-2014
orkiorce: - oversight. Community
i * Analysis Planners that have
* Engineers s In the past, the . tal
. « Project ETA staff 4 environmenta
« Transportation statt serve expertise
Specialists Management as generalists; as
become | o Inability of
. Contract programs
» Community * M::aaement more complex, Community
Planners ¢ more specialized Planners in regions
oo expertise is to keep current with
ht . L
* Civil Rights required. their skill sets
because they are
diverted by grants
processing
 Inability of senior
leaders to manage
because mid-level
leaders do not have
enough deep bench
strength/expertise
Tech » Writing (e.g., » In-house » Knowledge e FTAFY 2007
ésiljs‘a"ce and technical resources are Management Workforce Plan
uidance . . )
t h fficient—t ractices are not
documents suc insufficie 00 p « FTA FY 2008

as FTA circulars

strong a reliance
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Work Area At
Risk

(e.g., third-party
contracting,
environmental,
project
management,
and civil rights)

Related
Workforce:

¢ Transportation
Specialists

= Community
Planners to a
lesser degree
1102

Skill Gap

and guidance,
policy, and
procedural/rules
documents)

¢ Analysis (e.g.,
regulatory)

e Oral
Communications

Risk/Concerns

on contractors.

e More time needs
to be spent on the
provision of
systemic, agency-
wide guidance.

» Need to ensure
some basic level
of consistent
program delivery
at regional level

Management
Practices

well established

There is no process
or mechanism to
search for
information held by
staff, and capture
and transfer
institutional
knowledge (e.g.,
lacking consistent
guidance across
regions, apply
global FTA
requirements to
transit programs,
level boarding,
special programs,
ADA])

Similar Findings

Workforce/
Succession
Plan Update

¢ Delphi Study

Grants
Administration

e |T Skills (TEAM)

e Data Analysis

¢ Resources are
insufficient to
conduct timely,

Inconsistent
implementation of
grants management

e FTA FY 2007
Workforce Plan

@e;f;'fa;ce_ o Writing (e.g thorough reviews. business process * II;II:I‘L\:‘\EIorkforce
. A v n
« Transportation briefings to across reglons Analysig
Specialists Congress) (e.g., how to justify
approval for grants,
e Community * Oral o inconsistent
Planners Communications application of
tandard o
o Engineers e Development stancards, more
and Application complex projects)
of Research e Knowledge
(e.g., needs to Management (e.g.,
be current on many turnovers,
technologies) issues framing work
. deficit, lacking
* I:ArOJect ( depth of bench
adnagemg th strength, unable to
and oversig review quarterly
e Grants reports due to
Management workjoad)
Contract o T skills » Additional e insufficient e FTA FY 2007
Administration Writ resources/training | enterprise-wide Workforce Plan
and ¢ vvritng are needed in the Learning and
Management « Knowledge of field to better Development for * WS;;E;OB
Related FAR understand and technical and Succession
Workforce: execute management
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Work Area At

Skill Gap

Risk/Concerns

Management

Similar Findings

Risk Practices
e All (including requirements responsibilities leadership— (e.g., Plan Update
1102s) « Performance associated with little/no training
contract available on
based . management. contract
contracting management or
leadership
capabilities)
17 July 17, 2009
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7. Conclusions and Action Plan

7.1 Conclusions

As each section in this report indicates, and the integrated gap analysis summarizes,
there is a significant misalignment between FTA’s current workforce resources and work
demand. This misalignment is due to a confluence of factors that affect FTA’s ability to
meet the increasing complexity and volume of work with the size, composition, and skill
levels of the existing workforce.

To ensure FTA can successfully meet the existing requirements, as well as the new
demands reiated to ARRA, additional resources must be added, and/or the scope and
volume of program work must be downsized. FTA is currently at risk of not meeting
core agency functional responsibilities. The organization must further prioritize the gaps
and identify those areas most critically in need of additional FTEs.

In addition, because resources are currently limited (e.g., management time, training
budgets, etc.), it is important to prioritize and target human capital initiatives to address
the remaining gaps, rather than institute organization-wide initiatives. While FTA has a
strong foundation of existing initiatives aimed at improving and expanding upon existing
workforce management practices, an increased emphasis must be placed on key areas,
with sufficient leadership engagement to ensure that action plans are executed and
milestones are reached.

