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Executive Summary

	Abstract
	This final report represents the critical findings from the base contract entitled “Human Resources Consulting Services and Business Process Re-Engineering (BPR) Study.”  The project study was composed of two segments, part one, dealing with the human resource practices and part two, dealing with its associated technology.  Both of these tasks for this BPR effort was designed to support the Washington Metro Authority Transit Authority (WMATA) with specific attention being given to its Human Resources Management Planning Group (HRMP).

The final report outlines the Charter and Rationale for this work and the scope and BPR approach; it describes "what is BPR?" along with the methodologies and procedures employed; it enumerates and explains the key findings and McDonald Bradley, Inc.'s (MBI) recommendations and suggestions for the next phase of implementation.  By studying this final report, the reader should be able to ascertain--from start to finish--the key issues uncovered and what led up to the recommendations.


	Introduction
	Many organizations struggle with whether they should use continuous process improvement methodology or BPR.  BPR is time and resource consuming and requires 100% commitment from the reengineering team and the process owners.  Radical rethinking and redesign work is called for when process management has not been effectively implemented and/or there are poor process performance results.  In such situations BPR should be the favored method for creating radical change.  Second, if process management systems are effectively in place, but there is a business imperative to build a competitive advantage, BPR is still favored.  However, if there is no need (business imperative) to strive for a competitive advantage or performance is acceptable and improving, then TQM and continuous process improvement methods will suffice (see Figure 1).  When reviewing WMATA’s HR system, it will become apparent from this final report that radical transformation is a necessary requirement from a multitude of perspectives and that simple incremental change will not attain the status of being a truly customer service driven, functional business unit.


Continued on next page

Executive Summary, Continued

Figure 1(Continuous improvement or Business process reengineering
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	Setting the Stage for Business Processing Reengineering (BPR) for HR at WMATA


	"We will aggressively transform WMATA into an entrepreneurial, customer and business-focused, empowered team."  ….Richard White, GM, WMATA

In his April 1999 staff notice, Mr. Richard White made it clear that WMATA will not continue to be an organization that is an overly hierarchical, inflexible, bureaucratic organization.  He furthermore noted that incremental and short-term changes, such as technology solutions alone, would not produce the entrepreneurial transformed organization that is needed at WMATA.

In making these points, Mr. White strongly advocates for fundamental, aggressive change that moves beyond interim efforts.  His far reaching statements and insights supports MBI’s analysis that WMATA is definitely in the lower right hand quadrant of Figure 1 and is in need of major overhaul. 


Continued on next page

Executive Summary, Continued

	Background for the Evolution of this BPR Study
	The genesis of this BPR project began back in December 1998 with the first General Manager (GM) retreat.  During this retreat, the GM and Assistant General Managers (AGMs) dedicated themselves to rectifying a major deficiency in their HR system, especially in being a customer service unit that was able to effectively support the recruiting process. They recognized the dysfunction of HR and wanted it remedied.  

Because of their demonstrated top down commitment to fundamental change to the WMATA HR system, this BPR project became correctly positioned for potential success.  However, the senior leadership team of WMATA recognized the need for an independent review, believing that internal resources could not see (would be biased or blind) or solve the problem.

To support the outsider viewpoint, the GM decided to do two things: 

(1) Appoint a WMATA-wide Human Resource Task Force (HRTF) to oversee the BPR project -- lead by Rod Burfield, the task force chairperson and Pamela Wilkins the COTR, both internal to WMATA but outside the chain of command for HRMP; 

(2)  Seek out a consultant to reinforce the efforts of the HRTF in eradicating the deficiencies within WMATA’s HR system. 


	The Hiring of MBI to Provide Consultative Advice
	As the result of a competitive process to a Request for Proposal (RFP) by WMATA, MBI won against a very competitive backdrop of 15 vendors who had applied to provide an analysis of the perceived “broken” HR system.  MBI’s selection was based on its strengths, which included knowledge of and previous work with the customer, strong experience in all three domains -- Change Management (CM), Information Technology (IT), and BPR) as well as expertise in HR.
As the final report will illustrate, this BPR effort required and will continue to require an integrated approach that includes the following components: CM, IT and an overarching BPR. It is MBI’s contention, that an integrated iterative evaluative/implementation process is needed to drive the immediate, short and long-term solutions that leads to performance improvements in organizational functions, processes, people and the underlying culture that supports the changes.


Continued on next page

Executive Summary, Continued

	Overview Approach Plan by MBI
	The major goal of the project is to reengineer HR services and practices at WMATA.  The initial base period of performance covered Phase One (Intelligence-Gathering and Assessment) April-October, 1999.  (As a note --MBI has responded to a request for contract modifications for follow-on work for Phase Two [Implementation] October 1999-November 2000.  Thus far, commitment to technology improvements has been agreed upon between WMATA and MBI but efforts to deal with the transitions (human dynamics and enabling support structures) to make the technology work are being delayed due to lack of funding).

MBI’s BPR effort focused on how the functions and business "products" of Human Resource Management Planning Office (HRMP) impacted the whole organization from a service perspective -- strategically (connecting organization as a system), operationally (connecting the processes efficiently and effectively), and tactically (connecting and linking the people to be high performers and teams).  The BPR effort specifically addressed how best to support Operations(the lifeline of WMATA's business.  To reiterate, past perceptions across WMATA (accurate or not) were that HR systems were “broken” and that HRMP was helpless/hopeless and bordering on the dysfunctional.  A particular concern has been that the cycle for hiring key personnel has been taking far too long to complete (as much as six months and typically over three months), resulting in major customer dissatisfaction.  


	Work Value Stream models
	The MBI team used two models to visualize WMATA’s core capabilities and supporting work functions.  First we looked at WMATA as a whole (Figure 2) and secondly, HRMP (Figure 3), specifically.  Each of these models helped us focus on key relationships within WMATA as we evaluated human resources as a system.  Figure 2 focused HRMP’s attention on the fact that it is one of several supporting functions to the main business of WMATA.  Figure 3 helped HRMP and the HRTF focus on the main areas of work for HR and which elemental activities were subordinate but supportive to its own work value stream.  

Of particular interest, was attempting to figure out “who” is the customer throughout the value chain.  While on the surface this may seem transparent, most within HRMP found it difficult if not down right perplexing in deciding whom their customers were.  They continue to struggle as to who gets priority, both externally and internally.    


Continued on next page
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Figure 2

 (WMATA’s Work Value Stream

Figure 3 (HR Work Value Stream
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	Activities Employed Throughout  the BPR Effort
	To determine how best to serve WMATA’s work value stream, a multitude of activities was employed throughout Phase One of this BPR project.  A series of off-sites, workshops, and focus groups as well as organizational and personal assessments were included.

The off-sites exploited systemic issues confronting WMATA’s HR system by requiring the HRTF and HRMP to work together and lay the foundation for WMATA’s Change Transition Plan.  The workshops and personal assessments provided the opportunity to evaluate the specifics of HR’s job functional demands and perceptions about how to work, both individually and as a team. (Because of limited resources, the workshops concentrated primarily on the Employee Services Branch and the HRMP branch managers as a group.)

The focus groups helped focus attention on what is to be accomplished (results driven) by each function in HRMP (with the exception of information systems and medical, which were outside the scope of this project).  The focus groups also assessed the “AS IS” vs. the “TO BE” processes associated with each function (training, employee services, benefits, and compensation).

The organizational assessments helped diagnose and provided a baseline for HRMP in terms of its overall organizational effectiveness and its organizational culture.  The insights from these assessments provided a basis for future courses of action to move HRMP to become a customer-centric business unit.


	General Observations
	Based on reviewing all the data collected throughout Phase One of the BPR project, it is MBI’s judgement that several factors must change if WMATA’s HR system is to significantly change.

First, the senior leadership team (SLT) of HRMP (i.e., the branch managers) does not even know how to operate as an effective group and even less as individual leaders and managers.  Their ability to work as a team is non-existent and typically they function as separate entities, sometimes duplicating each other’s work.   They function with an ear to the here and now and find it extremely difficult to focus on advising, innovation and systems thinking.  They believe and use the excuse that upper management forces their hand in this myopic direction – probably, partly true.

Second, the atmosphere within HRMP “smells and tastes” like “rotten in Denmark”.  The culture is basically passive defensive in nature and personnel attempt to avoid conflict at all costs and be fixated on standards to a point of 
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	General Observations,

continued


	rigidity.  There is little or no focus on results, with an over attention to laying blame on others rather than getting productive work done.  There is a negative affliction to “cover one’s backend” all the time.   Such an environment is chaotic and breeds discontent, job dissatisfaction and poor motivation.  It is no wonder, that HRMP’s performance is judged as completely ineffective.  They operate as if in being in a helpless, hopeless state, with no way out.

Third, ESBR, as a group were excellent participants in the project.  They provided “good” information on the recruiting process and what should be done.  As a group, they are challenged to function as “true ” HR professionals.  They have limited skills to be generalist across all HR functions (recruiting, benefits, compensation, and training).  Little or no capabilities are current regarding their organizational development skills.  As individuals, they desire working, as teams, but feel thwarted by upper management in HRMP.  Management is often seen as intolerant, command and control oriented, and lacking self-control.  From their perspective, if management were more effective, even without improved automated processes, they would be tremendously more effective.  On the flip side, from the eyes of management, little talent exists within ESBR.  Many are considered poor performers and lack self-motivation.  This is a double edge sword that more often than not comes from ineffective management.

Fourth, when reviewing the four functional groups collectively (employee services, compensation, benefits, and training), all were able to identify reasonable results (performance outcomes) to attain.  The problem that surfaced was none of the functional groups felt their performance to the customer was positive.  Most thought that lack of resources (manpower and dollars) and workload distribution inhibited their ability to deliver. No attempt was looked at as to how to leverage each other – all thought they had individual “territories” to protect.  Work was to be performed within their boundaries as “defined” regardless of whether it belonged there or not.  Often activities of one function were misplaced into another’s functional unit without questioning the validity as to why or accepting it, as this is the way it is because no one listens to them anywise.
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	Fifth, documentation of processes was nonexistent across the board.  Most procedures and guidelines were old, incomplete, broken, or ineffective -- centered too much on within functional unit control rather than integrating across functions. Little if any appreciation existed concerning updating their processes, procedures and guidelines or to fact that these conditions change and require constant attention and modification.

Sixth, the relationship between the HRTF and HRMP SLT during Phase One improved considerably from start to finish.  In the beginning, there was much apprehension and consternation evidenced by both groups.  However, by the end of Phase One, a better appreciation for the work of HR was understood by all.  Even so, HRMP was never able to get over its affinity for being task bound and not seeing the forest through the trees. Both groups, HRTF and HRMP saw the identified problems and issues clearly as component failures of the WMATA HR system and not just as failure factors associated with HRMP by itself.  The dysfunctional rules identified, especially the command and control leadership style of WMATA, cannot be solved by HRMP itself but will require intervention at the GM and AGM level.  The HRTF realized by project end, that their role would be absolutely required to continue, if there was any future success to be gained in developing an effective HR system for WMATA.  Left up to their own devices, HRMP more than likely will not be able to focus on doing the right things, at the right time and in the right way.


	General Recommended Solutions
	Based on the aforementioned observations, the following general macro-recommendations are provided to guide WMATA’s future in implementing a best practice HR system.  These recommendations are a synthesis of specific suggestions liberally sprinkled throughout various sections of this final report.

RECOMMENDATION ONE:

Implement Customer Service Teams (CSTs)

To be responsive and better understand the business of the customer it makes sense to decentralize HR services.  CSTs should be formed that incorporate each of the four primary functions of HR (employee services, benefits, compensation, and training).  Employee Services personnel job jars should be expanded to include basic understanding and application of all four functions.  Future capabilities to be added to the generalist position should include organizational development activities.  Career paths and job classifications should be established commensurate with increased responsibility and professionalism.  Consideration should be given for eliminating the assistant position.  This probably would be best accomplished at a point in time where automation is a seamlessly and effectively implemented.  Training will be required to build team performance effectiveness and produce increased professionalism, especially sense most of their past work has been “stovepiped”.  A great degree of guidance and support will be required to help the CSTs move and develop skills from being primarily comfortable with their inspector role to becoming professional advisors and innovators to their assigned business units. Each CST member will require development in becoming skilled at being a team player.  This will require growth in being an effective challenger (critical thinking), contributor (task accomplishment), communicator (process enabler) and collaborator (goal-directed).  While there are many ways to look at when and how to implement CSTs, experience has dictated that their introduction should be accomplished quickly to produce the physical changes that unfreeze past habits so that new learning can take place.  With their placement though, comes the critical behavior of providing the guidance and enabling support to make them successful and feel confident in their new role assignment. Placing CSTs in business units will have far reaching impacts on bringing to bear HR becoming effective in delivering customer services.  In MBI’s judgement, this initiative should not be delayed and immediately worked.   

RECOMMENDATION TWO:

Implement An HR Strategic Partnership Alliance

The SLT of HRMP should reconstitute itself into a policy guidance team providing WMATA’s senior leadership strategic guidance on HR matters that impact the mission of WMATA.  HR should be invited to the senior manager table for all relevant discussions.  They should operate in a quality assurance
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	General Recommended Solutions, continued
	role, especially as it applies to the work of CSTs.  Because the SLT have not functioned as a group or team, considerably work will be required to help them operate in this new role.  Even more so than the CSTs, the SLT will need team effectiveness training and team player training.  To just meet as a group does not constitute success.  Based on MBI’s observations, the SLT will need professional facilitation to grow as a unit and operate effectively in this policy and quality assurance role.  The major challenge for the group is to overcome their overall cynicism, sarcasm and “pike syndrome” attitude (past perceptions dictate how they see the current situation even though the present situation is not even the same).  They above all the rest in HR must be able to focus their attention on matters of innovation and creativity, which they have little preference for, or in MBI’s judgement limited talent/capability.  Additional new “blood” may need to be added to the SLT for innovation and creativity to flourish. As with the previous CST initiative, in MBI’s judgement, this initiative should not be delayed and immediately worked. As stated previously in the general observation section, left on their own, little will happen.

RECOMMENDATION THREE:

Implement An HR Enterprise Resource Management (ERM) System

WMATA is currently implementing a “band aid” to its HR technology solution, hoping to produce quick visible results to its recruiting problem so as to impress the GM with some short-term successes to the BPR project.  While commendable, the likelihood of anything substantively being noticeably different by end of December would be due to pure chance.  In MBI’s judgement, putting efforts towards initiatives one and two would have begun to demonstrate greater payoff because the biggest obstacles are not being customer responsive – being right there in the customer’s business unit gets immediate attention.  Technology changes could have waited until CSTs were operating.  Technology improvements stay dormant and nonproductive without commitment to action.  (Initiatives One and Two are intended to get commitment to action.)

Interim technology solutions were ask for by WMATA and produced by MBI.  While process documentation, data retrieval and storage, and web-based information service solutions are being implemented, little or no attention is being given to solve the poor quality data in Geneyss.  There is a need to implement a strong internal control process program to insure “good” data.  What value is technology improvements on the back end, if the data on the front end is suspect.  Basically, its like funneling money down the drain.
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	The decision to implement interim changes was that it would take far too long before an ERM solution could be implemented, less funded.  The critical questions that always need to be address is whether these initial expenditures help customer service and whether they are wasted costs or supportive to an ERM system if implemented.  For the most part, the interim changes thus far implemented positively meet the conditions of these questions.

There is complete consensus, that the sooner WMATA begins to pursue an ERM solution the better.  This tough decision should not be taken lightly, and will require a comprehensive cost/benefit analysis.  Work should begin now to do a cost analysis and a schema devised to complete a decision analysis.  The factors of risk, uncertainty, and ambiguity must be addressed as well as how to counteract cognitive and motivational biases that will influence the decision.

RECOMMENDATION FOUR:

Implement A Organizational Transformation Model for HR

MBI has employed throughout Phase One of this project a transformational model that incorporates critical thinking about organizational strategy, structure, culture, and leadership, and their impact on defining a system of actions for the HRMP to follow (see Figure 7).  MBI strongly suggests that WMATA continue to use this model as it attempts to reshape itself for the future.  If not this model, then one that makes better sense for WMATA to follow.  The key though is to select one and use it as a foundation for learning.  In MBI’s judgement, the true essence of all the products delivered for any project is whether learning took place.  For the BPR project, an enormous amount of learning took place on the part of HRMP and HRTF.  What is needed now is apply this learning to make real the expected changes in strategy, structure, culture, people dynamics and leadership.  The journey will be slow but absolutely necessary for a successful HR system.  Work must begin immediately and will require WMATA senior leadership commitment and intervention.  HRMP by itself cannot make these changes alone.  The changes are systemic to WMATA as a whole and must be spearheaded, guided, and nurtured by the GM.  At the front end, a performance measurement system should be put in place to evaluate progress in terms of thinking more critically, acting more astutely, and performing the mission more effectively. 
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	RECOMMENDATION FIVE:

Implement An HR Competency Modeling Program

HRMP suffers from not having a well-defined career path and an well-instituted developmental training program for its own personnel.  With the advent of instituting CSTs, developing cross-functional interdisciplinary skills, growing organizational development capabilities and nurturing strategic/business partnerships, the need for implementing a competency modeling program for HR is critical. Competency modeling is crucial in defining the future needed knowledge, skills, and personal attributes across various levels of expertise to work responsively with customers, deal astutely with environmental contexts and produce effective outcomes. Competency modeling is the backbone for smartly implementing career paths, developmental training programs, defining award and reinforcement programs, job classifications, and pay for performance.  Thus, this initiative is more than a nice to have and is essential for producing the future career HR professional desired by WMATA.

