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Today’s presentation
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Project Motivation
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1. Increase employee satisfaction and respect in
the work place. Improve customer experience.

2. Fewer signup mistakes and rollbacks
3. Get more out of our Scheduling Software
4. Operator morale

Long term

1. Save time and money by conducting signups in
a shorter time frame

2. Keep operators on the platform

3. Reduce GHG emissions and paper to support
agency ecological goals




Signups are challenging for operators

1. It’s time consuming
Most operators drive to work on their day off,

some for over one hour each way

2. It’s inefficient to search paper

Operators search for work by studying printed
scheduling reports

3. It’s hard to keep track

Operators must come to the division to get real
time information on which runs are still available.




Benefits to Operators

* Bid from the comfort of their
own home

e Sort and Filter available runs
based on days off, start/end
time and total hours

* Easily keep track of their top
choice runs

* No need to come to the
division on their day off to sign
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Preparing for Online Bidding since 2008

2008 — Started with OPS Bidding and OPS Web Bid Request

Specially trained operators only using intranet
Early discussions about online bidding

2013 — Made OPS Web available on the regular internet

Launched information portal for operators: operator.sfmta.com

2016 — Rollout attempt 1 = IT Ready, Transit Operations Not Ready
2017 — Started tracking Operator Skills and Skill Requirements for Bidding
2018 — Rolled out online bidding at rubber tire divisions for volunteers

2019 — Rollout at Rail and first cross divisional signup




Implementation overview

* Goals:

* User-oriented implementation
* Qperators, sign up teams, schedulers

e Show consistent and correct information with our print reports
* Make available to 100% of operators

* Roll out decisions:

* Optional program with volunteers — Business reasons
e Bus divisions first, rail divisions later — Technical reasons

* Very positive response from our operators regarding...
e Quality of training (in person and video)
e Support from our Online Bidding Hotline
e Convenience of the option
* Ease of use

* No major problems so far




Don’t get stuck!

The hardest part was not getting the tool to work,
it was helping our people understand it would work for us.

5 places we got stuck:
1. Building trust for the project
2. Enforcing our signup rules
3. Getting people to do it
4. Engaging the signup team
5. Supporting operators




Challenge 1 of 5: Building trust for the project
We were barraged with “what if” questions.

Solution 1 of 5
We needed to be able to answer them to earn trust and
enthusiasm.




What do we mean by “what if” questions?

*  What if the operator forgets to bid online?
* What if all of the operator’s choices are taken by the time their bid time comes up? T“ E loox I G I“E
* What if the operator is not back on the platform yet?

* What if they change my mind? They registered to bid online, but now they want to bid in person.
* What if they don’t have internet access at home?

* What if they are on vacation during my bid time?

*  What if someone with more seniority takes one of the choices they put on they digital choice slip?
* What if the operator needs more time?

*  What is the website goes down?

*  What if someone doesn’t have the internet?

*  What if it doesn’t work on someone’s phone?

*  What is the website cannot handle multiple users at once?

*  What if the senior operators do not want to do it?

*  What if it doesn’t work on Android? ’-
" : : |

* What if it has the wrong information? .

* What if there is missing information? WHE “ I M c n M P lETElv

*  What if the employee doesn’t have the skills?

*  What if it doesn’t work? n" Enwn E lM En

*  What if the operator protests their work assignment?

e eftc...




90% of questions can be handled with one response.

“How do we handle that now with the paper process?”

* What if the operator forgets to bid online and doesn’t get their choices in?

* What if all of the operator’s choices are taken by the time their bid time
comes up?

* What if the operator is not back on the platform yet?

The other 10% of questions can be responded to with these:
1. “We’ve been thinking of that. We are thinking xyz could be a good solution. Do you think that would work?”
2. “We hadn’t thought of that yet. What do you think is good way to handle it? May | get back to you?”

3. “Totally! It would be cool it could...<predict winning lottery numbers>! Unfortunately, the software from Trapeze doesn’t do
that yet. Do you think we should delay the roll out because of that feature?”




How we gathered feedback and started to build trust

Operators Demos: Went out to divisions during
signups with a laptop.
Live data from the signup during the demo
Logged in with “dummy” account

Gave the operator the mouse and walked them
though logging in, making choices, and changing
choice order.

Listened to their comments, and had them fill
out an interest survey.

Union Leadership, operations management, IT
Support: Operator demo survey results, roll out
plan, listening

Schedulers and signup teams: Live Demos with
what if scenarios




Scheduling Team & Signup Team Trial Runs

* Using TEST environment, practice online bidding as sign up team,
schedulers, and operators

* Practice bidding simultaneously and “blitz” mode

* Scenarios: some smoothly running bid scenarios, some “surprise” mishaps
e Operator puts choices in on time
e Operator does not put choices in
e Operator put choices in early, but they were not available at his/her bid time
* Running a little late




Challenge 2 of 5: Enforcing our signup rules

User access, Skills, Look and Feel
There were some things we needed integrated with the technology.

Solution 2 of 5
We had to

- update Trapeze OPS Configurations
- use some new features
- change our business process a little




Update Trapeze OPS Configurations

Example:

Full time operators should only be able to bid on full time work, and part
time operators should only be allowed to bid on part time work.