Lastly, FTA must balance near-term requirements with long-term needs. Leadership
must factor in the retirement eligibility of its mission-critical workforce and the
succession/pipeline planning needed to grow the experienced workforce it needs to
administer and manage complex and diverse transit programs—balancing these needs
while making strategic hires to shore up capability and bench strength in key technical
areas.

7.2 Action Plan

The overarching goal of this action plan is to tactically address the key risk areas and
gaps outlined in Section 6, leveraging and prioritizing existing initiatives, and meeting
near-term needs with the future in mind. Table 7-1 below outlines the goals, objectives,
tasks, and milestones that the FTA EMT has committed to undertake during the next
year.

Table 7-1: Action Plan Summary

Goal 1: Optimize existing workforce by improving skill alignment and proficiency of existing staff

to better meet changing work requirements of FTA

Objective Tasks Q1 Q2 Q3 Q4
Leverage and ...e.g. —use Susan’s effort as

build on existing example—ensure that it has

knowledge tangible outcomes for involvement

management and use—tied to performance plans
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initiatives and
targeted IDPs to
shore up
technical depth
and bench
strength of
existing staff

of mid-leve!l and senior managers

....e.g. pick another element of
existing knowledge management
strategy/goals to address any one
of the deficits (project oversight/civil
rights}—helping folks become those
specialists through knowledge
sharing and targeted
growth/development of key staff.
For example, Grants Ato Z is an
effort to compile, distill and adopt
the best practices from all over the
agency, to present a product which
has agency-wide buy-in for how
FTA reviews, awards, and manages
FTA grants.

Address
organization-
wide skill deficits
in writing, analysis,
and contracts
administration and

management

Goal 1. Optimize use of additional
issues and technical expertise deficits

FTE in risk/gap areas to address the most significant workload

workload gaps,
add to overall
bench strength,
and ease
succession
planning
constraints

months to evaluate 1) how much
this addition of staff has offset
community planners’ time in
Regions, 2) how much time this
addition of staff has offset increased
ability of HQ to issue
guidance/sops/oversight products in
timely way

Objective Tasks Q1 Qz Q3 Q4
Use x% of e.g., Validate workload data from
additional FTE in | scenario exercise and distribute (x)
grants FTEs to Regions X, Y, and Z, and
administration to HQ offices X, Y, and Z
and processing .
to address e.g., Re-run scenarios after 6

Use % of
additional FTE to
increase technical
depth in key areas
at HQ and

e.g., Use workioad data to validate
specific organizations/positions in
the Regions and in TPE, TPM, and
X that require additional
engineering, planning, and
environmental policy expertise, 3"
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Regions

party contracting, project as well as
program management, data
analysis .....
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Appendix C Customer Service Survey Results Highlights

Table C - 1 provides highlights of the Customer Satisfaction Survey resuits conducted
in May 2009."° These survey result details support the concerns communicated by the
EMT during the May 27, 2009 meeting. Specifically with respect to the key areas in
technical expertise, the organization’s ability to provide oversight, and the Region’s
ability to plan and manage grants.

Table C - 1: FTA Customer Service Survey Resuits Highlight

Q2. Please indicate the type of agency for which you are completing this survey.

Maijority of customers (54.0%) were transit agencies, though responses were received from all customer
types (Metropolitan Pianning Organizations, State Transportation Agency, Native American Tribe, Cther

Public Agency, Private Company, Not-for-profit Agency, Other)

Q4. Please use the following questions to report on your experiences in the last 12 months with
your FTA Regional Office

The overal! quality of FTA services to you as a 72.1% were very satisfied or satisfied
customer?

The courtesy of FTA's staff? 83.5% were satisfied or very satisfied
The capability of FTA’s staff? 75.7% were satisfied or very satisfied
Ease of doing business with FTA comparedto | 56.0% were satisfied or very satisfied

other Federal agencies?

The extent FTA assesses the impact on 41.0% % were satisfied or very satisfied
customer satisfaction when FTA changes a
process?

The effectiveness of communications between 71.2% were satisfied or very satisfied
your organization and FTA staff?

The availability of FTA’s technical services? 67.4% were satisfied or very satisfied respectively

The ability of FTA Staff to provide on-site
technical services or participate in on-site
meetings?