RECOMMENDATION SIX:

Implement A Results Based Performance Management System For HR

 HRMP is mostly focused on doing “things” or activities and has little appreciation for their end results.  Attempts were made throughout this BPR project to unravel what results each function within HRMP actually was expected to accomplish.  What was discovered, was there were several results that made no sense to do -- they were just busy work without any usefulness.  Preliminary analysis revealed that some of these results once exposed have been dropped from the job bucket.  What is needed is to build off this initial start and flesh out even further the expected results to include ways of measuring level of accomplishment.  With the restructuring of HRMP where some HR personnel will be decentralized and others will be centralized, a result based performance management system that measures both individual and team contributions based on customer expectations would bring clarity as to performance effectiveness.  Again, if WMATA were striving to develop a best practice HR system, movement in this direction, if done wisely, would contribute significantly to customer service.

RECOMMENDATION SEVEN:

Implement A Team Building and Managerial Leadership Developmental Experience Program for HR

HRMP SLT has a difficult time managing complexity (systems, work, and people).  They also find it bit overwhelming to enable positively the leadership processes of creating order, inspiring action, and improving performance.  The CSTs will probably be lost as to their emerging leadership role in the customer business units.  MBI in initiatives one and two has already alluded to the skill training needed to build effective teams and be an 
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	effective team player.

We contend that the CSTs participate in a grass root training program on emerging leadership entitled “The Leader Within” developed by Human Synergistics Inc. and modified by MBI.  The program builds off their insights from the organizational assessments they previously experienced.  As a follow-on to their personal assessments, both the SLT and the CSTs would benefit from a MBI produced skill training program based on the Linking Skills Index developed by Training Management Systems.  MBI would recommend that the SLT be given an advance version that would concentrate on developing their mid-level management skills.

There is such a huge gap in the SLT’s expectations between what they prefer to do (develop, organize, and inspect) and what they should do (promote, advise, and innovate).  Moreover, most of SLT while demonstrating functional technical competence appear to lack competence in managerial leadership.  Each basically indicated there was a need to grow the managerial competencies associated with developing a constructive culture environment  (pursuing excellence, developing creativity, motivating people, and aligning, connecting and linking stakeholders).  This does not mean they are incapable but are just relatively green or demonstrate low emotional intelligence (self-awareness, self-control, self-motivation, social-interpersonal awareness, and empathy). Most are doers and followers and become easily frustrated.  The good news is that these areas are learnable.  What is needed, is to begin one on one coaching for each member of the SLT and build off what they developed during this BPR project in terms the their own individual leadership audit.  If the expectation is for the SLT to have a positive influence on developing a best practice HR system, then the sooner the better that this initiative be implemented.  One additional note is that MBI would also recommend that transformational consultation be given the AGM for ADM.  This outside honest broker advise would immeasurable help guide and keep the AGM for ADM connected to and have a keen perspective to the transition progress of HR services. 

RECOMMENDATION EIGHT:

Implement a Enterprise-Wide HR Steering Planning Group

Throughout this BPR project the HRTF has been acting unconsciously in the capacity of the alter ego of HRMP.  It was not until the end of the third off-site that the message became clear to them about what their role was.  Now they see that they must play an active role in insuring HRMP does what it 
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Executive Summary, Continued

	General Recommended Solutions, continued
	recommended.  They have been meeting weekly to review the status of the immediate action plan produced by HRMP.  After the first three months, they plan on meeting bi-weekly.  What is missing, so far, is to get focused on what comes next, since what is already being accomplished only deals with “low hanging” fruit.  Because this HRTF group has never been given the charter to oversee and make mid-course corrections to the design dance put together by HRMP, there is the potential that HRMP will be able to stay away from the tough “stuff” -- because that is their intrinsic nature to do so.  To keep this from happening and to reinforce the agreed upon “Leadership Manifesto” signed by all (HRMP and HRTF), MBI recommends that the HRTF be expanded to become a standing steering committee – to constantly be the champion and oversight board for HR best practices.  The membership should be composed of key internal leaders who represent the customer base for HRMP and possibly external agents who could represent best practices in the field.  The HR Steering Committee would be additionally enhanced by having an external professional facilitator to deal with complex decisions and major conflicts.

RECOMMENDATION NINE:

Implement A HR Resource Allocation System 

HRMP does not have an established methodology as to how to optimize and maximize their resources (both manpower and dollars).  Basically, their rule of thumb is to make modifications from the margin based on past history.  With the advent of being newly configured, HRMP needs to find a better way to do its resource allocation.  MBI recommends using a marginal cost benefit analysis employing a user-friendly software tool called “Equity”.  Essentially each function or program area gets defined into several relevant capability packages.  A cost benefit curve is determined for function or program area (normally a productivity curve is produced).  Then each function or program is weighted based on where the greatest swing is produced within a function or program area when compared to other functions or program areas.  Once completed, an optimization (based on marginal cost benefit) is run to produce the best set of allocated resources across the functions or program areas – an efficient frontier is visibly displayed to which sensitivity analysis (what if drills) can be run.  If conditions change, e.g., budget or manpower requirements, then the model can be rerun without having to start from scratch. 
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	General Recommended Solutions, continued
	RECOMMENDATION TEN:

Implement a Dynamic Modeling Approach to HR Processes

WMATA is deeply into documenting its HR processes through a recommended software tool called “Ultimus”.  This will go a long way towards streamlining and automating existing HR processes, making life much easier for the HR professional.  However, a piece of the puzzle is missing.  Typically, when put to the test, human beings are pretty good at statically representing their processes -- this has been true of HRMP.  But automated processes do not help you learn where the “hiccups” are or where the potential “bugs” are.  To support WMATA’s effort at becoming a learning organization, it is important an approach be instituted that help personnel learn from their processes so as to make them as efficient and effective as possible. MBI recommends using a dynamic software tool where you can simulate a process and actually observe the stumbling blocks – something the human mind cannot do by itself.  A suggested software product is “Ithink” by High Performance Systems.  MBI would further recommend a train the trainer program is established for the leads of the CSTs.


	Deep Change Required for HR
	As a result of this BPR effort, HRMP/HRTF has identified many opportunities and challenges for significant "deep change."  MBI’s goal is to help facilitate HR’s future success, to help you become -- not only an effective and functional entity racing towards a bright future -- but also, a valued commodity within all of WMATA.  The following depictions enunciate the findings that both the HRTF and HRMP concluded needed to be institutionalized. 


	WMATA’s HR Future Story 
	A vision and a vivid strategy have been created to guide HRMP to a bold new future.  HRMP will need to build on the key areas that have been identified to ensure that your customers are heard and understood, and that your technical, functional, and socio-systems all point you in the right direction.  To realize this transformed HRMP will require extraordinary managerial leadership at all levels(leadership that is willing to take responsibility for accomplishing the transformational change that will be needed to produce an effective “best practices” HR system.
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	Future HR strategies
	The HRMP/HRTF leadership group has defined the following future strategies for HRMP:

· Implement a state-of-the-art Enterprise Resource Planning system

· Streamline the recruitment process to reduce hiring time and maintain a pre-qualified internal and external candidate pool

· Realign and streamline business processes

· Elevate HR to a proactive leadership role in all strategic discussions

· Acquire adequate human and technology resources

· Restructure HR to be agile and flexible in its service delivery

· Establish and institutionalize HR's core values and create an enabling structure

· Shift from command and control "process" to the need for customer satisfaction

· Institute an expanded, flexible benefits program to better meet employee needs

· Build and implement market-based compensation program and employee incentive awards programs

· Improve communications processes with all internal and external stakeholders

· Explore opportunities to outsource HR functions

· Implement comprehensive, mandatory HR training program

· Provide expanded, innovative WMATA training using multiple media


	Obstacles posed by current HR functions 
	The group identified a list of 44 obstacles to the future success of WMATA HRMP.  The full list is provided on pages 17-20, of the HRMP/HRTF Off-Site I report.  
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	Cost/benefit of each HR branch questionable
	The systems analyses conducted in the first off-site revealed that all functions within HRMP are poorly positioned (i.e., resources – money and manpower) to take on the strategies defined during the off-site.  Of even greater significance, is that each of the HR functions has perceived that benefits derived for dollars spent has been miniscule and that the organization will require complete architectural restructuring to become effective. 


	Core organizational values
	The HRMP/HRTF leadership group has defined the following core values for HRMP:

· Customer Service

· Responsiveness to customers' needs

· Business awareness

· Integrity

· Honesty, fairness, ethical behavior, personal responsibility

· Connectivity with others

· Results in trust

· Commitment

· Dedication to achieving goals

· Quality work/excellence 

 SYMBOL 45 \f "Symbol" \s 10 \h 
The pursuit of excellence not perfection

· Professionalism

· Management of personal growth and development while helping others grow

· Manifested through individual behavior and comportment

· Empowerment

· Maximum individual responsibility

· Permits autonomy/no second guessing

· Encourages creativity, innovation, and exercising judgement

· Collaborative Individualism

· The value of one and the power of all

· Utilizes employees' talents, respects their contributions, treats them equitably
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	Core organizational values, (Continued)
	It is important to offer strong visible support and reinforcement of the core values within and throughout WMATA.  The management and top leadership must collectively and individually support the implementation of the core values to avoid cynicism and adverse organizational resistance.  To this end, it is necessary to:

· Develop employee incentives for demonstrating values

· Provide rewards and awards to reinforce these values

· Provide real-time daily feedback on the practice of these values

· Develop policies and procedures to reinforcing the core values (e.g., building them into the performance appraisal system and into training and development)

· Ensure everyone is held accountable for these values

· Produce and post visual reminders (posters, keypads, desktop cards, pens, etc.), in all the offices, conference rooms, and hallways


	New HR organizational identity 
	Characteristic features of the Ideal WMATA HRMP:

1. Customer service centered(with active listening to customer needs and a clear understanding of those needs

2. Multi-disciplinary matrix teams assigned to major functional areas for increased flexibility, customer responsiveness, and reduced cycle times

3. HRMP a critical partner in strategic business planning of WMATA

4. Automated processes and paperless environment

5. Policy and procedures documented and kept current

6. Interconnectivity and teamwork

The Ideal WMATA HRMP employee will be:

1. Visionary

2. Flexible

3. Creative

4. Empowered

5. Cross-trained in all HR areas (certified)

The Ideal WMATA HRMP managerial leader will be:

1. Hard but fair

2. Have strong ideals

3. Visionary

4. Empowered

5. Educated

6. Flexible
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	Mission statement

Grounded in the present
	The WMATA Human Resource team is dedicated to developing and managing effective personnel policies and programs to facilitate the partnership between employees and WMATA, and ensure the success of the Authority's mission.


	Vision

Grounded in the future
	HR: the strategic leader and partner to achieve personal and organizational excellence.


	HR cultural framework for the new HRMP
	The future HRMP should display the following cultural styles:

1. Humanistic-Encouraging (nurturing and enabling)

2. Achievement (pursuing excellence)

3. Self-Actualizing (innovating and creating)

4. Affiliative (connecting and linking)


	Current culture as obstacle to future success
	The current HRMP culture is characterized by the following styles:

1. Oppositional (overly negative, critical and non-constructive)

2. Power (command and control oriented)

3. Conventional (fixated on strict adherence to existing standards)

4. Avoidance (passive aggressive)


	Three major effectiveness outcomes to pursue
	· Inter and Intra Unit Teamwork and Cooperation(The extent to which people within and across sub-units, work in a collaborative and supportive manner, and adjust their activities as needed, to facilitate task accomplishment at the group and organization level

· Motivation and Job Satisfaction(The extent to which forces within and on members lead them to behave in ways consistent with organizational goal attainment

· Service Quality, Departmental and Organizational(The extent to which members believe the services and products provided by their own sub-unit (either internal or external clients) and the organization as a whole, are of the highest quality possible
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	Change levers at three levels 
	Nine levers of change have been selected in order to bring about the desired three effectiveness outcomes at three different levels of the organization: 

1. Organizational level

2. Manager/Unit level

3. Member/Individual level


	Organizational level
	1. Employee involvement(The extent to which people at all levels actively participate in shaping the organization and helping to achieve its mission.

2. Respect for members(The extent to which people are treated in a fair and just manner, in general and with respect to developmental opportunities.

3. Training and Development(The extent to which employees, both new and existing, are provided with the type of orientation and training that promotes their personal development as well as their contributions to the organization.


	Manager/unit level
	4. Task facilitation(The extent to which managers facilitate the work of their direct reports by helping them to solve problems and implement better procedures.

5. Goal emphasis(The extent to which managers establish and communicate norms and expectations for excellence.

6. Distribution of influence(The relative amount of control exercised by people at different levels of the organization.


	Member /individual level
	7. Jointly set goals(The extent to which goals are "jointly set by members and their superiors" rather than unilaterally by either party.

8. Fully accepted goals(The extent to which goals are "fully accepted" rather than only "generally accepted" or "marginally accepted" by members.

9. Clear and specific goals(The extent to which goals are "clear and specific" rather than "somewhat clear" or ambiguous.
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	Dysfunctional rules
	Using the Paradigm Prism( process, off-site II participants identified a list of 77 dysfunctional and obsolete rules that exist in WMATA HRMP and that pose obstacles to the future success of WMATA HRMP.  The full list is provided on pages 15-17 of the HRMP/HRTF Off-Site II report.


	New functional rules
	Off-site II participants identified a list of 70 functional rules that can be established in order to obliterate the dysfunctional rules and bring about a culture that will enable HRMP's success.  The full list is provided on pages 18-20 of the HRMP/HRTF Off-Site II report.


	WMATA SLT work preferences
	The table below shows how HRMP SLT's preferences for work differ from those of the "benchmark" (managers in the HR field that took the same survey).  In general, the SLT is challenged to be more oriented towards being 'Promoting', 'Innovating', and 'Advising.'  The future expectations and requirements demand these characteristics.


Table 1(SLT work preferences v. benchmark work preferences

	
	Type of Work
	Benchmark (n=96)
	SLT (n=7)

	
	Promoting
	18%
	10%

	
	Innovating
	16%
	11%

	
	Advising
	16%
	13%

	
	Maintaining
	14%
	13%

	
	Developing
	12%
	14%

	
	Organizing
	10%
	14%

	
	Producing
	9%
	13%

	
	Inspecting
	5%
	12%
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	Differences in perception of job demands 
	SLT work preferences do not match up well with the future demands of the work associated with HR.  However, the SLT does see its current job demands as being more closely associated with 'Advising', 'Innovating' and 'Promoting,' but ironically their superiors see their roles more closely aligned with their perceived preferences of 'Organizing', 'Producing', and 'Inspecting'.  In one respect, they could satisfy their bosses by doing what they prefer but at the same time realize they must change to meet the future HR system.  This paradox will require superb and delicate attention by senior management if the current SLT is to move to this new paradigm of operation.


	Need for change in work preferences
	To reiterate, a stronger movement towards 'Promoting', 'Innovating', and 'Advising' within HRMP will be needed to generate the systemic changes being proposed throughout this change transition plan.


	Team effectiveness
	The SLT recognizes that they do not operate well as a team, or if a team even exists.  Almost to a “tee,” the overwhelming consensus is that in all eight areas of work, little positive performance exists.  A tremendous amount of effort is required to build the teaming foundation that the SLT needs.  Left to their own devices, they will more than likely falter(the SLT members are going to require a substantive amount of individual coaching and hands-on training in order to turn themselves into a High Performance Team.


	SLT & customer perception
	To a great degree, both the superiors of the SLT and the “customer”, have a misconception of the SLT’s level of work effort, as well as a misplaced perception of what is really going to help them.  Both customers and superiors see more emphasis on 'Inspecting' than they should, if the SLT is to take the WMATA HR system into the next millennium.  A comprehensive program to re-educate customers must be accomplished, and a well-communicated “marketing” strategy must be developed and followed if these perceptions are to be corrected. 
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	Need to develop linking skills 
	The 11 linking skills identified through the fourth TMS workshop indicated a strong need on the part of the SLT to grow the relevant behaviors that will make the SLT better 'Collaborators/Coordinators', 'Communicators', 'Contributors', and 'Challengers.'  Unless substantive resources are applied to improving these skills, technology improvements will not have their desired impact.  Technology users that are not responsive or dedicated to the process and to the technology changes, and who lack the appropriate/adequate guidance, are highly likely to be ineffective despite the implementation of the latest technological innovations.  Devoting most, if not all your resources, even in the short run, to technological solutions, without investing an appropriate balance to the human factor of the system, is a formula for disaster.


