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Raise Your Hand

If you wanted to be an
“Influencer” when you
grew up




il
If you have an

Instagram-worthy
space at your

property

L]
II‘




.

So, What’s My Point?

* The world —and the workforce —is changing.

* New strategies are needed to attract and
retain workers.
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/ Our Goals for Today

 Share stories and strategies for recruiting, hiring,
and retaining workers.

 Leave knowing how to use APTA’s workforce
development resources and apply takeaways at
your organization.
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/APTA’S Transit Workforce Shortage Study

The study aimed to better understand the transit industry
workforce shortage’s causes and provide best practices for
recruiting, hiring, and retaining transit operations workers.

The focus was on helping agencies learn from each other.
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Transit Workforce Shortage Study

* Survey responses
from 190 agencies

4"“ “’ and over 1,300
. 8 transit workers
"‘1&, * Interviews with staff
GRaleigh of agencies across
' the country

* Interim Report,
Synthesis Report,
and Toolkit

73\




Transit Workforce Shortage Report
Phase 1 |

Causes:
9 6 (y Retirements
O Competition
Job Characteristics
i Hiring Time
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Transit Workforce Shortage Report
Phase 2 |

Causes:
* Compensation and work schedule

* Feel unsupported by agency staff
and management

VN Note: 2x as many departures in first 2 years
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Satisfaction

CURRENT WORKERS

My agency is responsive
to worker concerns

| can count on my supervisor to help
me solve a problem

FORMER WORKERS

My agency was responsive
to worker concerns

| could count on my supervisor to

help me solve a problem
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m Strongly Disagree

with Management Support

Disagree _ Agree - Neutral
27%  22% . 23%
11% [ 32% 21%
Disagree _ Agree _ Neutral
Disagree mAgree M Strongly Agree Neither Agree or Disagree
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Transit Workforce Readiness Guide

e Launchedin 2021

e Available on APTAU TRANSIT woRKFORCE

READINESS GUIDE
* Interviews, case studies, sample

materials, links
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%2 APTA Workforce 'l
Mini- Gwdes

 Funded by APTA’s
Business Members

e 20 pages each

* New interviews, case
studies, links, strategies

* Launched in April 2023
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ADVANCE AWARENESS
OF TRANSIT CAREERS

Introducing Students to the Best Jobs
They've Never Heard Of

CREATE INTERNSHIPS
AND APPRENTICESHIPS

Designing Programs That Develop the
Workforce and Lead to Permanent Hires .

RECRUIT AND HIRE
TRANSIT WORKERS

Attracting Job-Seekers with Competencies
an Agency Can Build On

SERVE THE
UNDERSERVED

Recruiting and Retaining Workers
Through a More Inclusive Lens

~\ .
apra ADTAU
A4

ONBOARD, TRAIN,
AND RETAIN WORKERS

Strategies That Make Employees
Better—and Help Them Stay Longer




ADVANCE AWARENESS

OF TRANSIT CAREERS

Introducing Students to the Best Jobs
They’ve Never Heard Of

Sponsored by the APTA Business Members Board of Governors Workforce Development Committee
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Featured Transit Agencies

King County Metro
MTA NYC Transit
LA Metro

Suggested Actions/Activities:
1. Regular facility tours to increase awareness — “Influencer” lens
2. Speak to youth and tailor your message to what they care about most

3. Share a list of every occupation at your agency at community events,
ribbon cuttings, on social media, etc.*

*Best practice from Mass DOT-see example on p. 199 of Readiness Guide



Advance Awareness of Trans

Accounting
‘Accountant
Auditor

Bookkeeper

Budget AnalystDirector
Buyer

Clerk

Federal Aid Coordinator
Financial Operator

Fiscal Officer

Government Grants Manager
Payroll & Revenue Coordinator
Procurement Officer
Statistician

Aeronautics

‘Aeronautical Inspector
Acronautical Manager

Aviation Planner

Automotive

Automotive Machinist

Body Shop Foreperson

Car Cleaner

Fueler

Mechanic

Vehicle Maintenance Director
Business

Business Management
Execulive

Execulive Assistant

Mail Clerk

Procurement Officer

Retail Storekeeper

Secretary

Workforce Planning Coordinator
Consuuction

Cement Finisher
Construction Inspector
Mason

Millwright

Painter

Pipe Fitter

Power Equipment Operator

Confrol Center Director
Crime and Statistics Analyst
Emergency Manager

Fire Life Safety Officer

Fire Protection Systems
Investigator

Police Officer

Safety Oversight Coordinator
Security Cfficer

Transportation Safety Analyst
Workplace Safety Specialist
Customer Service
Communication Dispatcher
Customer Service Representative
Hearing Officers.