The quality of FTA’s technical services?

FTA's grant approval process? 60.0% were satisfied or very satisfied respectively

FTA’s grant management process?

The capability of FTA oversight consultant 48.4% were satisfied or very satisfied

1% The Customer Service Survey satisfaction level response selection included: Very Satisfied, Satisfied, Neutral, Dissatisfied,
Very Satisfied, and Not Applicable. For the Regional res ults, customers selected a range be tween 13% to 46% for either Neu tral
ar Not Applicable for questions in section Q4. For the HQ resulits, approximately 45% selected either Neutral or Not Applicable for
the questions in section Q5.
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services?

Q5. If you have had significant experiences in the last 12 months with FTA's central or

headquarters offices, pliease answer the following questions.

The overall quality of FTA services to you as a
customer?

49.0% for very satisfied or satisfied

The courtesy of FTA’s staff?

57.1% were satisfied or very satisfied

The capability of FTA’s staff?

52.8% were satisfied or very satisfied

Ease of doing business with FTA compared to
other Federal agencies?

39.7% were satisfied or very satisfied

The extent FTA assesses the impact on
customer satisfaction when FTA changes a
process?

30.4% % were satisfied or very satisfied

The effectiveness of communications between
your organization and FTA staff?

46.8% were satisfied or very satisfied

The availability of FTA’s technical services?

The quality of FTA’s technical services?

40.0% were satisfied or very satisfied

The capability of FTA oversight consuitant
services?

49.0% were satisfied or very satisfied

Booz Allen Hamifton
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Appendix D Workforce Risk Analysis

The EMT participated in a Workforce Risk Analysis® survey that evaluated several risk
factors which impact the balance between work requirements and available workforce.
This risk analysis explored four key workforce factors and their sub-factors which are
detailed in this Appendix. Listed below in Table D -~ 1 are the definitions of the
Workforce Risk Analysis terms.

Table D - 1: Workforce Risk Analysis Survey Glossary

TERM DEFINITION
Refers to the specific drivers (i.e. internal/external influences
such as budget, customer, etc.) that create a change in work
Impact to Work content, volume or how the work is accomplished

Workforce Requirements

Refers to the number and type of workforce needed to do the
work (e.g., requires new skill set that does not currently exist,
makes some skills obsolete, etc.)

Workforce Health

Refers to the adequacy of the current workforce to support the
work of the organization; adequacy is evaluated in terms of
stability (e.g., risk of turnover or actual turnover and vacancy),
proficiency (e.g., adequate capability in required skill areas),
and experience (e.g., adequate depth of skill and appropriate
tenure mix of junior-, mid-, and senior-level employees to
support work and ongoing development/succession over time)

Experience

As an evaluation factor for workforce health, Experience refers
to the degree to which the depth of skill, tenure mix, and
distribution of experience in the organization meets the
organization’s needs

Proficiency

As an evaluation factor for workforce health, Proficiency refers
to the degree to which the workforce is adequately skilled and
able to master new skills as needed

Stability

As an evaluation factor that influences workforce health,
Stability refers to the degree to which an organization
experiences changes in the workforce supply due to turnover
and/or potential for turnover

Workforce Management
Practices

Refers to the policies, programs, and/or activities that an
organization employs to manage its workforce and ensure that
there are a sufficient number of skilled workforce available to
accompilish the work requirements of the organization

Alignment

As an evaluation factor for workforce management practices,
Alignment refers to the organization’s ability to match the
available workforce to work requirements, and realign
resources to work as needed

Government Footprint

As an evaluation factor for workforce management practices,
Government Footprint refers to how well established and
distributed the government (e.g. civilian and/or military)
workforce is to provide sufficient technical insight and
management oversight for contractor support

Knowledge Management

As an evaluation factor for workforce management practices,
Knowledge Management refers to the extent to which the
organization utilizes programs and practices to capture,
organize, and communicate knowledge obtained by the
workforce in the course of their work to ensure retention and
transfer of institutional knowledge

Booz Allen Hamilton
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Appendix E  Executive Management Team Meeting Notes - May 27, 2009

Discussion of Risk Areas

Need more contract administration in the regions — in particular, more training is
required so that regional staff doesn't need to rely as heavily on Contract
Specialists and Administrators. Need more COTR expertise in the Regions
Strong risk in regions and HQ around environmental associated with New Starts
— inadequate resources in terms of experience in the regions