	Recommen-dations for reengineered processes
	1. Automate all paper-based HR processes

2. Eliminate HR director, ESBR manager approval of new hires (except for special compensation offers)

3. Allow hiring manager to establish compensation level up to midpoint of range without approval of compensation office

4. Generally redefine signature authority policy, particularly for PARs & SPARs

5. Eliminate pre-employment physicals for positions that are not safety-sensitive or labor-intensive

6. Perform customer survey on benefits package and reconfigure benefits program if necessary

7. Require annual review of job descriptions as part of performance evaluation, to ensure that they are current and up-to-date

8. Develop and implement new compensation policy for scarce skills positions

9. Implement market-based compensation program

10. Implement plan for innovative cash/non-cash/non-taxable employee awards

11. Establish system for tagging candidates who have previously failed drug tests


Continued on next page

Executive Summary, Continued

	Recommen-dations for reengineered processes, (Continued)
	12. Design and implement automatic call distribution system

13. Eliminate routine labor review of L2 selections

14. Revise personnel manual, particularly for union hiring procedures

15. Implement career planning agreements as part of annual review

16. Develop plan for corporate learning center to implement career planning agreements and other on-line coursework

17. Develop cooperative agreements with educational institutions for volume discounts on computer based courses

18. Obtain space for two new training rooms and a small studio

19. Procure video equipment for training video creation

20. Partner with Federal government for creation of broadcast (distance) learning program


	Recommen-dations for technology 
	The interim plan in lieu of implementing an Enterprise Resource Planning System is to implement the following:

1. FIREPLUG requisitioning system to automate requisition processing and interface with Greentree new employee tracking system

2. Ultimus workflow package to automate document processing

3. Web-based information

4. OTG document storage and retrieval system

5. Genesys data cleanup

Of the five technology areas recommended, the one causing the most consternation and one that is not being addressed adequately, is the Genesys data integrity issue.  The old adage, "Garbage in-Garbage out" holds true.  An audit of internal controls needs to be conducted on the data input side to re-engineer a new management control system for quality data input. We recommend the adoption of a process (by Javier F. Koung) on Management Controls and Self-Assessment published by Management Advisory Publications, to achieve this end.
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	Recommen-dations for changes in organizational structure
	1. Establish customer support teams assigned to rail, bus, non-operating departments and transit system development

2. Teams be comprised of Recruiters, Compensation, Training and Benefits personnel, cross-trained to ensure basic knowledge of all aspects of Human Resources

3. Co-locate Recruiters with customers

4. Focus on recruiting and resource planning, basic HR information dissemination, customer service terminal training, special quarterly programs on various topics, e.g. the right kinds and amounts of insurance coverage for different needs

5. Increase staffing levels(add two Recruiters, one Compensation Specialist, one Webmaster/Process Developer, and one Training Specialist

6. Convert one Assistant or Secretary position to additional Webmaster/Process Developer

7. Convert Manager, HR Operations to Manager, HRIS

8. Establish policy making/leadership group from the branch managers, focusing on WMATA's future growth and skills requirements, HR Policy, and new development initiatives

9. Eliminate Generalist & Assistant position to be replaced by Recruiters with a career progression

10. Change employee levels TA-14 to TA-22, depending on qualifications and further training

11. Convert Employment Services Supervisors to Recruiters who will also act as team leaders.


	Stakeholder briefing 
	Proposed short-term changes were presented to stakeholders on August 23, 1999.  All HRTF and HRMP members supported the recommendations.  ADMIN stepped up to the plate to implement and monitor the recommendations.  A prioritized action plan with some modifications has been produced and is being followed.


	Conclusion
	Without investment in the intellectual capital, WMATA, to use the vernacular of Robert Quinn (author of Deep Change), will die a slow death!  WMATA must put as a top priority, a resource commitment to the systemic recommendations made in this final report or its current investments in planning and technology, and any future technology (enterprise resource planning system), will not have the desired impact.
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	Conclusion, (Continued)
	The transformational and transitional (behavioral, attitudinal and performance results) improvements needed at WMATA are going to require continuous, patient commitment and fortitude on the part of HRMP leadership.

The organizational learning that must take place will not be easy and will be the future “battle” ground for the systemic changes needed at WMATA.  There are no quick fixes for the systemic changes needed in strategy, structure, culture, and leadership behavior to support the new HR organization.

While everyone realizes the immediate “crunch” to fix the recruiting process, each is aware that the recruiting problem is only symptomatic of the larger systemic problems facing WMATA.  Whether or not HRMP SLT steps up to the plate to tackle these issues, is paramount to WMATA’s future success in its implementation of HR systems.  HRTF must provide the steering function and conscience for HRMP to stay on track(not just for the short-term but for the long-term.  Whether or not, top management within WMATA plays an active role in balancing future demands is questionable but essential.  Conflicts will arise in which top management will have to intercede to keep the ship guided in the right direction. 

In our judgement, professional transformational consultative support will be necessary to build:

· WMATA’s learning organization environment

· HR’s strategic leader/partner role at WMATA

· Customer Service Teams' and HRMP Senior Leadership Team's (SLT) effectiveness

· HRMP SLT’s policy guidance function

· WMATA’s Corporate University


WMATA BPR Project Overview

	Introduction
	This document constitutes the definitive final report of the Washington Metropolitan Area Transit Authority (WMATA) Human Resources Management Planning (HRMP) Business Process Reengineering (BPR) project (base contract entitled “Human Resources Consulting Services and Business Process Re-Engineering study”).  The period of performance covered Phase One (Intelligence-Gathering and Assessment) April-October, 1999.  MBI is currently responding to a request for contract modification for follow-on work for Phase Two (Implementation) October 1999-November 2000.


	Project objective
	The challenge confronting WMATA's HRMP today is how to increase productivity, automate and reconfigure critical work flows and processes, provide higher levels of service and responsiveness, and at the same time reduce costs and redundancies of effort.  

The principal objective of this project is to assess, reconfigure and automate the HRMP workflow, to more effectively utilize staff time, reduce redundancies and errors between and within the branches, and increase staff efficiency and effectiveness. 

The BPR project looked at the workflows between and within four branches of HRMP: Employment Services, Compensation, Benefits and Human Resources Information Systems.  Two additional branches, Training and Medical, were also included in our effort, but to a lesser extent.

McDonald Bradley recognizes that HRMP cannot operate outside of the larger structure that is the Authority.  Any solution must fulfill the requirements of HRMP to improve workflow and increase staff job satisfaction and at the same time be responsive to HRMP customers, internal and external, as well as WMATA management.
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WMATA BPR Project Overview, Continued

	Specific problems/ issues identified
	A number of specific issues were identified as needing urgent resolution:

· Morale, Motivation, Management And Coordination—Several serious morale issues persist within HRMP.

· Recruiting Cycle Time—Too much time and effort to recruit and hire for vacant positions.  The amount of paperwork, reporting status and signoffs required to fill a single position is prohibitive. 

· Redundancy in Paperwork—Too much redundancy in the paperwork for recruiting, hiring and maintaining employees' personnel records.  The same data must be entered into different forms multiple times throughout the recruitment and hiring process. 

· Shortage of Qualified 'Scarce-skill' Applicants—There is a requirement at the Authority, as there is throughout technical communities, to find qualified applicants for 'scarce-skill' positions. WMATA wants to increase the number of qualified applicants submitted to the Hiring Officer for consideration and selection.

· Poor Dissemination of Employee Benefits Information—75% of approximately 8,000 budgeted positions within WMATA are located in the field.  These employees, including bus drivers, metro rail engineers, metro police, and engineers servicing vehicles or metro stations perform their primary duties outside of headquarters building and do not have access to email or the Internet.

· Need to Expand and Enhance Training Programs—The Authority needs to support and follow through with training programs that keep WMATA staff up to date with new technologies and to efficiently utilize the resources available.

· Genesys Data Suspect—Personnel data resides in the Genesys mainframe application.  HRMP uses the Traffic Cop system to retrieve personnel data on their PCs.  The quality of this data is questionable, with the most common problem being the correct work site, because under union contract, a large subsection of employees can elect to change their work-site every six months.

· Record Keeping Redundancies—Once a record is in Genesys it cannot be deleted.  For example, when an applicant accepts a position offer, a record is entered into the database to establish the baseline personnel record.  If for some reason that individual does not turn up to fill the position, the record remains in the database and cannot be deleted.  This causes an overstatement of personnel within the database that must be screened out on the nightly extract.


Continued on next page


WMATA BPR Project Overview, Continued

	Issues identified (continued)
	· Limited Data Entry Capability—Only a single Genesys transaction can be entered at one time.  Multiple actions against an employee record must be entered and posted individually, and in sequence.

· Limited Access to Genesys System—Only selected HRMP branches have access to the Genesys system to store and retrieve data.  The training branch, for example, cannot use Genesys to store employee training registration or course completion information.


	End results
	The end result of our analyses is a reconfigured and automated workflow that will more effectively utilize staff resources, systemically, and behaviorally throughout WMATA.
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	HRMP organization
	HRMP is an Office in the Department of Administrative Services and consists of six entities: Benefits, Compensation, Training, Medical, Employment Services, and Human Resources Information Management.  HRMP provides services to the Authority’s workforce of approximately 8300 employees.  The workflow and processes of all five branches and those of HRIM, were reviewed in relation to each another and the rest of the Authority.

The following diagram displays the current organizational structure of HRMP:


Figure 4(HRMP Organizational Chart
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	Employment Services Branch
	 SYMBOL 45 \f "Symbol" \s 10 \h 
Recruitment and hiring (candidate search methods, interview methods, testing processes, document processing, approval process) 

 SYMBOL 45 \f "Symbol" \s 10 \h 
Personnel actions (promotions, transfers, and terminations)


	Benefits Branch
	 SYMBOL 45 \f "Symbol" \s 10 \h 
Benefits administration (pension calculation, information dissemination)

 SYMBOL 45 \f "Symbol" \s 10 \h 
Union-specific health and welfare program administration
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WMATA BPR Project Overview, Continued

	Compensation Branch
	 SYMBOL 45 \f "Symbol" \s 10 \h 
Position administration (description, design, and evaluation)

 SYMBOL 45 \f "Symbol" \s 10 \h 
Salary administration

 SYMBOL 45 \f "Symbol" \s 10 \h 
Market data surveys


	Medical Branch
	 SYMBOL 45 \f "Symbol" \s 10 \h 
Physicals (pre-employee, and drug)

 SYMBOL 45 \f "Symbol" \s 10 \h 
Employee assistance program


	Human Resources Information Management
	 SYMBOL 45 \f "Symbol" \s 10 \h 
User friendly support information  (FIREPLUG, Greentree, etc.)

 SYMBOL 45 \f "Symbol" \s 10 \h 
Data transfer from Genesys

 SYMBOL 45 \f "Symbol" \s 10 \h 
Internal LAN support to HRMP


	Training Branch
	 SYMBOL 45 \f "Symbol" \s 10 \h 
Training programs (design, registration, and tracking)

 SYMBOL 45 \f "Symbol" \s 10 \h 
Distance learning


MBI's BPR Approach

	Two-pronged BPR approach
	McDonald Bradley conducted a two-pronged approach to BPR, with a technical and behavioral portion, as illustrated in Figure 5.  The technical portion encompasses the strategic and operational issues, while the behavioral portion focuses on the tactical issues.  It incorporates a powerful top down/bottom up approach to the reengineering and change processes linking performance, processes, quality, motivation, effectiveness, leadership, and other human resource factors.  This BPR strategy encompasses three major integrated initiatives critical for successful reengineering.  The three areas of focus are implemented in parallel over the project life cycle:

· An Operational Focus – defining the work

· A Tactical Focus – supporting the people

· A Strategic Focus – connecting to the system. 

Each of these three focus areas is critical for successful BPR; WMATA does not want HRMP to be merely fixed, but rather, transformed to meet the Authority’s objectives.


Figure 5(McDonald Bradley's two-pronged BPR approach
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MBI's BPR Approach, Continued

	Systems approach
	A total system approach was used in order to incorporate the operational, tactical and strategic foci previously alluded to in Figure 5.  The roadmap for this is provided Figure 6 .


Figure 6(BPR road map
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MBI's BPR Approach, Continued

	Operational focus
	· It is vitally important to understand that doing a process right is not enough for the success of BPR.  Picking the right process, eliminating barriers, and motivating people to change are all key elements in successful BPR efforts.

· The initial phase of the BPR effort involved discovering the critical information required to kickoff the effort, using focus group sessions to collect and document information about current work processes.

· This phase also involves establishing a baseline of organizational effectiveness using a results based performance assessment.


	Tactical focus
	· Information gathered in this phase, forms the foundation for effective and efficient processes.  Participants undergo a comprehensive self-assessment which shows their strengths and weaknesses, and provides guidelines for self-development and personal growth.

· Two teams were put through this process, the SLT and ESBR (the brunt of the immediate HR recruiting emphasis).  During this initial effort, no function other than ESBR was systematically evaluated.

· This phase involved the use of the Team Management System Tool Kit ( comprising the TMI, TWI, TPI, and LSI) a set of interrelated work-based self-report assessments that reviews work preferences, job demands, work team effectiveness, and associated linking skills, to build high performing teams.

· All instruments focused around eight types of work that research has found to be universal to organizational work settings.


	Strategic focus
	· The strategic focus uses a systems model approach that reviews the strategy, culture, structure, and leadership requirements for the HR system at WMATA.

· Each of these factors was then integrated into a system of actions to support the evolving HR processes that came out of the focus groups analysis of the “AS-IS" vs. "TO-BE” sessions.

· The knowledge and learning gained from this strategic segment focus grew out of the three transition off-sites and the data collected from the OCI and OEI. 


McDonald Bradley BPR Team

	Team Composition
	The following were the members of the McDonald Bradley BPR Team


	Project director
	· Dr. David Koehn, Project Director (BPR Director and Chief Learning Officer, MBI)


	Behavioral team
	· Dr. David Koehn, Behavioral Lead, Senior Principal CM/BPR Specialist

· Dr. Valerie Weisman, Senior CM/BPR Specialist

· Mr. Joseph Stephen, CM/BPR Specialist 


	Technical team
	· Ms. Susan Malay, Technical Lead, Functional System Engineer 

· Ms. Kathy Hildebrand, Senior Systems Engineer 

· Mr. Mark Weaver, Senior Systems Engineer

· Ms. Katherine D'Souza, Senior Systems Engineer

· Ms Beatrice Sampong, Writer/Analyst


WMATA Involvement

	Introduction
	Over the course of the project, McDonald Bradley BPR Team worked very closely with, and involved a large subsection of WMATA HRMP personnel.  It is important to note that all the recommendations submitted, were put together with the active participation and input of the individuals listed.  The lists provided below are not mutually exclusive, certain individuals collaborated with MBI personnel as members of different groups/teams.


	Benefits Services Branch
	· Carolyn Conquest

· Jim Davis

· John Bose

· Lisa Lucrezi

· Marlene Ruston

· Marty Suttle

· Rayann Otto

· Valerie Gale

· Wanda Mims


	Compensation Services Branch
	· Adrian Hendricks

· Debbie Carthorn

· James McKinney


	Employee Services Branch
	· Angela Heyward

· Deirdre Miles

· Denise Jalloh

· Frankie Dudley

· Kim Davis

· Lena Young

· Lora Wright

· Maxine Lee

· Pamela Smith

· Romina Davis

· Roslyn Rikard

· Sofia Maco

· Vickie Timberlake

· Willam Thomas Jr.


Continued on next page

WMATA Involvement, Continued

	Training Services Branch
	· Alma Collins

· Barbara Carpenter

· Connie Miller

· Jessie Bryant

· Louis Ervin

· Paulette Hilliard

· Stanley Jones


	HRMP SLT
	· Richard L. Plante – Director, HR

· Adrian Hendricks – Compensation

· Dianna Kenney – Medical Services

· Barbara Carpenter – Training

· Larry Quick – HRIS

· Lena Young – ESBR

· Jim Davis – Benefits

· Stanley Jones – Training (sat in for Barbara Carpenter at some sessions)


	HRTF
	· Rod Burfield – BFIN

· Jack Requa – Bus

· Kathy Smith – Accounting

· Jim Stewart – Audit

· Mark Miller – Rail Operations

· Debra Farrar-Dyke – TSDV


	Other participants
	· Jeanette Clark – Legal

· Adrienne Francis – Operations

· Pamela Wilkins – COTR

· Jackie Simpson – Payroll

· Fred Goodine – Safety

· Mike J. Laidlaw – AGM


BPR Project Activities

	Benchmarking studies
	Benchmarking is the sharing of performance and operational information to continuously compare activities among organizations to identify "Best Practices" and improve performance.

Benchmarking has proven to be the most valuable process for identifying performance improvement areas.  The measurement of the best performing companies leads to the identification and implementation of "Best Practices."

The MBI team conducted extensive research to identify best practices in the field of HR and Business Process Reengineering.


	Processes mapping and documentation
	All organizations operate using a variety of processes.  Process Mapping allows you to clearly see, for the first time, how work gets done, how your customers are served and how revenue is earned.  Basically a Process Mapping Session consists of taking users through each step of a administrative process with the aim of identifying the most effective way of carrying out that particular procedure.  The main goal of the session is to identify best business practices, divorced from practices which are driven by the current system.  Many users find this difficult to do at first, but we have found once they realize they have the opportunity to suggest alternatives and improvements to current practices, the session really takes off.