Road Test Examiners
ElectricalfElectronics
Elecirical Engineering
Elecirician

Elecironic Technician

Inspector

Line Regairer

Signal Communications Controller
Telecommunication Analyst
Tower Person

Traffic:Control Equipment
Uity Analyst

Wire Person

Engineering
‘AnalystUEngineer

Architect

Bridge Maintenance Foreman
Bridges and Culverts Officer
c

Contract Documents Manager
Design and Construction
Highway Repairer

Inspector

Mechanical Engineer

Safety Compliance Officer
Safety Specialist/Director
Structural Manager

Urban Designer

Roofer Environmental
Upholsterer Energy Conservation Menitor

) Emvironmental Analyst
Criminal Enginesr
Safety/Securt Landscape Architect
Compliance Officer Tree Surgeon

/Maintenance
Facilities Mana
Heating Plant Fireperson
Highway Maintenance Foreman
Highway Repairer
HVAC Refrigeration Mechanic
Janitor
Laborer
Maintenance Supervisor
Parking Services Director
Plumber
Structural Manager
Warehouse Supervisor

Health

Nurse

Occupational Health Officer

Human Resources

Benefits

Employee Relations and Programs.
Human Resources Generalist
Performance Reviewer

Personnel Officer

staffing

Information Technology
Computer Technician

Data Analysi/Processing
Database Manager

Information Cfiicer

Safety Dala Analyst
‘Webmaster

Word Processing Operator
Legal

Civil Rights Investigator
Claim Examiner

Compliance Officer

Contract Documents Manager
Labor Relations Representative

Legislative Liaison
Municipal Affairs Liaison
Paralegal Specialist
Policy Writer and Analyst
Title Review Officer
Marketing

Customer Communications
Event Planner

Graphic Designer
Marketing Director
Photographer

Press Secretary

Public Relations Spokespersan
Sign Painter and Letterer
Video Analyst

Metals

Blacksmith

Iron Worker

Machinist

Metal Work

Rail Asset Manager

Rail Repairer

Sheet Metal Worker

Track Laborer

Welder

Real Estate

Properly Management Specialist
Real Estate and Asset Manager
Science

Chemist

Laboratory Supervisor
Materials Tester
Training/Education
Archivist/Librarian

Research Analyst
Training and Development Instructor
Transportation Operations &
Equipment Maimenance

Bus Operator

Dispatcher

Ferry Operator

Heavy Equipment Operator
Inspector

Motor Person

Operations Control Center Director
Paratransit Coordinator

Train Operator

Trolley Motor Person

Truck and Tractor Driver

massDOT
e . /v

Massachusetts Bay
Transportation Authority

Accounting

Automotive

Business

Construction

Criminal Justice
Customer Service
Diversity/Equity/Inclusion
Electrical/Electronics
Engineering

Environmental

it Careers

* Health

* Human Resources

* Information Technology

* Legal

* Marketing/Communications
* Metals

* Real Estate

» Safety/Security

* Science

* Training/Education
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Transportation Operations &
Equipment Maintenance

Facilities/Maintenance .



> HOW TO

RECRUIT AND HIRE
TRANSIT WORKERS

Attracting Job-Seekers with Competencies
an Agency Can Build On

APTAY

by the APTA Business Members Board of Governors Workforce Development Committee
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Featured Transit Agencies
 DART (Dallas) * New Jersey Transit <« CTA

* Pierce Transit ¢ LA Metro * JTA
 MBTA e TriMet
e BART * PSTA

Suggested Actions/Activities:

1.

Promote transit as a high-tech, community-building, equity-creating,
carbon-reducing industry that makes people’s lives better

Ensure job applications are user-friendly (view through lens of the
underserved)

Train hiring managers to hire for soft skills — they can teach the
transit-specific skills
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Serve the Underserved

Featured Transit Agencies
* Bay Area Rapid Transit
* King County Metro

* LA Metro

 JTA
SERVE THE _ o
UNDERSERVED Suggested Actions/Activities:
Recruiting and Retainiflg Workers
Through a More Inclusive Lens 1 . Rea Ch O ut tO H BC U S

Consider wrap around services (mental health, housing assistance, etc.)