Notable potential loss of institutional knowledge due to retirements

High Risk - oversight at HQ and regions, data analysis, environmental analysis,
succession planning — need for increased skill building

Regions aren’t doing what they are supposed to — they are good at developing
and executing grants, but aren’t good at managing grants. In addition, they
don’t do enough planning

The absence of planning and data analysis capabilities are systemic problems
Reauthorization is interested in sustainability — capacity for planning in FTA is
weak and TPE and Regions will feel it the most

FTA needs a more strategic and tailored approach to oversight — it's not just in
TPM and field, it's across all offices.

FTA needs to provide more technical assistance to customers — helping
customers get into compliance with the requirements that come with the federal
dollar

The Regions need a healthier percentage of total workforce

FTA needs to consider what it wants to become in the next generation — do they
want to continue to do grants or do they want to focus more on regulation?

FTA needs to address the level of technical experts it has (need more)

Use of consultants to help support/manage the workload and do core analysis
work is worrisome, need to bring that capability in-house

FTA relies on consultants for routine services however the biggest bang for
consulting workforce is specialized and timely expertise — e.g engineering
oversight — PMO contracts is the best way to do that - can’t keep skills current
if you try and do that in-house. Same for IT consultants.

Need more economists and financial analysts — FTA is dealing with increasingly
sophisticated projects — it's a lot of work to figure out how to administer the
Public Partnership program — have relied on Contractors in the past, need
critical mass in house.

Agency wants to move towards Malcolm Baldridge principles in terms of how
they manage themselves — TAD and TBP would be responsible for designing
the processes to enable that — this requires more resources than currently
available.

TAD's workforce has dropped 10% over 12 years and one of the places that
they have had systemic brain drain was in the analytical area.

Federal Human Capital Survey — some advancement, very much tied to
Baldridge efforts, need to have people in house that can keep Baldridge efforts

going.
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Writing skills — email has made writing worse, skill development in use of Excel,
data collection, developing charts

Need to integrate new talent in a different way

Need more effective recruiting — need to find a way to screen people to ensure
they are skilled in a variety of areas

Lack of bench strength to allow managers to manage and NOT do tactical work.
Better use of existing resources — have employees with skill sets that may be
underutilized.

Don't need to be held back by where people are located.

Quarterly Report Review — Regions do not have enough people to review
reports

Be more efficient with IT systems/processes so that they don’t need to have as
many FTEs

Prioritization Discussion

TCC Rulemaking — Nice to have, but not high priority

TBP aren't the only ones that need to deal with GAO/IG reports

Look into TBP audit/GAOQ/IG function later.

At HQ - need someone who understands environmental policy — in region, it
varies, but in general they need a certain level of environmental expertise that is
not necessarily present in the region.

Tech Assistance and Training — bench strength issue

Planning - planners in Regions have indicated that % of time spent on planning
is much lower than grant making. Also a financial issue — don’t have $ to send
people to training. In some regions, planners don’'t do any grants work so they
spend more time on planning. Larger regions with higher workload have
planners doing grant work.

Financial and Economic expertise — FTA wide issue, in terms of understanding
sophisticated arrangements (e.g. new start bonding issues) the need is stronger
in HQ. In the region the concern may be either the potential loss of capability
due to retirement or the absence of the ability entirely. Some regions may need

the same capability as HQ due to complex grantees/grantee processes.

Regions need accounting expertise to help figure out the financial problems in
the field.

With additional investment, FTA can turn the models into something more user
friendly.
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Appendix G Acronyms

ARRA
EMT
FTA
FTE
FY
HQ
LMI
NEPA
OPM
TAD
TAO
TBP
TCA
TCC
TCR
TPE
TPM
TRI

American Recovery and Reinvestment Act
Executive Management Team

Federal Transit Administration

Full-Time Equivalent

Fiscal Year

Headquarters

Logistics Management Institute

National Environmental Policy Act of 1969
Office of Personnel Management

Office of Administration

Office of the Administrator

Office of Budget and Policy

Office of Communications and Congressional Affairs
Office of Chief Counsel

Office of Civil Rights

Office of Planning and Environment

Office of Program Management

Office of Research, Demonstration, and innovation
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