	Off-sites
	McDonald Bradley began the process of building partnership/teaming arrangements with the HRMP Senior Leadership Team (SLT) and the Human Resources Task Force members (HRTF) through a series of interactive off-sites.  The approach entails diagnostics, analysis, and planning that incorporated six days of interaction across a six month period of time.  We provided the following:

· Self-awareness insights

· Team building and skills development

· Better understanding of how people react to major organizational change

· Understanding of resistance to change, individual and organizational

· Techniques for managing the human aspects of major change.

· Tangible "nuts and bolts" skills/techniques that the SLT can apply to specific work situations

· Strategies for coaching and mentoring


Continued on next page

BPR Project Activities, Continued

	Organizational Change Inventory/ Organizational Effectiveness Inventory
	These instruments were used to baseline and analyze the organizational effectiveness during the early stage and identify possible barriers to change.  The team must begin to develop effective strategies for overcoming those barriers that have been identified through the assessments.


	Team Management Systems assessments
	These instruments were used to baseline and analyze the effectiveness of the ESBR team and the SLT team and help them understand:

· How they function as a team

· How they work with others

· What each individual needs to change within him/herself

· The management transformation that is needed for successful organizational transformation


	HRMP outsourcing decision analysis
	While a specific outsourcing analysis was not conducted due to the general impression of the HRTF that such an analysis might be premature, a comprehensive decision model has been produced to evaluate all outsourcing options.  The decision model was created in a decision support software tool called “Expert Choice”.


	HRMP Leadership Manifesto
	A draft Leadership Manifesto was presented to the Off-site III participants for their review and feedback.  Feedback was obtained and the final product is provided in this report (see pages 97-25).  All members including top management from ADMIN, have signed this document and committed to the leadership principles of the WMATA HRMP Leadership Manifesto..


	System Implementation(interim solution for WMATA HRMP
	Coinciding with the BPR effort for HRMP, WMATA requested an evaluation of how system automation can enhance the existing daily operations of HRMP.  The systems implementation plan was created on the basis of reviews of systems documentation, interviews with key personnel, on-the-job observations.


Benchmarking

	Innovative practices in Human Resources
	A benchmarking study incorporating research findings from 55 companies and benchmarking results from 67 organizations (( 1999 ProSci), has been made available to WMATA HRMP.  The following is a synopsis of the key elements of the report and some of the benefits of using the HR practices described.  The report is organized into 12 practice areas and a brief section on Business Process Reengineering:

1. Centralized Human Resources and Call Centers

· Tasks previously handled by decentralized specialists now handled by customer service representatives or generalists

· Streamlined administrative processes

· Increased quality of service

· Labor savings and reduced costs

· More time for HR managers to focus on strategic issues

· Call centers can handle high volumes of incoming requests

2. Employee Self-Service, using telephone Voice Response Units (VRUs), Internet and Intranet systems and kiosks

· Routine requests and employee updates processed electronically, reducing need for HR staff.  Electronic pathways linking employees to the HR departments

3. Internet Employee Services

· Main benefit is interactive capability that allows rapid data retrieval and data entry

· Reduction in paper, printing and distribution costs

· Fewer HR administrative employees

· Increased information sharing

· Better quality/fewer errors

· 24 hours, 7 days a week access

4. Kiosks

· Convenient for high-density workforce locations

· Reduced HR staff

· Improved communication

5. Voice Response Systems

· Perform repetitive data entry and information retrieval tasks for HR

· Can handle frequently asked questions and can be easily kept updated for 24-hr access

· Facilitate uniform policy enforcement

· Long distance access


Continued on next page

Benchmarking, Continued

	Innovative practices in Human Resources, (Continued)
	6. Human Resource Information Systems

· Most advantageous when linked to employee self service technologies

· Provides an integrated system across HR

· Eliminates redundant data entry through single database architecture

· Provides single-user interface for HR staff

· Enables employee self-service capability

· Eliminates paper forms

7. 360-Degree Performance Appraisals

· Measures employee performance more accurately

· Motivates employees to improve skills

· Increases credibility of appraisal process

· Makes employees accountable to internal and external customers

· Increases awareness of appraiser's expectations

· Increases managerial effectiveness through the use of upward feedback

8. Resume Scanning and Internet Recruitment

· Reduces recruitment costs

· Targets both active and non-active candidates

· Reduces paperwork

· Reduces recruitment cycle time

9. Automated Time and Attendance Systems

· Reduce paperwork, automates processes

· Provides more efficient tracking of employee attendance

· Provides data for analysis

· Reduces litigation through complete record keeping

10. Team Development and Policies

· Creates workforce flexibility by creation of pools of skills for problem solving

· Reduces management costs through autonomous functioning

· Promotes creativity and innovation through better exploitation of diversity

11. Strategic Human Resources

· Complements business practices through use of employee policies

· Helps companies proceed from current practices to more competitive practices using HR policy as driver

· Reorganizes HR to better meet business needs


Continued on next page

Benchmarking, Continued

	Innovative practices in Human Resources, (Continued)
	12. Outsourcing HR

· Reduces overhead costs through economies of scale

· Provides access to latest technology and innovation

· Improves service

· Uses line managers to implement HR policy

· Small companies can acquire full HR capabilities through use of specialized vendors

13. Business Process Reengineering

· Yields solutions that are customer focused, future-oriented, and capitalize on best practices


	Best practices in managing change
	A benchmarking study on lessons and best practices in change management based on data from 102 companies (( 1998 ProSci), has been made available to WMATA.  A brief synopsis of the study is provided below.

The objective of the benchmark study was to uncover best practices for managing the human side of change and for creating great executive sponsorship.  Most change projects in the study impacted business processes as well as systems and organizational structure.  The top business processes being changed include:

· Information (computer) Services

· Manufacturing

· Health Care Services

· Product Development

· Finance/Banking

· Human Resources


Continued on next page

Benchmarking, Continued

	Best practices in managing change, (Continued)
	More than 50% of the participants implemented dramatic process change.  More than 90% implemented process changes that crossed departmental boundaries.  Almost 50% expect the change to impact their entire enterprise.

Overwhelmingly, participants cited executive sponsor involvement as the single greatest contributor to the success of their change management program.  Other contributors included:

· Participation in the change by all management levels of the organization

· Physical change(a new tool or system, or move to a new facility

· Extreme pressure to change coming from outside the organization

Three change obstacles were cited most frequently:

· Employees resistant to change

· Management behaviors not supportive of the change

· Inadequate resources or budget

With more than 70% of the projects, an executive manager initiated the change, however, in nearly half the projects, accountability for the change was passed on to a lower-level manager, and the executive manager was not the visible sponsor.

This delegation of sponsorship was cited as the number one mistake by executive managers.  The top-five mistakes made by top-management sponsors during a major change were:

· Not being directly involved with the project

· Not engaging all management levels in the change

· Sending inconsistent signals or not communicating enough

· Shifting focus or changing priorities too soon

· Not providing adequate resources

Change management activities that had the greatest impact on project successes included:

· Open and consistent communication

· Personnel changes to support the new organization

· Support from all levels of management

· Pre-implementation training of employees


Continued on next page

Benchmarking, Continued

	Best practices in Business Process Reengineering and Process Design
	A benchmarking study on BPR and process design incorporating data from 248 companies (( 1999 ProSci), has been made available to WMATA.  A brief synopsis of the study is provided below.

The primary goal of this study was to uncover critical lessons from real-life experiences of project teams.  The second goal was to determine what changes have occurred since ProSci's 1997 Business Process Reengineering study.  Sections of the report include:

· Methodology

· Most important steps

· Team selection

· Role of consultants

· Business case and project approval

· Change management

· Top management involvement

· "Must do" and "Must not do" activities

· Benefits and results

Drivers of BPR are:

· Customer service

· Cost reduction

· Competitive pressures

Project length and results

· The average BPR project lasts 14.5 months (compared to 19.7 months in 1997)

· The majority of projects sought to improve processes by 20% to 50%

· Teams realized an average of 30% reduction in cycle time, 22 % improvement in product or service quality, and 14% reduction in operational costs


Continued on next page

Benchmarking, Continued

	Best practices in Business Process Reengineering and Process Design, (Continued)
	BPR teams

· The majority of teams had senior managers or executive-level managers as project sponsors, and most teams rated sponsor effectiveness as very good or excellent

· Most participants recommended teams of 4 to 9 members

· 65% of participants hired a consultant for the project, of which 70% recommended hiring a consultant for future BPR projects

· 60% listed benchmarking as an important BPR activity

· Most participants cited project planning as the most crucial BPR activity

· More than 50% used change management techniques as part of the project methodology

Project approach

· Secure executive management support and sponsorship

· Communicate the need for change throughout the organization

· Define the scope and boundaries of the project clearly


	Global best practices in HR management
	A participant feedback presentation incorporating findings from a benchmark study involving 15 global companies with HRM organizations (( A T Kearney, 1996) has been delivered to WMATA HRMP.  This study was sponsored by General Motors.  A summary of the presentation is provided below:

Best practice companies have clearly defined core values

· Considered critical to ensuring consistency and acceptance of HRMP programs

Best practice companies are transitioning the role of HR from transaction-focused to business-driven

· HRM impact measured at the bottom line

· HRM included on highest level strategy boards

· HRM executive reports to CEO

Best practice companies have well-defined roles for HRM and line management and significant executive commitment to the value of HRM

· Line managers typically responsible for all people-related issues

· CEOs committing 20% to 30% of time to HRM issues (e.g. Succession planning, leading training programs, global leadership development, etc.)


Continued on next page

Benchmarking, Continued

	Global Best practices in HR management, (Continued)
	HRM organizations are driving towards specialization in four key areas:

· Core global HRM team driving global integration through leadership development and definition of global HRM standards and principles

· Virtual centers of excellence developing leading practices in key productivity areas

· Local generalists providing customer responsiveness to line management and functional leaders

· World-class service centers emphasizing cost efficiency in transactional activities

They have been changing the skill sets and expectations of their HRM personnel

· Moving business leaders into senior HRM positions

· Expanding responsibilities to include process reengineering, change management initiatives and strategic planning

They are increasing their investment in the key HRM service areas

· Focus on the key productivity levers: recruiting, compensation, training and development, performance management, organizational development, global programs and executive development

· Dedicated experts in each area providing organization-wide support

· Emphasizing global leadership development to develop a cadre of highly effective, mobile executives

These companies are developing HRM plans which are directly linked to business unit and corporate strategies

· Validate existing programs as supportive of strategies or change/eliminate

· Ensure programs are in place to provide workforce of the future


	Other benchmarking data
	New Mandate for Human Resources.  Ulrich, Dave.  Harvard Business Review, Jan-Feb 1998.  Pp.  124-134

The challenges of today's competitive environment mean that HR must refocus its work away from activities that sap value from the organization and instead focus its efforts on achieving outcomes that improve company performance. Ulrich says HR's radical reinvention must be led by senior managers. 


HRMP/HRTF Off-Sites Overview

	Introduction
	Three HRMP/HRTF off-sites were held over the period of the contract.  Participants included members of the HR Task Force, Senior Leaders of HRMP, and selected other individuals.


	Objective
	The objective of the three off-sites was to establish a change transition plan for WMATA HRMP.  Each off-site focused on a separate facet of the overall Change Transition Plan.


	Off-site focuses
	· The first off-site focused on establishing the mission, vision, focus, core values, strategies and systems analysis of current HRMP branches' contribution to the future HR system of WMATA

· The second off-site focused on the structure and culture of WMATA

· The third off-site focused on the leadership of the organization and the leadership changes needed to accomplish the goals of the Business Process Reengineering at WMATA HRMP

Figure 7 shows the areas of focus of the three off-sites.


Continued on next page

HRMP/HRTF Off-Sites Overview, Continued

Figure 7(Off-Sites focuses
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HRMP/HRTF Off-Site I

	Introduction
	The first of three off-sites was held on May 25 and 26, 1999, to explore and discover the core foundation for the HR system at Washington Metro Authority Transit Authority (WMATA).  Participants included the senior leadership team of Human Resource Management Plan (HRMP) and members of the Human Resource Task Force (HRTF).


	Activities
	Activities across the two days included establishing the mission, vision, core values, strategies and systems analysis of current HRMP branches’ contribution to the future HR system of WMATA.  


	Deliverables
	Deliverables included a mission statement, a vision statement, a vivid picture of the future state of HR at WMATA, organizational core values, future macro-strategies, and a benefit/cost analysis of WMATA’s HRMP branches.


	Principal findings
	The results of your strategy vote clearly demonstrate that there is a lot of work to be done by the WMATA Human Resources (HR) group.  For each of the twelve strategies, you rated the HR group’s current performance inadequate—that is, below 5 on the 1–9 scale.  So there are many areas ripe for focus and improvement.

The danger of these results is that you will try to do too much at once—and then by spreading yourself too thin, not do anything well at all.  You will need to use your limited resources to attack the 1999-2000 priorities where there is greatest opportunity to positively impact the HR group’s performance—and to have the patience and discipline to address the other strategies at a later time.


Continued on next page

HRMP/HRTF Off-Site I, Continued

	Principal findings, (Continued)
	You agreed that the following six priorities provide the greatest opportunity for the HR group to move toward its preferred future—to get from the “Here” to the “There” that you envisioned:

· Information Technology: Implement a state-of-the-art Enterprise Resource Planning system.

· Recruitment and Hiring: Streamline the recruitment process to reduce hiring time and maintain a pre-qualified internal and external candidate pool.

· Business Processes: Realign and streamline business processes.

· System Support: Elevate HR to a proactive leadership role in all strategic discussions.  Acquire adequate human and technology resources.

· HR Alignment: Restructure HR to be agile and flexible in its service delivery.

· Core Values: Establish and institutionalize HR's core values and create an enabling culture.


HRMP/HRTF Off-Site II

	Introduction
	The second WMATA HRMP/HRTF off-site was held on July 21 and 22, 1999 at the Council of Governments Training Room 1.  The full report of the off-site has been delivered to WMATA HRMP.


	Activities
	· Briefing on the Systems approach and Change models

· Mining the OCI/OEI feedback report to identify:

· Desired outcomes or outputs from the organization

· Cultural norms that influence the desirable outcomes, negatively and positively

· Organizational level, Manager/Unit level, and Member/Job level Levers of Change that can be used to effect change in the culture of WMATA HRMP and bring about the desired cultural norms

· Potential obstacles/barriers for change

· Using the Paradigm Prism( process to identify and capture dysfunctional, obsolete and functional 'rules' that define the culture of WMATA HRMP

· Visualizing and defining an ideal future state for WMATA HR

· Creating new 'rules' to eradicate the old dysfunctional and obsolete 'rules'

· Defining the first steps to moving the organization to that ideal state


	Deliverables
	· Prioritized list of desired outcomes

· Prioritized list of desired cultural styles that are positively correlated to the desired outcomes and negatively correlated to undesired outcomes

· Prioritized list of change levers, that are positively correlated to the desired cultural styles and negatively correlated to undesired cultural styles

· Organizational readiness for change

· List of dysfunctional and obsolete 'rules'

· List of new 'rules' to create a new culture for the ideal WMATA HRMP organization

· Ideal future state for WMATA HRMP

· Characteristics of the ideal WMATA HRMP organization

· Characteristics of the ideal WMATA HRMP employee

· Characteristics of the ideal WMATA HRMP managerial leader

· Action plan to bring about the desired change


Continued on next page

HRMP/HRTF Off-Site II, Continued

	Principal findings
	· HRMP will need to focus its limited resources on addressing 1999-2000 priorities to positively impact HR's performance.  Clearly, many of the eleven themes(levers of change(overlap with one another. 

· You and your team members indicated that if you could design a new "ideal" WMATA HRMP, the following would be its characteristics:

1. The ideal WMATA HRMP would be:

· Customer-service oriented

· Integrated as a critical component partner in the strategic business planning of the organization

· More decentralized in terms of functions

· Utilizing multi-disciplinary matrix teams assigned to the functional, decentralized areas

· Having policy and procedures (ala explicit "rules") that are kept current, flexible and dynamic

2. The ideal managerial leader would be:

· Visionary

· Educated

· Empowered

· Flexible and demanding

· Fair to employees

3. The ideal employee would have some of these same features, but also be:

· Creative

· Cross-trained in all HR areas, and be possibly certified

· Action Plans (first steps) that will help to build and support the new HRMP included 26 items.  Approximately one-third of these steps related to gaining and leveraging senior management support and active involvement.  Other key areas related to creating and utilizing concrete, measurable performance plans tied in to increasing the flow and quality of communication at all levels, via meetings and two-way discussion of ideas, and pushing the level of authority and authorization down to the lowest levels possible, for expeditious hiring processes.


Continued on next page

HRMP/HRTF Off-Site II, Continued

	Principal findings, (Continued)
	· WMATA HRMP identified itself as having a culture characteristically Conventional (stick by the policy rules) and Avoidance (conflict averse) in style.  The MBI Team pointed out that these styles could lead to passive-aggressive, non-proactive, helplessness-based behaviors that can be antithetical to producing innovation and change.

· On the other hand, HRMP seeks a culture that is more Self-Actualizing (innovative/creative), Achievement-Oriented (seeks excellence) and Humanistic-Encouraging (nurturing and enabling).  These productive styles are positively correlated with the outcomes HRMP desires.  By increasing these positive styles, HRMP can expect to improve inter- and intra-unit teamwork and cooperation, employee motivation and job satisfaction, and achieve higher levels of service quality at all levels (It is interesting to note that these specific outcomes were actively touted as key table team recommendations during and after the Paradigm Prism( section.)