2
3. Add lifestyle classes to your training budget (financial literacy, etc.)
4

Ensure new employees have a buddy or mentor for the first 2 years
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Onboard, Train & Retain Workers

ONBOARD, TRAIN,
AND RETAIN WORKERS

Strategies That Make Employees
Better—and Help Them Stay Longer
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Featured Transit Agencies

* Monterey-Salinas Transit ¢ Metro Transit (Twin Cities)
* King County Metro * HART

* New Jersey Transit * CTA

Suggested Actions/Activities:
1. Make training a budget priority
2. Make employee engagement a personal priority (lunch, etc.)

3. Make career pathways visible and promote from within



Transit Workforce Shortage Toolkit

all of the piaces your agency advertises Job postings. These
can include print, online, and in-person advertising activties.

Purpose: Provide guidance on assessing and ~S—

2 | Patnerships and Referrals |s there
° ° ° ° £ | organization who helps identity poter
£ | pertnershins your sgency usss tor
8 | Application: What 60es the employment application Iook like?
° # | How do potential empicyees submit applications? Describe
% | the length, formst, and content of an employment application
£ | Requirements: vinat are Nates (potential issues,
operation workers? How are o2
communicat
How many potential applicants see or engage with a job
pasting and/or engage at a recruitment event?
o | Howmany potential appicants begin an sppication?
£ | How many potential applicants begin an application but do
:: not complete an application?

How many applicants complete an apglication?
How many applicants are imvited t0 an interview, 200ept the
interview, and attend the interview?

Notes (potential ssue
bartiers within proc

Agency Answer

& requirements exist for

empiaymant? How long does it take for an applicas

Offers of Employment: How are apphicants offerad
‘empioyment? What is the overall timefing from when 3 typical

Assess current processes ﬁywmwmxm
and base metrics around
recruitment, hiring, and retention e

PROCESS COMPONENTS

Testing Requirements: /73t tes!
oo

betweer e yment to the start of training
and onboarding? Expiain the companents of the training and
Onboarting process, where these acties ooour, and how

work COVID-L9, from
expasure to the elements, eto.? If an incident oceurs, how s
the emplayee supported by management and/or peers?
Describe the policies, procedures, and/or physical designs in
place to protect employess.

American
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Transit Workforce Shortage Toolkit

Self-assess using
problem statements and
recommended strategies

* Recruiting

* Hiring

 Training & Onboarding

* Working Conditions/Policies
 Agency Culture & Morale
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If you're having this
Problem Statement problem, see these
strategies below
We don’t know how many people apply for a job, interview, complete background R1
@ checks/ather tests, are offered a position, and/or ultimately accept.
z
g My agency doesn't get enough applicants. R3, R4, H2
§ My agency can't keep up with the volume of recruiting work that we have (posting and R2 H1
® advertising positions, reviewing and responding to applications, etc.).
‘We have trouble getting potential applicants to complete and submit applications. R5
My agency has difficulty conducting enough interviews for operations positions. H1 H2
Many of our applicants disengage before we can make an offer of employment. H2, H3, H4
Qo
§ We lose qualified applicants because of difficulties completing and passing various types | H4, T1, T4
H of tests and checks.
A high proportion of workers who are offered positions don't accept or don't show up for H3,T1, W3, W6
training.
Many workers who accept offers of employment don’t complete training. 3
Many new workers quit within the first year of beginning their regular duties. I2, 15, W6
W My agency would like to improve worker schedules, but we're not sure how to go aboutit | Wi
3 or what changes would be most effective.
4
E My agency is having trouble hiring and retaining operators because of worker w2
g dissatisfaction regarding schedule.
2 Junior operators are leaving because they are dissatisfied with their work schedules. W2, w4
E
g Workers at my agency feel they are exposed to an unacceptable level of hazard on the ws
job.
My agency is losing workers to other employers. W6




Step Three: Conduct Capability

Maturity Assessmen

o B WDN -

American

Initial
Repeatable
Defined
Managed
Optimizing
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Transit Workforce Shortage Toolkit

WORKFORGE MANAGEMENT EXAMPLE ‘

CAPABILITY MATURITY ASSESSMENT

5 | OPTIMIZING

1 | INITIAL
The work process is

poorly lled and

2| REPEATABLE
The work process is
well

reactive, relying on
individual efforts on
individual bases—the
highest risk of failure and
greatest quality
wvariability.