Issue identified:

FT Operators could bid on PT work

Solution:

Update mapping of Bid Units with Employee Types




Challenge 3 of 5: Getting people to do it
We weren’t sure how to get people to actually do it, and we weren’t sure
how to approach training.

Solution 3 of 5
We realized we didn’t need EVERYONE to do it. We just needed some people to do
it, like it, and spread the word.

We also used a lot of channels to reach operators.

Training was required to participate, but participation was voluntary.




Recruitment: Flyers, Bulletins, Personal Invites

OPS-WEB

Employee Self Service

BIDDING ONLINE I$
COMING!

Starting at Bus Divisions for 2018 Fall Divisional Signup.

Rail in 2019.

® Optional, but operators
must register in advance.
Regular bidding with paper
choice slips will remain.

* Bid from home or your
mobile phone.

® Sort and filter runs by time,
pay, and days off.

e Keep track of your top
choice runs.

Register online or on your division’s paper
registration form by July 11, 2018.

See your Union Chairperson for more information &
to complete the paper registration form.

M| DIVISION BULLETIN | 2018-wbs-000

Effective Date: [Tuesday, June 12, 2018] <signature here>
Expiration Date: [Monday, December 31, 2018] [Ayn Antonio]
[Woods Division Manager]

Online Bidding starting with the 2018 Fall signup

Starting with the 2018 Fall signup, you may choose to bid remotely from your own computer or smart phone.
This online bidding hod is i l. O s who prefer to bid with a paper choice slip or in person will still
be able to do so.

Benefits of online bidding:
+ Bid from the comfort of your own home
Sort and filter available runs based on pay, days off, start/end time and total hours
Easily keep track of your top choice runs and review what runs remain available
Mo need to come to the division to sign up
Don't get locked out of OPS Web during signups — check your daily work assignment every day of the
signup

Operators interested in this bidding method must complete the Online Bidding Registration Form and attend an
in person demonstration during the Online Bidding Office Hours.

Register online at operator.sfmta.com or at Woods Division on the paper registration form located in the
Division Manager's office.

Please register by July 11, 2018.

Online Bidding Office Hours will be offered at your division starting mid July. Specific dates and hours will be
sent out by a divisional bulletin. Hours will include opportunities for operators working different shifts and run
types.

The online bidding method will be offered to operatob during each divisional signup. To learn more consult
your divisi or unicn chail .

Hawve questions? Check out these resources at operator.sfmta.com
= Frequently asked questions
+ Step-bystep tutorial video
+ Step-by-step written instructions

M
s

Dear Homer Simpson (Cap 1234),
Hope this message finds you well and thank you for providing outstanding transit service.

You are one of the top users of the OPS WEB online tool! As such, we'll like to inform of a new
feature on OPS WEB to select your run/block/extraboard assignment during the signup bid
process.

This is an option for you to signup electronically from the comfort of your home using a
cellular phone or a computer/laptop during the bid.

We plan to be at «Division_MNames Division «Office_Hours_Datex» from 0600 to 1800 and wel
like to walk you through this simple process. It only takes about 5 minutes.

If you'll like to take advantage of this new tool, please add your name to the registration form
on operators.sfmta.com or add your name to the paper registration form at your division,
located in the «Paper_Reg_Locations.

Please feel free to contact your division manager or union chairperson, if you have any
questions.




Demonstrations: Training Hours

* Training hours

* 1-on-1 demos using computers at the divisions
* Schedulers “talk,” operators “drive”
* Key talking points

* 4 days at each division, “Rover” option, too

* Sign-off sheet to document that operators
participated in demo, provided contact
information, and wants to sign online

* Allow new operators to register and get
signed off.




Challenge 4 of 5: Engaging the signup team
Keeping the signup team confident

Solution 4 of 5

Run a trial run to go through different scenarios.
Made a special report.




The Signup Team is the broker of Paper and Online Bidding

Paper

Online Bidding



Concerns of sighup teams
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Challenge 5 of 5: Support operators
Supporting the operators, even in crisis.

Solution 5 of 5
Online Bidding Hotline.




Operator Resources: Online Video & Phone

- SFMTA Cperator Team Ske SFMTACom Wellness Hews Stories
W srmra SFMTA Operator Team Site

Trapeze OPS- WEB 55WES) Signup News
Forget Your Pin? .. SFMUNI OPSWEB AD

Online Bidding Registration eu: ssses oy

Online Bidding Tutorials and FAQ

OPS-WEB User Guide praruions

Minimum Requirements ¢ oeswee

Signup - G5U 2018

Signup - Summer 2018

Online Bidding hotline:

SFMTA Job Postings

General Notices, Orders & 5 1 O 8 5 8 4 5 5 O
Paperless Pay - ePayroll Coliatiuelnn Mika -

Map of restrooms available to all operators

Twin Peaks Tunnel Closure Rider Guide

The Online Bidding Hotline offers support through phone, text, and email.

20%

of operators used the Online Bidding Hotline




Next Steps Thank you!

* Goal: 100% adoption

 First Cross Divisional
GSU Bid

* Improvements to online
information, user
access, and business
processes

Leslie Bienenfeld

IS Engineer & Transit Planner
Leslie.Bienenfeld@sfmta.com
415.646.2758

* Collaborate with other
agencies
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