· The MBI consultants used an Input-Processes-Output (IPO) Model (see Figure 9), to help off-site participants understand the power of the OCI/OEI feedback data.  The OEI Levers for Change relate to the Inputs required to drive the Processes in your culture (OCI), which in turn produce the Outputs enumerated from the OEI.  

· Participants in the Off-Site were divided into three teams to analyze WMATA HRMP's work paradigm, using the Paradigm Prism( process.  The members of the three teams identified seventy-three (73) Dysfunctional and Obsolete Rules and Seventy (70) Functional or New Rules were captured.


Continued on next page

HRMP/HRTF Off-Site II, Continued

	Principal findings (Continued)
	· HRMP has identified many opportunities and challenges for significant "deep change." 

· The MBI team used the Organization Transformation Model throughout this offsite (see Figure 7) as a "roadmap" for producing systemic, integrated change in WMATA HRMP.  HRMP has successfully identified where it is on this transformational BPR journey. 


HRMP/HRTF Off-Site III

	Introduction
	The third WMATA HRMP/HRTF off-site was held on October 4 and 8, 1999 at different locations in the District of Columbia.  The full report of the proceedings has been delivered to WMATA HRMP.


	Activities
	· Briefing on findings to date and the significance of those findings

· Organizational Culture Survey 

· Activity and discussion on the Challenge of Leadership

· Workout Session on 'Management' versus 'Leadership'

· Video presentation and discussion("Leadershift" by Joel Barker

· Managerial Leadership Competencies(Cluster Competencies Assessment

· Managerial Leadership Behaviors Assessment

· Emotional Intelligence and Leadership at WMATA


	Deliverables
	· Principal findings

· Organizational Culture Survey results and analysis

· HRMP/HRTF observations on the Challenge of Leadership

· HRMP/HRTF observations on 'Management' versus 'Leadership' at WMATA

· Profile of Competing Cultural Values for HR

· Cluster Competencies Assessment results and analysis

· Managerial Leadership Behaviors Assessment results and analysis

· HRMP/HRTF Observations on Emotional Intelligence and Leadership at WMATA

· Leadership Manifesto and HRMP Story Line


Continued on next page

HRMP/HRTF Off-Site III, Continued

	Principal findings
	· In the beginning of this off-site, past work from previous off-sites, process focus groups, technology analysis and team dynamic workshops were summarized and insights were discussed as to what has been discovered.  The review underlined the challenge faced by WMATA leadership in bringing about the needed changes.

· A major finding of the off-site was that there is considerable room for growth in the area of leadership.  The expectation is for all the session participants to complete a leadership self-audit and develop a diary for personal development and growth in leadership skills.

· The “battle” to evolve these changes will not be easy and will require systematic commitment and fortitude on the part of all.  No quick fixes are possible when it comes to these systemic changes needed in strategy, structure, culture, and leadership behavior to support the changes in proposed HR processes.

· While everyone realizes the immediate “crunch” to fix the recruiting process, each is aware that the recruiting problem is only symptomatic of the larger systemic problems facing WMATA.  Whether or not HRMP SLT steps up to the plate to tackle these issues, is paramount to WMATA’s future success in its implementation of HR systems.  HRTF must provide the steering function and conscience for HRMP to stay on track(not just for the short-term but for the long-term.  Whether or not, top management within WMATA plays an active role in balancing future demands is questionable but essential.  Conflicts will arise in which top management will have to intercede to keep the ship guided in the right direction.

· As a sign of major commitment to truly stay the course, everyone (HRTF and HRMP) signed the “Leadership Manifesto”–top management in ADMIN also signed in good faith post-hoc to the off-site.


Processes Documentation

	Introduction
	A total of 14 Focus group sessions were held to collect information on current WMATA HRMP processes.  Each branch noted what they thought were their major expected results and to what degree each of these were important to their customers, how well they performed them and what proportion of their work load was distributed to each result.  The full documentation of the processes of the four branches has been provided to WMATA HRMP.

· Benefits Services Branch (3 sessions

· Compensation Services Branch(3 sessions

· Training Services Branch(4 sessions

· Employee Services Branch(5 sessions

The principal findings are listed below.


	Benefits service branch findings
	Things we should be doing

· Record keeping-organize better.  Retirement area should be incorporated into a single folder (1.  Retiree folder & 2.  Death file)

· Insufficient office space–need better office space design and ergonomics of office environment

· Redesign processes associated with each of the following programs


- Long Term Disability and Sick leave bank process


- Retirement calculations

· Need a procedures manual for each program (retirement & insurance)

· Quarterly field site visits 

· Retirement planning

· Customer survey

Problems with current System:

· Inconsistencies with which Fortis processes claims.  (could be because different medical conditions may require additional information)

· The program has no rehabilitation benefits built in. 

· When someone goes on LTD they are kept in an inactive status for 457 plan and cannot take a loan for instance.  Do accrue years of service.  Cannot take money out until separated from services.  Employee ranks for insurance.

· Trying to recover from years and years of records’ mismanagement (past practice).  We have organized historical files to the point that we know where to get information we need for reports.  Does not affect our on-going program.


Continued on next page

Processes Documentation, Continued

	Compensation services branch findings
	Things we should be doing

1. New methodology for job classification

2. New methodology for awarding and rewarding employees (cash/non-cash)

3. New effective ways of auditing compensation applications/executing applications

4. Competency-based modeling connections

5. Automation support mechanisms – upgrade Genesys

6. More OD/OT/CM focus and being a player

7. In the loop on succession planning

8. Interfaces with ESBR

· Need ‘Clean’ PAR process across HR functions

· More written guidelines

· Get rid of panels where possible

· PAR signature authority should be standardized

9. Consistent application of compensation guidelines

· Prioritization/shuffling of deck

· Support of management to follow guidelines more accurately

· Reviewing an alternate performance evaluation methodology by “Watson Wyatt” -- make sure customer is involved

10. Consultative services

· Ongoing ‘turnkey’ development/training of compensation

· 45% taken over by vendors/coordinated by Benefits

11. Organizational alignment/design/structure

· Be part of front end analysis

· HRMP should be part of focused strategy

· Connected with the system


Continued on next page

Processes Documentation, Continued

	Employee service branch findings
	Things we should be doing that we are not:

1. Generalist/Assistants - More active role in seeking out/soliciting applicants (job fairs, campus interviews

2. Generalists & Assistants - Should be allowed to attend more seminars and conferences (networking)

3. An automated system to integrate the special programs (FMLA, RIFT etc) (Workload demands an assistant)

4. Better dynamics with Labor, Counsel & Civil Rights. Assistants have no relationship

5. Sign PARs electronically

6. Group dynamics, team building

7. Career development internal to the group

8. We could have doctors that handle only pre-interview physicals to reduce the back log (one month currently)

Things we should not be doing that we are:

1. Acknowledgments of unsolicited applications

2. General counsel should be handling grievances- Labor seems to be pro union – do not seem to maintain an objective stance

Things we don’t have:

1. State of the art telephone system – integrated on-line call.  Automated help line to cover most common inquiries.  Should institute after hours recording.

2. Better office space – bigger offices

3. Real FLEX time

4. Security screens for Personal Computers

Processes Requiring High Priority Attention

1. Request / Posting/ Advertisement Acknowledgement / Assessment / Testing

2. Interviewing and Selection

3. Current routing sequence

4. Authorization signatures needed for actions

5. Signature authority should stop at Manager

6. Consider outsourcing of references for entry-level positions

7. Current time lines are Within reason

8. Develop promotional opportunities within ESBR

9. References / Medical / Compensation / Labor/ PAR Approval/ Offer / Acceptance / Orientation / Start Date


Continued on next page

Processes Documentation, Continued

	Training services branch findings
	Things we should be doing

1. More dollars(tuition reimbursement/staff/space

2. More automation

3. Develop learning contract /creating WMATA university

4. Distance learning


Organizational Effectiveness Inventory/Organizational Culture Inventory

	Introduction
	The Organizational Culture Inventory(OCI) and the Organizational Effectiveness Inventory (OEI) were developed in response to the demand for reliable and valid measures of organizational culture, the internal systems, processes, practices, and structures that shape culture, and the outcomes that result from an organization's culture.  


	Organizational Culture Inventory
	The OCI measures the behavioral norms and expectations associated with the more abstract aspects of culture, such as shared values and beliefs.  Some of the cultural norms measured by the OCI are positive and supportive of constructive interpersonal relationships, effective problem solving, personal growth; others are dysfunctional and can lead to unnecessary conflict, dissatisfaction, and symptoms of strain on the part of organizational members.  The OCI measures 12 different cultural norms that are organized into 3 general types of cultures:

· Constructive cultures, in which members are encouraged to interact with others and approach tasks in ways that will help them meet their higher-order satisfaction needs (includes Achievement, Self-Actualizing, Humanistic-Encouraging, and Affiliative cultures).

· Passive/Defensive cultures, in which members believe they must interact with people in defensive ways that will not threaten their own security (includes Approval, Conventional, Dependent, and Avoidance cultures).

· Aggressive/Defensive cultures, in which members are expected to approach tasks in forceful ways to protect their status and security (includes Oppositional, Power, Competitive, and Perfectionistic cultures).


The types of culture measured by the OCI have been shown to have a direct bearing on the activities of members and the functioning of the organizations(and have been shown to be related to important outcomes such as member satisfaction, motivation, teamwork, the quality of products/services, and other criteria of organizational effectiveness.  


Continued on next page

Organizational Effectiveness Inventory/Organizational Culture Inventory, Continued

	Organizational Effectiveness Inventory
	The OEI is an assessment tool that allows an organization to measure the impact of its culture (on members, groups/teams, and the organization as a whole) as well as the factors and conditions that are likely driving or shaping that culture.  The OEI assesses the impact of culture on four general areas of concern to organizations:

· Quality of Service

· Coordination and Adaptability

· Employee Outcomes - Positive Indices

· Employee Outcomes - Negative Indices

Factors and conditions measured by the OEI that can be instrumental in shaping (as well as changing) an organization's culture include:

· Philosophy and Values

· Quality of Communication

· Human Resource Management

· Appraisal and Reinforcement

· Distribution of Influence

· Supervisory/Managerial Leadership

· Supervisory/Managerial Sources of Power

· Job Design

· Goals

The OEI has been in use for nearly a decade, and historical averages are available on over 700 organizational units.  Organizations can use the OEI to identify levers for cultural change, and to provide a basis for organization development planning, and to educate managers on the importance of culture to outcomes of concern.


Continued on next page

Organizational Effectiveness Inventory/Organizational Culture Inventory, Continued

	WMATA OCI/OEI results
	OCI/OEI was administered to 54 members of WMATA HRMP in order to assess the culture, the outcomes resulting from that culture, and the factors and conditions that drive or shape the culture.  The OCI/OEI feed back report summarizes the information provided by the HRMP members and includes:

· WMATA HRMP's results on outcomes measured by the OEI as compared to a "historical average" (based on over 700 organizational units) and a "Constructive benchmark" (based on 119 units with predominantly Constructive cultures).

· The current culture of the WMATA HRMP organization compared to the ideal culture as measured by the OCI (including gap analyses at the scale and item levels). Figure 8 shows the current and ideal cultures displayed on a circumplex graph.

· The WMATA HRMP organization's readiness for change as measured by the ideal OCI.

· The WMATA HRMP's results on levers for change as measured by the OEI and as compared to the "Historical Average" and "Constructive Benchmark".

· Results regarding outcomes, culture, and levers for change broken down by subgroups.

· Project administration and demographic information, respondent comments, data from the supplementary questions, and OCI comparative profiles.


Continued on next page

Organizational Effectiveness Inventory/Organizational Culture Inventory, Continued

Figure 8(WMATA Current v. Ideal Culture profiles
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	Interpreting the profile
	The OCI current profile provides a picture of HRMP's current culture, based on the responses of those members that completed the OCI.  The OCI circumplex allows a comparison of the organization's percentile scores on each of the 12 cultural norms.  The OCI ideal profile is HRMP's cultural benchmark.  This provides a picture of where respondents believe HRMP's culture needs to be in order for the organization to be successful.  The gap analysis provides information on where there are discrepancies between current and ideal culture and the extent of those gaps.


Continued on next page

Organizational Effectiveness Inventory/Organizational Culture Inventory, Continued

	Inputs-Processes-Outputs model
	The Inputs-Processes-Outputs model (below) was used to direct the analysis/mining of feedback data during the second HRMP/HRTF off-site.

Off-site participants began by looking at the HRMP's outputs as measured by the OEI, then at culture as measured by the OCI, and finally the session participants were divided into three teams to examine relationships between Outputs, Processes, and Inputs.  Team One focused on Change Levers at the Organizational level, Team Two looked at Change Levers at the Manager/Unit level, and Team Three examined Change Levers at the Member/Job level.


Figure 9(Inputs-Processes-Outputs model
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	Desired outcomes prioritized
	WMATA HRMP's results were significantly lower on ten out of eleven specific OEI outcomes as shown on the gap barchart of the outcome scales. The largest gaps between HRMP current culture scores and the historical averages (desired norms) were found in the following three outcomes:

1. Inter and Intra Unit Teamwork and Cooperation; Average gap = -0.695

2. Service Quality(Departmental and Organizational; Average gap = - 0.41

3. Employee Motivation and Job Satisfaction; Average gap = 0.27


Continued on next page

Organizational Effectiveness Inventory/Organizational Culture Inventory, Continued

	Gap between current and ideal WMATA HRMP culture
	The table below shows the following gaps between the OCI current profile and the OCI ideal profile.  Both profiles are based on the responses of the 54 members of WMATA HRMP that took the surveys.  The current profile shows the styles prevalent in the organization today, and the ideal profile shows where people in the organization believe the culture needs to be in order for WMATA HRMP to be successful.


Table 2(Current profile versus ideal profile

	
	Current Culture Profile
	Ideal Culture Profile

	Primary style
	· Conventional
	· Self-Actualizing

	Secondary style
	· Avoidance
	· Humanistic-Encouraging


	Desired cultural styles prioritized
	Participants determined the following:

Improving the following cultural styles will have the greatest positive impact on the desired outcomes:

5. Humanistic-Encouraging

6. Achievement

7. Self-Actualizing

8. Affiliative

Decreasing the following cultural styles will have the greatest positive impact on the desired outcomes:

5. Oppositional

6. Power

7. Conventional

8. Avoidance


Continued on next page

Organizational Effectiveness Inventory/Organizational Culture Inventory, Continued

	Organizational readiness for change
	In any type of change effort, it is important to anticipate the sources of resistance to and support for change initiatives.  The ideal OCI tapped members’ perceptions regarding the organization's readiness for changing the culture to be more consistent with the ideal. Figure 10 shows these results in terms of:

· Perceived support for change by members at different levels of the organization

· Anticipated effects of change on the organization


Figure 10(Organizational readiness for change
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Continued on next page

Organizational Effectiveness Inventory/Organizational Culture Inventory, Continued

	Summary of findings from OCI/OEI feedback report
	Figure 11 below summarizes the output from the analysis of the OCI/OEI Feedback report, shown in relationship to the Inputs-Processes-Outputs model.  


Figure 11(Summary of OCI/OEI analysis findings
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Team Management Systems(TMS) Assessment

	Introduction
	Two groups were put through the full array of TMS assessments, Employee Services Branch(ESBR), and HRMP Senior Leadership Team (SLT).  The TMS instruments are psychometrically validated and have proven results with nearly every Fortune 500 company and numerous government agencies.  Also, McDonald Bradley has a number of individuals who hold certifications at advanced and master levels.

The TMS system is comprehensive and enables individuals and organizations to effectively manage multiple areas of change and improvement.  TMS is built on two concrete and pragmatic models that provide the requisite foundation and framework for managing team performance and capitalizing on the work preferences of team members.  McDonald Bradley used all four of these suite of assessments (see Figure 12):

1. The Team Performance Index(Team performance

2. The Team Management Index(Individual work preference

3. The Types of Work Index(Actual job demands

4. The Linking Skills Index(Management and Leadership skills


Figure 12(The Team Management Systems Assessments Suite
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Continued on next page

Team Management Systems(TMS) Assessment, Continued

	Theoretical models underlying the TMS suite
	Two models underly the TMS suite of instruments.  The starting point for the development of Team Management Systems was to identify the key work elements for successful team functioning.  A model was developed that identifies nine key work functions that are common to all teams regardless of their work content.  This model was termed the "Types of Work Model".  The Types of Work Index (TWI) and the Team Performance Index (TPI) were developed to measure these nine major areas of work.  The constructs defined by the Team Management Index were then mapped onto the Types of Work Model (see Figure 13) to create a teamwork "map" called the Team Management Wheel, on which individual's TMI scores can be located. 