CGHARACTERISTIGS

Tom has been working in human
resources at The Transit Agency
for twenty years. He handles the
recruitment process with one or
two assistants and knows all of
the forms and procedures in his
ead. Unfortunately, it’s not
unusual for long lags in hiring,
and everyone is worried about

=

enough that repeating
the process the same
way on a project basis is
possible even for
someone who has never
done it before.
Furthermore, work can
be planned in advance
and monitored at a
rudimentary level.

Joan joined the Recruiting

STRATEGY MATURITY STAGE
3| DEFINED 4| MANAGED
The ization’s work | The i
process is well-defined quantitatively tracks

and adopted in a

process activities using

e
projects tailor their
processes to the
standard. Projects can
verify and validate work
integrity, and
organizations can
integrate the work of
related projects.

The Transit Agency’s team leads

Their
predecessor left behind a digital
checklist, so Joan successfully
handled multiple application
reviews and hiring actions from
startto

d 2 standard process
for determining workforce
needs. The pracess involves
each technical team estimating
the number of people they need

colleague was on extended
leave. When the Operations and

he retires.

leads discussed
their staff needs for the next
year, Joan and her colieagues
could not say if they could clear
the number of applications
needed to hire that many
people.

and estimating
their ability to clear

metrics, such
as hours worked, activity
clearance, or percent
complete. As a result,

The organization
engages in process
analysis. As a result,
management and staff
have sufficient visibili
into relationships
between processes and
so they may

integration and

collaborate for

are
possible.
The Transit Agency uses

software to actively forecast and
track workforce needs and

The Transit Agency’s
management analysts regularly
review the oiganization’s

Management is able to see if
each team’s estimated needs
are realized and whether human

and hiring actions. Progress is
discussed during regular
‘mestings, but with limited
organizational visibility into the
system’s effectiveness.

resources is
progress. Organizational visibility

workforce management needs.
Together with team leads, they
assess where efforts are
ineffective and where capacity
upgrades would yield better

into the
system’s effactiveness is strong,
and corrective actions oceur
when issues arise.

results. Analysts meet with team
leads quarterly to discuss
progress, external trends, and
plans for the future.

Foursquare
i ITP

Tool for tha Trade: Fiva Proven Stratagles ta Addrass the Transit W

2022 APTA Expo
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Toolkit Example

Problem Statement | Strategies Capability Maturity

“A high proportion of ~ H3: Audit and streamline hiring process. 4 (managed) — shortened hiring
process from Y to X steps

workers who are
offered positions don’t T1: Implement early training programs. 2 (repeatable) — provide new hire
training, opportunity for more

accept or don’t show

up for training.” W3: Expand full-time work. 1 (initial) — requires policy change
W6: Restructure compensation and 3 (defined) — offering hiring and
benefits to improve retention. retention bonuses; just started

tracking effectiveness
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Toolkit Handouts

SELF-ASSESSMENT

HIRING
copsciey.
My agancy has ifcuty
condusting o
Interviows for
Those
and kg
e
oy ot ux apptcsns prasriiny
employment.
s 5
For exampie,
W lose qualified "ear
raining programs. s
Foursquare and passing various Also, by
aRaxTP types of tests and
checks. minimizieg the sk of new hires king o job eisenere.
o i ‘Atarmataly, sgmncies
‘acquire CDLs.
work. o
workers who are
offered positions don't
sccept or don't show ibers.
up for traiming.
meking
™K S
Foursquare
smmETP Tonsn ter thve Trmom: Frvm Provem Sir imgws 10 Adriraes e Tramait Winfores Sortags @ 2033 APTA T
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Instructions

1. Select a group discussion leader
2. Identify a writer & spokesperson

3. Prepare and deliver a report out
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What’s Next?

1. Download the resources I've shared with you today.
2. Begin your self-assessment.

3. If you’re an APTA member, invite my team to speak to your leadership team
(in-person or virtually).

Carita Ducre
VP, Workforce Development & Educational Services
cducre@apta.com
(202) 496-4848 office | (985) 607-5634 cell

P \ https://www.linkedin.com/in/caritaducre
American s:// fin/ /
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