Figure 13(The Margerison-McCann Types of Work model
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Continued on next page

Team Management Systems(TMS) Assessment, Continued

	Types of Work model
	Breaks down key work functions essential to all teams into 9 areas:

1. Advising(Gathering and reporting information

2. Innovating(Creating and experimenting with ideas, the work of thinking up new products or improving existing ones

3. Promoting(A key task which involves exploring options and advocating new ways of doing things

4. Developing(The job of getting ideas to work.  May involve prototype testing or assessment of alternative versions of ideas to see which is the best to implement

5. Organizing(Establishing and implementing ways of making things work

6. Producing(Concluding and delivering work output

7. Inspecting(Controlling and auditing the working of systems

8. Maintaining(Upholding and safeguarding standards and processes

9. Linking(The central function of linking ensures that the work of the previous 8 functions are coordinated and integrated.  In mature teams every team member must spend some time performing linking tasks


Continued on next page

Team Management Systems(TMS) Assessment, Continued

	Team Management Wheel
	The wheel (see Figure 14) has eight outer sectors with double-barreled names such as Explorer-Promoter, Assessor-Developer, and so on.  The first work describes the behavior exhibited by the person mapping into that sector, whereas the second word is derived from the work content in the Types of Work Model.


Figure 14

(The Margerison-McCann Team Management Wheel

Continued on next page

Team Management Systems(TMS) Assessment, Continued

	Characteristics of each sector of the Team Management Wheel
	While every person is different, there are a number of well-established patterns that people adopt when working in teams.  These are called team role preferences.  There are eight major roles.

1. Reporter-Advisers(represent the classic advisory role on the Team Management Wheel.  Excellent at gathering information and putting it together in a way that can be readily understood.

2. Creator-Innovators("future-oriented" people who enjoy thinking up new ideas and new ways of doing things.  Usually very independent and will pursue their ideas regardless of the present systems.  Need to be managed so that the system does not constrain their creativity.

3. Explorer-Promoters(excellent at taking ideas and promoting them to others inside and outside the organization.  Enjoy being with people and will usually have a network of people they use when gathering information and testing out opportunities.

4. Assessor-Developers(Located on the Team Management Wheel mid-way between the Explorers and the Organizers, and therefore exhibit both types of behavior.  Excellent at taking an idea and making it work in practice.

5. Thruster-Organizers(People who enjoy making things happen.  They are analytical decision makers, always doing what is best for the task even if they sometimes appear impulsive.  Their great ability is to get things done on time and to budget, and therefore often found working in project management type positions.

6. Concluder-Producers(Strongly practical people who can be counted on to carry things through to the end.  Their strength is in setting up plans and standard systems so that output can be achieved on a regular basis in a controlled and orderly fashion.  For this reason they do not like rapid change, as it interferes with the efficient systems they have established for doing work.

7. Controller-Inspectors(Enjoy the detailed side of work and like working on facts and figures.  They are usually careful and meticulous and can spend long periods of time on a particular task.

8. Upholders-Maintainers(People with strong personal values and principles, and these are of prime importance in their decision making.  Usually have a high concern for people and will be strongly supportive of those who share the same ideals and values as they do.


Continued on next page

Team Management Systems(TMS) Assessment, Continued

	The Team Management Index (TMI)
	An assessment of individual work preferences that provides key data in approaching any change effort by maximizing the talents of each and every team member involved in the change.  Built on Jung's original work on psychological types (Jung, 1923) but adapted to the work environment.

In the workplace there are four key issues at the heart of managerial differences.  These are described as:

1. How people prefer to relate with others (extrovert v. introvert)

2. How people prefer to gather and use information (practical v. creative)

3. How people prefer to make decisions (analytical v. beliefs)

4. How people prefer to organize themselves and others (structured v. flexible)

The Team Management Index measures these four key work preference factors and locates individuals on a position somewhere along the continuums depicted in Figure 15.


Continued on next page

Team Management Systems(TMS) Assessment, Continued

Figure 15(Key managerial work preference measures
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	Identifying individual role preferences
	The way the TMI is scored means that individual preferences can range from 0 to 30 in any of the four areas listed above.  An individual may have his or his preferences scored as follows:


Extrovert
20

Introvert
8


Practical
12

Creative
19


Analytical
22

Beliefs

8


Structured
20

Flexible
15

As you can see, the scores indicate preferences across a range, and this is normal.  However, in identifying the individual's preferred team role, the higher scores indicate basic preferences.  In the above case, these preferences show more of a leaning towards being:

Extrovert (E)  Creative (C) Analytical (A)  Structured (S)


Continued on next page

Team Management Systems(TMS) Assessment, Continued

	Interpreting the Team Management Profile
	Each individual's responses are analyzed and scores derived for each sector of the Team Management Wheel.  Each individuals major team role preference and two related roles are discussed, each individual receives a detailed feedback report on his or her three areas of strongest work preferences.  It is important to note that the TMI does not measure performance, it measures preference.  


	ESBR's TMI results
	Major team role preference and the two related roles of ESBR members is displayed in Figure 16 below.  It can be seen clearly that the team is heavily skewed in distribution of work preferences.  The team is lacking in members with preferences in the roles of Creator-Innovator, Reporter-Advisor, and totally lacking anyone in the role of Upholder-Maintainer.  (Individuals' major roles are shown in boldface, minor roles are shown in italics).


Figure 16

(ESBR members' major and related roles

Continued on next page

Team Management Systems(TMS) Assessment, Continued

	ESBR work measures
	Figure 17 shows the distribution of ESBR members on the Relationship and the Information continuums of managerial work preferences.  (Individuals are mapped to their preference on the scale of 0 to 30).


Figure 17

(ESBR Distribution on Relationships and Information continuums

Continued on next page

Team Management Systems(TMS) Assessment, Continued

	ESBR work measures, (Continued)
	Figure 18 shows the distribution of ESBR members on the Decisions and the Organization continuums of managerial work preferences.  (Individuals are mapped to their preference on the scale of 0 to 30).


Figure 18(ESBR Distribution on Decisions and Organization continuums
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Team Management Systems(TMS) Assessment, Continued

	HRMP SLT's TMI results
	The major team role preference and the two related roles of HRMP SLT members is displayed in Figure 19 below.  It can be seen clearly that the team is heavily skewed in distribution of work preferences.  The team has members in only three major roles and is deficient in members with preferences in the roles of Reporter-Advisor, Upholder-Maintainer and totally lacking the roles of Explorer-Promoter, and Creator-Innovator.  (Individuals' major roles are shown in boldface, minor roles are shown in italics).


Figure 19(HRMP SLT members' major and related roles
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Team Management Systems(TMS) Assessment, Continued

	HRMP SLT work measures
	Figure 20 shows the distribution of ESBR members on the Relationship and the Information continuums of managerial work preferences. (Individuals are mapped to their preference on the scale of 0 to 30).


Figure 20

(SLT Distribution on Relationships and Information continuums

Continued on next page

Team Management Systems(TMS) Assessment, Continued

	HRMP SLT work measures, (Continued)
	Figure 21 shows the distribution of ESBR members on the Decisions and the Organization continuums of managerial work preferences.  (Individuals are mapped to their preference on the scale of 0 to 30).


Figure 21(SLT Distribution on Decisions and Organization continuums

[image: image22.wmf]Advising

14%

Innovating

9%

Inspecting

19%

Maintaining

15%

Promoting

5%

5%

Developing

Organizing

9%

Producing

24%

Critical types of work for benchmark

(

personnel/HR/training/recruitment jobs)

Advising

16.4%

Innovating

14.2%

Promoting

17.5%

Developing

13.3%

Organizing

11.0%

Producing

9.0%

Inspecting

5.3%

Maintaining

13.4%

Critical types of work - ESBR

averages


Continued on next page

Team Management Systems(TMS) Assessment, Continued

	The Types of Work Index (TWI)
	A 64 item individual or multi-rater assessment that has been designed to determine those areas of activity, that are critical to success in a particular job in terms of the nine key work functions of the "Types of Work Model.  It quantifies the criticality of each key work function to the particular job.  Each individual receives a Types of Work Profile report that contains:

1. Introduction to the Types of Work profile

2. Types of Work ratings table-displays the different raters' perceptions of the job in percentage terms across the 8 work functions. 

3. The TWI/Team Management Index Match-provides guidelines to help interpret the TMI/TWI match tables which follow

4. Norm data comparison-describes the significance of the norm scale comparisons presented at the foot of each TMI/TWI

5. TWI/Team Management Index match tables-detailed breakdown of areas of overlap between the demands of the job and the work preference percentages, including the overall cumulative match percentage

6. Guidelines for skill development-advice to the job holder about how to develop key skills in relation to the critical job functions.


	ESBR's TWI results
	Figure 22 on the next page shows how ESBR member's job demands (as measured by the TWI) differ from their Work preferences (as measured by the TMI).  


Continued on next page

Team Management Systems(TMS) Assessment, Continued

Figure 22(ESBR job demand v. ESBR work preferences
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Team Management Systems(TMS) Assessment, Continued

	ESBR's TPI results, (Continued)
	Figure 23 below shows how ESBR member's job demands (as measured by the TWI) differ from the benchmark job demands for personnel/HR/training/ recruitment jobs.


Figure 23(ESBR job demands v. benchmark job demands
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Team Management Systems(TMS) Assessment, Continued

	SLT's TWI results
	Figure 24 below shows how SLT member's job demands (as measured by the TWI) differ from their Work preferences (as measured by the TMI).


Figure 24(HRMP SLT job demand v. SLT work preferences
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Team Management Systems(TMS) Assessment, Continued

	HRMP SLT's TPI results, (Continued)
	Figure 25 shows how SLT members' job demands (as measured by the TWI) differ from the benchmark job demands for personnel/HR/training/ recruitment supervisors.


Figure 25(HRMP SLT's job demands v. benchmark job demands
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Team Management Systems(TMS) Assessment, Continued

	The Team Performance Index (TPI)
	An assessment of the team’s performance from a 360o feedback, a base-line instrument that measures the team’s performance.  The instrument measures how satisfied each respondent group is with the team's performance in relationship to the nine factors that make up the Types of Work model (Figure 14(The Margerison-McCann Types of Work model)

The profile report provides the following information:

1. Team performance satisfaction rates(All respondent groups

2. Team performance satisfaction rates(Team members' responses

3. Narrative report providing feedback and guidelines to improve team's performance

4. Quantitative report that provides detailed information about the responses for each performance factor, analyzing the data in relation to each item of the Team Performance Index.


	ESBR TPI results
	The TPI calculates the “gap” between what SHOULD occur and what actually DOES occur as a series of “satisfaction rates” indicating how satisfied ESBR members are with their team performance factors.  Satisfaction rates of above 75% are desirable, team should strive to achieve maximum satisfaction rate of 100%.  Satisfaction rates less than 75% indicate that the team may need to improve its performance in these areas.

Figure 26  shows the team's satisfaction rate gaps (75% desired, less ESBR average satisfaction on each of the nine factors of the Types of Work model).  Six factors showed averages of 50% or less.


Continued on next page

Team Management Systems(TMS) Assessment, Continued

Figure 26(ESBR members' satisfaction rate gap chart (75%-ESBR average)
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Team Management Systems(TMS) Assessment, Continued

	ESBR TPI results, (Continued)
	The TPI compares outside rater satisfaction (clients/customers) with that of ESBR members.  Outside rater satisfaction rates that are more than 10% below team ratings indicates a SIGNIFICANT gap and satisfaction rates of more than 20% below team ratings, indicates SERIOUS gap.

Figure 27 shows that the outside raters rated their satisfaction as lower on seven factors, and higher on two factors.  Four factors were rated significantly or seriously lower.


Figure 27(Gaps between outsider raters and ESBR self-ratings
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Team Management Systems(TMS) Assessment, Continued

	ESBR TPI results, (Continued)
	Figure 28 displays for the TPI norm or benchmark satisfaction averages with that of ESBR members.  The benchmark averages are based on the responses of 116 individuals from the personnel/HR/training/recruitment field.


Figure 28

(ESBR satisfaction v. benchmark satisfaction 

(Historical Avg., n =116 — Team Avg. n=13)

Continued on next page

Team Management Systems(TMS) Assessment, Continued

	ESBR TPI results, (Continued)
	The TPI shows how ESBR members and the outside raters view the importance of each of the nine factors of team performance.  The ranked order is from 1 to 9 so that you can easily see which functions are considered more important. 

Table 3shows how ESBR members rank the importance of the nine performance factors and how this compares with the ranking of the outside raters.


Table 3(Performance factor rankings, ESBR v. outside raters

	ESBR Members Ranking
	Rating Groups Ranking

	Team linking
1

Maintaining
2

Producing
3

Inspecting
4

Innovating
5

Advising
6

Developing
7

Organizing
8

Promoting
9
	Inspecting
1

Producing
2

Organizing
3

Maintaining
4

Advising
5

Team linking
6

Developing
7

Innovating
8

Promoting
9


Continued on next page

Team Management Systems(TMS) Assessment, Continued

	SLT TPI results
	The TPI calculates the “gap” between what SHOULD occur and what actually DOES occur as a series of “satisfaction rates” indicating how satisfied SLT members are with their team performance factors.  Satisfaction rates of above 75% are desirable, team should strive to achieve maximum satisfaction rate of 100%.  Satisfaction rates less than 75% indicate that the team may need to improve its performance in these areas.

Figure 29 shows the team's satisfaction rate gaps (75% desired, less average SLT satisfaction on each of the nine factors of the Types of Work model).  Four factors showed averages of less than 50%.


Figure 29(SLT members' satisfaction rate gap chart (75%-SLT average)
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Team Management Systems(TMS) Assessment, Continued

	SLT TPI results, (Continued)
	The TPI compares outside rater satisfaction (clients/customers) with that of SLT members.  Outside rater satisfaction rates that are more than 10% below team ratings indicates a SIGNIFICANT gap and satisfaction rates of more than 20% below team ratings, indicates SERIOUS gap.

Figure 30 shows that the outside raters rated their satisfaction as lower on five factors, and higher on four factors.  Only one factor was rated as significantly lower.


Figure 30( Gaps between outsider raters and ESBR self-ratings
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Team Management Systems(TMS) Assessment, Continued

	SLT TPI results, (Continued)
	Figure 31 displays for the TPI comparative norm or benchmark satisfaction averages with that of SLT members.  The benchmark averages are based on the responses of 96 individuals from the personnel/HR/training/recruitment supervisors.


Figure 31(SLT satisfaction v. benchmark satisfaction 

(Historical Avg., n =96 — Team Avg. n=7)
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Team Management Systems(TMS) Assessment, Continued

	SLT TPI results, (Continued)
	The TPI shows how SLT members and the outside raters view the importance of each of the nine factors of team performance.  The ranked order is from 1 to 9 so that you can easily see which functions are considered more important. 

Table 4 shows how SLT members rank the importance of the nine performance factors and how this compares with the ranking of the outside raters.


Table 4(Performance factor rankings, SLT v. outside raters

	SLT Members Ranking
	Rating Groups Ranking

	Team linking
1

Maintaining
2

Organizing
3

Innovating
4

Producing
5

Developing
6

Promoting
7

Advising
8

Inspecting
9
	Inspecting
1

Organizing
2

Producing
3

Maintaining
4

Team linking
4

Innovating
6

Advising
7

Developing
7

Promoting
9


Continued on next page

Team Management Systems(TMS) Assessment, Continued

	The Linking Skills Index (LSI)
	A 66-item multi-rater assessment through which a number of different people rate an individual's linking skills.  Eleven linking skills have been identified as being key to the success of teams.  Six of these describe the linking of people, and five describe the linking of tasks:



	
	Linking of People

1. Active listening

2. Communication

3. Team relationships

4. Problem solving and counseling

5. Participative decision making

6. Interface management
	Linking of Tasks

1. Objectives setting

2. Quality standards

3. Work allocation

4. Team development

5. Delegation

	
	Each individual receives a Linking Skills Profile, divided into:

1. Introduction to the skills of linking

2. Linking skills satisfaction rate graphs

3. Narrative report-groups the linking skills into four categories and gives positive guidelines on key areas for improvement

4. Quantitative report-detailed data about the responses given for each linking skill.

5. Norm report


Continued on next page

Team Management Systems(TMS) Assessment, Continued

	ESBR LSI results
	The Linking Skills Assessment is designed for individual performance improvement.  The profiles provide individualized feedback and guidelines for personal development and improvement in the areas of concern identified for each individual.

Figure 32 shows how the ESBR self-ratings average compare to the benchmark averages on the 11 linking skills. ESBR members self-ratings were summed and averaged, then plotted against benchmark ratings.  

ESBR members rated themselves higher on only one of the linking skills(Active Listening.


Figure 32( ESBR self-rating averages versus benchmark averages
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Team Management Systems(TMS) Assessment, Continued

	SLT LSI results
	The Linking Skills Assessment is designed for individual performance improvement.  The profiles provide individualized feedback and guidelines for personal development and improvement in the areas of concern identified for each individual.

Figure 33 shows how the SLT self-ratings average compare to the benchmark averages on the 11 linking skills.  SLT members self-ratings were summed, averaged, then plotted against benchmark ratings.

SLT members rated themselves as higher on every skill except for Team Development


Figure 33(HRMP SLT self-rating averages versus benchmark averages
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HRMP Outsourcing Decision Analysis

	Introduction
	Once the core foundation for HRMP was established in the Strategic Focus stage, and once the competency modeling and resource allocation focus group studies in the Operational Focus stage were completed, cost-benefit analyses can be conducted on outsourcing HRMP activities.  The MBI team used the decision-making tool Expert Choice, to create a preliminary outsourcing decision analysis model

The decision model was created in a decision support software tool called “Expert Choice”.  The outsourcing model is shown in Figure 34.  The key to abbreviations is provided in Table 5.


Continued on next page

HRMP Outsourcing Decision Analysis, Continued

Figure 34(HRMP outsourcing decision-tree
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HRMP Outsourcing Decision Analysis, Continued

Table 5(Decision-tree key

	Abbreviation
	Definition

	Affirm
	Affirmative action plans

	Assist
	Employee assistance

	Awards
	Incentive and awards programs

	B-Admin
	Benefits administration

	Benefits
	Benefit services

	Business
	Business partner and corporate alignment

	Care
	Dependent care

	Claims
	Insurance claims administration, unemployment, and COBRA

	Comm
	Communications infrastructure support (help desk, HW/SW)

	Comp
	Compensation services

	Compet
	Competency modeling and Job/Task Analysis

	Comply
	City, State, and Federal compliance

	CORE
	Minimizes negative impact on core capability of HRMP and provides time and energy for management to work on core business issues instead of record keeping.  Allows HR management to focus on broader objectives which can improve effectiveness

	Employee
	Employee services

	ENABLER
	Minimizes the negative impact on the core capabilities of WMATA and Provide flexibility to temporarily increase its HR department upon demand and reduce it when necessary to meet the immediate needs of core work value stream of WMATA

	ERP
	Enterprise resource planning system

	Exec 
	Executive

	Full
	Full outsourcing of almost all HR functions

	Function
	Specific personnel or function outsourcing(Services hired on an as-needed basis.  Outsourcing is limited to a single function or requirement 

	Goal
	Decide what to outsource for HRMP(outsourcing is providing organizations with the flexibility to emphasize core competencies while outsourcing functions peripheral to profit-generating (cost/benefit).

	HR Costs
	Reduces HR costs(Eliminates the need for HR staff and allows WMATA to control the number of HR employees on payroll.  Reduced, or fixed costs due to contractual arrangements.  Economy of scales and cost realized by use of outside source.  Reduces corporate liability and insurance paperwork.


Leadership Manifesto

	Introduction
	A draft Leadership Manifesto was presented to the off-site participants for their review and feedback. Feedback was obtained and the final product is illustrated (see Figure 35).  All members including top management from ADMIN signed the agreement.


Figure 35(WMATA SLT & HRTF Leadership Manifesto, Page 1
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Leadership Manifesto, Continued

Figure 36( WMATA SLT & HRTF Leadership Manifesto, Page 2
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Leadership Manifesto, Continued

Figure 37( WMATA SLT & HRTF Leadership Manifesto, Page 3
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Leadership Manifesto, Continued

Figure 38

(WMATA SLT & HRTF Leadership Manifesto, Page 4

Continued on next page

Leadership Manifesto, Continued

Figure 39(WMATA SLT & HRTF Leadership Manifesto, Page 5
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Leadership Manifesto, Continued

Figure 40( WMATA SLT & HRTF Leadership Manifesto, Page 6
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Leadership Manifesto, Continued

Figure 41(HRMP Story Line, page 1

[image: image40.wmf]H

We are a Team--a Strategic Leadership Team--whose members are

committed to the WMATA HR Vision CORE (core values, mission

statement,vision statement, and strategy goals) and are fully

collaborative.  Every person on the Team, each one of us, contributes

his/her unique expertise, and everyone fights for what he/she believes to

be the best for the whole of WMATA HR system.  These fights are

spirited but not personal; they are motivated by differences over the

best approach to reach our common goals.

H

Comradeship makes it possible for any member to ask for, and receive,

help.  All of our Team members hold each other accountable for

performance, and confront those who are not carrying their weight.

H

Our leaders hold nothing back from the Team members, who will neither

automatically give in, nor resist because it comes from the boss.  Instead,

they embrace what makes sense and push back against what does not.

There is no one-

upmanship

, only total commitment to

 WMATA's

 HR Vision

CORE.

H

We come together as a Team to solve critical problems, openly raise

differences, and are deeply committed to each other's successes.  We

achieve a free flowing creativity that allows us to "jam" like musicians and

invent the future together.  We work as ONE.

H

We communicate with each other consistently and frequently, about

progress towards mutual goals, and road blocks encountered.  Changes of

importance are communicated to all stakeholders immediately.

This is the

 WMATA

 

HRMP

 

SLT

 & 

HRTF

 Leadership Manifesto, our

leadership philosophy, the behavioral expectations that we will live up to,

a clear statement for the record, of what our team is accountable for, and

what it will be measured against:

We are ONE!

ONE TEAM with one objective

¾

a common purpose:

ONE Mission: ONE Vision:

Transforming

Transforming

  WMATA’s

  WMATA’s

 Human Resource System

 Human Resource System


Continued on next page

Leadership Manifesto, Continued

Figure 42
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System Implementation Plan

	Introduction
	Coinciding with the BPR effort, WMATA requested an evaluation of how system automation can enhance the existing daily operations of HRMP.  Specifically the task calls for reducing the time required to recruit and hire personnel; and improving the work flow processes within HRMP, and between HRMP and its customers.  The full Systems Implementation Plan documenting the findings of the evaluation effort, the technical approach for meeting the task requirements, and recommendations for implementing a comprehensive automated system within the scope of the BPR contract, has been delivered to WMATA HRMP.  This is a synopsis of the full System Implementation Plan report.  


	Background
	During the first several weeks of this task, existing ESBR systems and processes were reviewed.  The review included a study of documentation provided by HRIS, numerous interviews and working sessions with an HRIS analyst to understand the architecture, interviews with ESBR staff members, and observations of ESBR staff while conducting daily activities.  Documentation describing the architecture and application interfaces was found to be comprehensive, and provided sufficient detail to conduct the analysis.

Four primary short term recommendations for automating ESBR processes were proposed, approved and implemented:

· Add additional information to the requisition form to provide a comprehensive data set to the Personnel Generalists and Employment Assistants upon receipt of the document.

· Generate an on-line personnel requisition form for electronic routing.

· Establish mail groups for distribution and tracking of requisitions.

· Enhance the FIREPLUG prototype to act as a front-end to the work flow process.

Personnel data resides in the Genesys mainframe application.  Traffic Cop utilizes web technology to extract the data and provide user access to it.  Regardless of the tool or method selected to automate the work flow process, data must be collected and imported into the process.  FIREPLUG was viewed as a means to accomplish this task.


Continued on next page

System Implementation Plan, Continued

	Background, (Continued)
	Benefits of the production version of the FIREPLUG application.  

· Requisitions are now verified against the Position Control Number, a data element within Genesys that is critical to the decision-making process.

· Eliminated redundancy.

· Automated distribution of requisition form.

· Automatic notification of change in status of requisition.  

· Budget and CIVR are virtually bypassed in the routing process, if the position is verified against their data.

Budget now has access to the correct data to determine if a requisition should be approved.  A joint WMATA/McDonald Bradley team collected user feedback and defined the requirements for completing the FIREPLUG prototype by producing a system to feed a work flow process.  The team aggressively and successfully pursued the challenge of making FIREPLUG operational within the scope of this task order.  The application is currently being tested by Council and Operations, the first users of the application.  FIREPLUG will be utilized until an Enterprise Resource Planning (ERP) solution is available.


	Technical approach
	In our proposal to WMATA, McDonald Bradley described three potential classes of systems and applications to be considered.

· A system based on custom enhancements and additions to WMATA’s existing PC LAN/WAN Based Systems.

· A system based on discrete COTS products to be integrated with existing and planned systems.

· A comprehensive software solution from one of the leading providers of Enterprise Resource Planning.

It became apparent early on, that the third potential class of systems to be considered was not within the scope of this contract.  A long term plan to replace the existing mainframe HR system is recognized by WMATA as a need that will be considered separately.  Therefore we directed our consideration to the first two classes of systems.


Continued on next page

System Implementation Plan, Continued

	Technical approach, (Continued)
	The remainder of this section describes the technical approach for achieving the goals of the automation task.  The approach is broken down into the following steps.

1. Define the Evaluation Criteria

2. Establish Weighted Factors and Define the Selection Model

3. Research and Document Alternatives

4. Calculate Cost/Benefit of Alternatives

Prior to tackling a system solution, it is necessary to define the criteria upon which the solution will be evaluated.  During this section of the document we capture WMATA’s needs, standards and architecture, and define the evaluation criteria.

The evaluation criteria can be grouped into three major classifications:

1. Architectural Compliance

2. Functional Compliance

3. HR Infrastructure Support


	Architectural compliance
	The criteria for architectural compliance considers the infrastructure, or architecture, that currently exists at WMATA, and with which all system solutions must be compatible.  This category includes the office automation suite, network, and hardware components that are listed below:

· Wordprocessing : Corel Office Suite 8.0 including, WordPerfect for Windows, version 8.0

· Email: Novell Groupwise 4.1a, 5.2, & 5.5

· Database: MS – SQL Server 6.5

· Network Operating System (NOS):  Novell NetWare 4.x and NT4.0
Token Ring network – capacity 16MB with some exceptions

· Novel Client 32, version 3.01

· Cold Fusion 3.x/4.x

· Delphi 3.x/4.x.
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	Functional compliance
	The functional compliance criteria identify the system automation functional capabilities that WMATA desires to implement in the scope of this contract.  Initially seven capabilities were listed in the RFP, namely: 

· Electronic distribution, comment, approval, status feedback and tracking of human resource function documents

· Automated and on-demand report generation

· Posting of policies, news, instructions, and other human resource information

· Training and registration notification

· Automated benefits application and calculation functions

· Human resource workflow process management

· Human resource document generation

As our analysis progressed, the functional capabilities list evolved to reflect changing requirements.  The functional capabilities for this effort were reorganized and refined, and are now listed in Table 6(Revised functional capabilities


Table 6(Revised functional capabilities

	· Establishing effective workflow processes to reduce the time required to recruit and hire personnel, and improving the workflow processes within HRMP, and between HRMP and its customers.  Functions include: electronic creation, distribution, comment, approval, status feedback and tracking of human resource function documents.

	· Enabling on-line personnel records storage and retrieval capability.

	· Intranet posting of policies, news, Frequently Asked Questions (FAQs), instructions and other human resource information.

	· Intranet-based automated benefits application and calculation functions.
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	Existing HR infrastructure
	Compatibility with existing HRMP systems.  The Authority has committed to four systems investments:

1. Genesys, the mainframe application that contains all payroll and personnel information.  WMATA is planning to extract Genesys data and store it in an Oracle database for the short term.

2. Traffic Cop, a collection of in-house systems that extracts data from Genesys to create a data warehouse of employment information in the PC/Client Server environment.  Traffic Cop is an operational system built on a Microsoft SQL Server database.

3. FIREPLUG, an in-house web-enabled application with the potential to perform personnel requisition processing on-line.  

4. Oracle, the future database standard at WMATA.  Although the Authority is migrating toward an Oracle standard, it is unknown when personnel and payroll data will be available in an Oracle database.  

Because HR data is currently available in SQL Server format, but will eventually be converted to Oracle, it is most desirable for solutions to be compatible with both database standards.  An investment has been made in the Greentree application, but there is no requirement to be compatible with that product.


Continued on next page
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	Selection model
	1. Define independent evaluation criteria categories 

2. For each category, identify elimination criteria, or criteria that must be met for the software solution to proceed to the next level of evaluation.

3. For the remaining categories, assign weighted factors on a 100% scale.

4. For each alternative in a category, define the weighted factors, or intensity scale.  The scale defines the degree to which the solution meets the criteria.  The scale used for this effort is shown in Table 7.


Table 7(Intensity scale

	Rating
	Weighted Score

	Excellent
	10

	Above Average
	8

	Average
	5

	Below Average
	3

	Poor
	1

	Not at All
	0


	Selection Model, (Continued)
	5. Incorporate risk as a factor in the intensity scale.

6. Include cost as a factor.

7. Derive scores for each candidate solution.
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	Independent evaluation criteria weightings
	The independent evaluation criteria are grouped into four categories.  The weighted factors for these categories are listed in Table 8.  The first category, Architectural Compliance, is a go/no go criteria, solutions are eliminated unless they absolutely meet this criteria.


Table 8(Independent evaluation criteria weightings

	Evaluation Criteria
	Weighted Factor (total= 100%)

	Architectural Compliance
	N/A – Go/No Go Criteria

	Functional Compliance
	50%

	Compatibility w/ Existing HR Infrastructure
	30%

	Risk Associated w/ the Alternative
	20%


	Functional compliance weighting
	Functional compliance criteria are divided into four categories.  The weighting of these categories are defined in Table 9.


Table 9(Functional criteria weighting

	Functional Criteria
	Weighted Factor (total = 100%)

	Work flow processes
	60%

	Storage and Retrieval
	20%

	Posting HR Information to Intranet
	10%

	Benefit Calculation and Application via Intranet
	10%
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	HR infrastructure compatibility weightings
	The three criteria for compliance with the existing HR Infrastructure are divided into two subsections.  The first subsection has to do with current data format compatibility, either with Genesys data or with a Traffic Cop data extract from the Microsoft SQL Server database.  The first subsection is a go/no go criteria.  Solutions are eliminated if they do not meet this criteria.

The second subsection within the HR Infrastructure includes two components, compatibility with FIREPLUG and compatibility with Oracle database.  Weightings are listed in Table 10.


Table 10(HR infrastructure compatibility criteria weightings
	HR Infrastructure Compatibility Criteria
	Weighted Factor (total= 100%)

	Genesys
	N/A – Go/No Go

	Traffic Cop
	N/A – Go/No Go

	FIREPLUG
	60%

	Oracle 
	40%


	Expert Choice decision analysis
	The decision-tree modeling tool, Expert Choice was used to calculate scores for the proposed solutions (see Figure 43).  Expert Choice allows for evaluating alternatives against a set of criteria.  The following figure illustrates how the data was broken down and captured for use by the Expert Choice modeling tool.
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Figure 43(Interim solutions decision-tree
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System Implementation Plan, Continued

	Research and document alternatives
	The research phase focused on gathering data and conducting demonstrations of WMATA systems and COTS products to identify viable solutions to meet the evaluation criteria.  A discussion of these evaluations follows.


	Review of WMATA applications
	Two applications at WMATA were reviewed to determine their current and future roles in supporting HRMP: FIREPLUG, a WMATA proprietary application, and Greentree Systems, a commercial product procured and installed to support applicant and requisition tracking.

Also considered during the evaluation was the Greentree Systems COTS product procured to support the applicant and requisition tracking phases of the recruiting process.  The product has been operational in ESBR since spring 1999, but with operational limitations.  For example, the Greentree application replaced the AIS system in the spring of 1999, but does not have the full functionality of the AIS system.  The core technical issue with Greentree is the inability to import data into and extract data from the internal Greentree database.
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	Review of commercial off-the-shelf (COTS) products
	Thirteen products were considered (excluding FIREPLUG and Greentree), of which four products were eliminated, due to non-responsiveness on the part of the vendor or immediately recognized software incompatibility.  FIREPLUG continues to be considered a viable front-end solution to perform requisition and work flow processing.  Greentree will undergo additional evaluation to determine its ability to be integrated with pending system implementation plans.  Table 11 lists all of the products that were originally considered as alternatives.  


Table 11(COTS product/vendor results

	Product/Vendor
	Function Area
	Email contact
	Phone contact
	Response Mode
	Demo
	Final Consideration

	Abra HR Suite/Best Software
	HR & Payroll; web-based
	
	X
	investigation only
	
	N/A

	ActionWorks/Metro

ActionTechnologies
	Workflow
	
	
	N/A
	
	N/A

	Alchemy/Cardiff via IDS
	Storage & Retrieval
	
	X
	email & phone
	X
	N/A

	Enwisen.com/ Enwisen.com
	Employee Benefits Resource; online
	X
	X
	email & phone
	X
	Pending Recommen-dation

	FIREPLUG/ Proprietary
	Requisitions Info;

front-end
	
	
	in house access
	X
	

	Greentree/ Greentree
	Requisition & Applicant Tracking
	
	
	in house access
	X
	

	Imperativ HR/ Best Software
	HR;

web-based
	
	X
	investigation only
	
	N/A

	InTempo/ JetForm
	Workflow
	X
	X
	email & phone; investigation only
	
	N/A

	Keyflow/ Keyfile
	Workflow
	X
	X
	N/A
	
	N/A

	Xtender Solutions/ OTG
	Storage & Retrieval
	
	X
	phone
	X
	Recommended

	Staffware/ Staffware Plc via Radian Int’l
	Workflow – HR
	X
	X
	email & phone
	X
	N/A

	TELEform 6.1/ Cardiff via IDS
	Automated Data & Forms Processing
	
	X
	N/A
	
	Recommended w/ OTG

	WF Standard 4.0/ Ultimus
	Workflow
	
	X
	email & phone
	X
	N/A

	WF Suite/ Ultimus
	Workflow
	
	X
	email & phone
	X
	Recommended

	WF Builder 2.0/ ORACLE
	Workflow – back-end
	
	X
	in house access; phone
	X
	N/A
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System Implementation Plan, Continued

	Viable candidates
	Four new products emerged as viable candidates capable of meeting WMATA’s needs.  The products are listed below, along with the functional areas they support.  These products and their supporting data were entered into the Expert Choice model.


Table 12(Functional capability of viable candidates

	Product
	Functional Capability

	Ultimus Workflow Suite
	Work Flow

	Oracle Workflow Engine
	Work Flow

	OTG Suite (including Teleforms)
	Storage and Retrieval

	Enwisen, paired with custom Intranet support
	Posting HR Information to Intranet

	Enwisen
	Benefit Calculation and Application via Intranet


	Cost/Benefit analysis of alternatives
	Each of the four new products identified as viable candidates was evaluated using the weighted criteria previously defined.  Figure 44(Interim solutions decisions matrix displays the results of the Expert Choice model.
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Figure 44(Interim solutions decisions matrix
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System Implementation Plan, Continued

	Recommen-dations
	Recommendations resulting from this task are documented in this section.  The proposals are grouped into two categories: (1) technical solutions to meet the evaluation criteria, and (2) additional recommendations to integrate the automation effort with the BPR goals.


	Work flow process automation
	1. Ultimus Work Flow Suite(a powerful web based workflow solution for the workflow automation of business processes.

2. Oracle Workflow product was considered as a candidate, given WMATA’s strategic direction towards the adoption of Oracle as its standard database.
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System Implementation Plan, Continued

	Ultimus Work Flow Suite
	The product enables users to graphically design, test, simulate, install, execute, monitor and measure business processes without any programming, scripting or macros.  It uses the browser as the client and does not require any additional client-side software for end-users.  The product uses IIS running on Windows NT.  The product is based on a three-tier, client/server web-based architecture.  The product includes a web based forms design tool that enables the user to design new forms to feed into the work flow process.  This feature provides the flexibility to design forms for use with the application, enabling any department within WMATA the potential to use the product.

Ultimus demonstrated the power and flexibility of their web-based solution at WMATA.  

Ultimus can read from and write to any ODBC compliant data source, including Oracle and SQL Server.  It is also compatible with FIREPLUG.  This feature would enable the product to be utilized in the existing HRIS architecture (NT, SQL Server) while being upgradable to the Authority’s planned standards (Oracle database).

Designer software comes with the package, and the cost estimate provided by the vendor includes training for using this software.  See Appendix E, Vendor Proposal for Ultimus Work Flow Suite.  One feature of the Design tool is the capability to simulate your workflow as you design it all within the same tool.  This WYSIWYG approach to development is very helpful.  The proposal also includes application development support provided by the vendor.

Ultimus supports sub-processes, which means that processes can be linked.  This helps when one process depends on information from another process.  Electronic signatures are also supported.  Besides conducting workflow in an easy to understand format, Ultimus has these additional features:  time cost statistics,  organizational charts, Proxy capability, automatic work reassignment, designer version control, reports, file attaching.  One feature, the organizational chart, is built in a powerful and unique way.  The NT user directory is tapped into for user data.  However, WMATA’s supervisory chain would have to be defined prior to using this feature.  Two additional benefits of Ultimus are that it is LDAP compliant, and ITSV is heading toward using this technology; and it is compliant with SMTP standards, used at WMATA.
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	Potential risks associated with Ultimus 
	The following are the risks associated with this product:

1. Ultimus provides an off-the-shelf interface with WORD, but requires implementing an interface to WordPerfect using the Ultimus Flobot toolset.  Historically Flobot developments take 2 to 3 weeks.  An alternative to developing the flobot is to provide a single license of Microsoft WORD on the Ultimus server, enabling data exchange via the single license.

2. The WMATA database that is available to support Ultimus today is a SQL Server database.  WMATA is planning on standardizing all database efforts to Oracle.  In the future there may/will be a conversion effort required to convert the underlying database to Oracle.  There could be additional costs to develop the original application using SQL Server and then convert it to Oracle.


	Ultimus costs
	Direct costs associated with acquiring Ultimus are shown in Table 13.  Additional costs include a server upon which Ultimus will reside.


Table 13(Ultimus Workflow Suite costs

	Description
	Qty
	Unit Price
	Extended Price

	Ultimus Workflow Suite - Catalog No.  U-84321-V3
	1
	$24,950
	$    24,950

	Includes the Ultimus Designer, Administrator, Org Chart, Workflow Server and Web Server Modules, Five (25) Client Licenses; One (1) set of Manuals.
	
	
	

	Ultimus Clients, 100 pack - Catalog No.  U-82100-V4
	1
	
	$   23,500

	On site Training and Application Development Support
	5
	$1,200 per day plus expenses
	$     7,000

	Ultimus Comprehensive Maintenance Support.

Includes telephone support, email support, and all upgrades for a 12 month period.  
	
	20% of Software purchase price
	$     9,690

	Shipping and Handling
	
	
	$         25

	TOTAL
	
	
	$  65,165
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	Oracle Workflow
	The benefits of the Oracle Workflow product are listed below.

· The database and application software are tightly coupled through a single vendor, reducing the risk of incompatibility or conflict between the two layers.

· Data can be imported using an extractor from Genesys rather than a design effort.  In fact, this is what ITSV envisions.

· The initial system design can take advantage of the features of the underlying database.

· Oracle is offering to provide an evaluation copy of its database and a limited number of seats (5) to kick-off an effort with their products.

However, after two meetings with the Oracle representative, it was clear that the product does not provide a comprehensive solution that can be obtained with Ultimus.  The Oracle Workflow product does not provide any means to create forms or documents.  A third party product is needed to import data into the application.  The Workflow product is an extension of the database that enables the user to route data and execute stored procedures and triggers.  Below are the risks associated with choosing Oracle Workflow.


	Potential risks associated with Oracle 
	1. No database exists upon which to build the workflow process and the timing of the database procurement and population is unknown.  The request to procure Oracle as an enterprise database for the Authority is slated to go before the Board in September.  No resources have been dedicated to planning or implementing a data extract or conversion from Genesys to Oracle.

2. The second issue with Oracle is the lack of a front-end document creation and processing capability.  FIREPLUG is not a document processor, and Oracle Workflow needs to be coupled with such a product to succeed.  In this respect, Oracle does not offer the total solution that is necessary and that is also provided by Ultimus.  
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	Oracle costs
	Costs of acquiring Oracle are detailed in Table 14.  Additional costs include licenses for development using a third party web designer tool, and staff to support the development effort.  An estimate of $20,000 is proposed as the combined cost of these items.  The cost of the Oracle database product is an add on not included in these figures, as it is being procured outside the scope of this contract.


Table 14(Oracle costs

	Description
	Qty
	Unit Price
	Extended Price 

	Oracle Workflow Cartridge(Includes 100 concurrent user licenses)
	1
	$   19,400
	$   19,400

	Education Units 1 unit per day of training
	10
	
	$     3,180

	Senior Principal Engineer – hourly rate
	100
	$       169
	$   16,900

	Annual Maintenance – Bronze Support
	
	
	$     4,400

	3rd Party web design tool and custom development (estimated)
	
	
	$   20,000

	TOTAL:
	
	
	$  63,880
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	On-line storage and retrieval
	During this task a new requirement emerged: electronic storage and retrieval of employee records that exist in paper format exclusively.  This process can be divided into two separate tasks, each of which could be implemented independently, but when implemented jointly provide a total solution.  The first task is back file conversion, or scanning and storing historical (existing) records in a format suitable for electronic retrieval.  The second task is establishing an environment to seamlessly convert new documents into electronic files, and enable retrieval through predefined indexes.  The resulting effort creates a completely electronic process for the storage and retrieval of employee records.  

A single vendor, IDS, stood out among the others as providing the total solution for this requirement.  The vendor proposes a combination of outsourcing services for the back file conversion, and establish an integrated hardware/software solution for future records storage.
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	IDS costs
	The following table lists the cost of purchasing the server and scanner through IDS.  The hardware solution includes the cost of a high-speed scanner that can accept input via paper tray or through a manual photocopying type reader.  An NT server with extended storage is also required.  The server can be provided by WMATA, or procured through IDS


Table 15(IDS Hardware configuration and costs

	Description of IDS Hardware
	Price

	Microsoft NT Server running NT 4.0 Server


Proliant 3000 6/450 P2-450 128MB Model 1


128MB Registered SDRAM DIMM


256MB Registered SDRAM DIMM


20/40GB DLT SCSI Fast-Wide 68PIN 5.25FH 8MB Cache Internal Smart Array Controller


(4) 9.10GB SCSI ULTRA-WIDE 1IN Pluggable 36.4GB


Windows NT 4.0 (10 Client)


Microsoft SQL Server (10 Client)


Backup Windows NT v7.3 CROM Single Server Edition


Backup Microsoft SQL Server v7.3


Power UPS T2000 2000VA 1400W W/HSWAP BATT
	$   16,628

	Panasonic Scanner, KV-S6045W; includes Adaptec AHA 2940 Kit and SCSI Cable
	$    6,868
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	Scanner costs
	To illustrate the wide range of scanners available today, the following table lists the prices of numerous scanners identified by IDS.  Their features, such as page feed per minute, tray capacity, and types of paper that can be automatically fed range from minimal to extraordinary.  IDS has included in its price quote the Panasonic KV-S6045W, that can accept input via paper tray or through a manual photocopying type reader, and feeds 440 pages per minute.  IDS recommends this mid-range scanner based on WMATA’s needs.




Table 16(Scanner costs

	Scanner
	Price

	Fujitsu 15C 
	$       949

	Fujitsu M3097DG* 
	$     5995

	Fujitsu M3099GX* 
	$  19,500

	Panasonic KV-S6040W* 
	$    4,500

	Panasonic KV-S6045W* 
	$    6,500

	Panasonic KV-S2055L* 
	$    7,500

	Panasonic KV-S2055W* 
	$    9,400

	Panasonic KV-SS855* 
	$  22,950

	Adaptec AHA 2920 Kit 
	$       168

	Adaptec AHA 2940 Kit
	$       339

	*Requires AHA 2940 Kit
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	Integrated storage and retrieval systems costs
	Table 17 specifies costs for the integrated storage and retrieval solution.  An NT Server is a requirement for this solution.  The server can be purchased by IDS at the specified cost.  If WMATA has a more cost effective way to purchase the server and operating system, it should be pursued.


Table 17(Integrated storage and retrieval systems costs

	Description
	Extended Price

	Phase I, Back File Conversion
	$       41,500

	IDS Professional Services
	$    9,400.00

	Cardiff TELEform Software

Data/Document Capture Software

Annual Maintenance
	$  10,106.00

	OTG Application Xtender

Document Management (Archival/Retrieval)
	$  11,548.00

	Panasonic Scanner

With Adaptec SCSI & Cable
	$    6,868.00

	Phase II
	$  37,922.00

	TOTAL for Phase I & II
	$       79,422

	NT Server
	$       16,628

	TOTAL Phase I, Phase II,  NT Server
	$       96,050 
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	Posting Information through the Intranet


	A structure exists to support the posting of information to the intranet.  Applications can be developed using Cold Fusion and linked to the existing structure.  Also, the Enwisen product can support benefits posting.  It is recommended that postings of HR news, information and FAQ’s be achieved through custom development or through a combination of custom development and the Enwisen product.


	Automated Benefits Application and Calculation
	The Enwisen on-line benefits communicator can provide benefits information to employees.  It provides employees access to a secure Internet site.  Using a standard Internet browser, employees log on to gain access to benefit plan information, and supporting information and procedures.  Employees can explore their benefit plans and other information shared by HRMP, and submit data to enroll them in their desired benefits plans.  Completed enrollment forms are pulled from the system by HR staff and submitted to the appropriate insurance carrier or benefit provider.  

Another benefit of using Enwisen is that some of the “front office” questions currently fielded by HRMP staff can be answered using the Enwisen system.  

Behind the scenes, Enwisen uses the Plan Library to deliver customized employee benefit information to the users based on their identity.  The Plan Library delivers customized answers to questions by combining standardized plan information with details that are employer specific.  The Library’s database accounts for the variations in WMATA’s plans – and has the capacity to do so on a state-by-state basis.




	Risks associated with Enwisen
	1. The solution will be available by Internet access exclusively, not via Intranet.  Currently not all WMATA employees with access to the Intranet have access to the Internet.  

2. Transactions are not processed from the Internet site.  Data entered by employees is captured and can be stored, edited and printed to forms.  But human interaction is required to send data from Enwisen to HR, where it must be submitted to insurance carriers, etc.  Enwisen can integrate their software with a third party vendor to automate insurance processing.  The cost of this effort is not included in the quote.

3. The level of security required for personal data must meet WMATA standards.  This issue is under investigation.
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	Enwisen costs
	Costs associated with acquiring Enwisen are listed in Table 18.  Additional costs will include labor to provide custom documents/information for posting, and potential fees to enable on-line registration of benefits.


Table 18(Enwisen costs

	Description
	Qty
	Unit Price
	Extended Price

	Enwisen design and customization, plus six months of maintenance
	1
	$ 44,500
	$   44,500

	Monthly Maintenance (based on 500 users per month)
	6
	$   3,750
	$   22,500

	TOTAL COST
	
	
	$  67,000


	Enterprise Resource Processing Solution
	It is widely recognized that, for many reasons, WMATA must soon replace the existing mainframe HR system, Genesys, with an Enterprise Resource Processing solution.  

Our study revealed that many Genesys users have access to a limited amount of information, but require additional access.  Because users are not aware of the data that exists, they are unable to request access to it.  It is recommended that ITSV determine the most effective way to circulate a list of data elements that are available to users for consideration prior to a system replacement.  The monthly Genesys users meeting could be a forum for this information exchange.

Prior to replacing Genesys, it must be decided if the existing data will be converted to a new database, or if a data entry task using new data will occur.  Data integrity is lacking in the Genesys system.  Personnel data is inaccurate.  If the existing data will be used to populate the new system, the data must first be cleansed.  One way to accomplish this is to have employees review their personal information when they renew their identification badge, or undergo a performance review.  Preparation of the data should be considered now.  Otherwise the ERP solution will be based on inaccurate data, reducing the effectiveness of the system.


Continued on next page

System Implementation Plan, Continued

	Procurement recommen-dations
	McDonald Bradley recommends that WMATA procure the Ultimus Work Flow Suite, and the OTG Suite of products and services discussed in the previous section.  Additionally, WMATA may determine to buy Enwisen, or support the posting and benefits calculation functions through custom development of web pages.  

To expedite the procurement process, McDonald Bradley proposes to procure software and hardware required to support the adopted system solution.  If WMATA agrees, WMATA should deliver a letter of authorization to McDonald Bradley stating these intentions.  In it WMATA should identify all statuses and benefits for which it is eligible for, such as tax exempt status, government discounts etc., prior to the procurement process.  Additionally, McDonald Bradley will seek discounts through our procurement broker, Alliance Micro.  Products will be purchased only after WMATA authorizes each item.


	Greentree recommen-dations
	WMATA and McDonald Bradley are actively pursuing resolution of the outstanding Greentree issues.  Importing data to and extracting data from the proprietary Greentree database must be resolved to bring closure to the applicant tracking process.  McDonald Bradley will assist WMATA with resolving these issues.  

Negotiations regarding customer support have been addressed with Greentree’s Vice President verbally.  If customer support does not improve with this effort, a letter of complaint should be sent to Greentree’s President, who touted customer support as superior when he visited WMATA.




Continued on next page

System Implementation Plan, Continued

	Technical staffing recommen-dations
	Two technical personnel are available to support all of HRMP.  One person is responsible for mainframe activities, and supporting the needs of all users who need access to Genesys.  One person is responsible for maintaining the needs of 90 PC users within the HRMP.  This HRIS resource person conducts the following tasks:

· Combination of in-house application development, COTS maintenance, and integration of the two.

· Help Desk/User support.

· Hardware configuration, installation and maintenance, including PCs, printers, scanners, equipment for 2 training labs, and 12 mobile HAZCOMM stations.

· Administration of 7 servers, including database servers, file servers and CD servers; maintaining user accounts and security, backups and extracts.

· Managing new and existing initiatives within the organization.

· Developing budgets and forecasts.

· Miscellaneous duties including supporting research for grievances, etc.

Currently, two contractors are available to support PC installation.  However the period of performance is limited to about 60 days.

Dedicated resources should be available to support the following needs within HRMP:

· Defining requirements, and creating and maintaining PC applications software, including 4 new training systems.  

· PC database administrators

· Dedicated technician to maintain the hardware within the department, including the training labs and off-site terminals planned for distance training.

· COTS administration, including support of the products recommended in this document.

At least four additional full time equivalents are needed to support these functions, either within HRIS or within ITSV and must be dedicated to these assignments.


Continued on next page

System Implementation Plan, Continued

	FIREPLUG enhancement recommen-dations
	McDonald Bradley recommends that system enhancements identified by end users during testing of FIREPLUG be implemented.  Going forward with these changes will improve the product, as well as, send a message that feedback is desired and acted upon.


	System availability communica-tions
	Success of this, like any service effort, will be realized only if the customers of the service accept the product and benefit from its use.  Three key areas must therefore be planned: communication of the systems availability and intentions; training in the proper usage of the system to realize its potential; and follow through, including management support and adequate technical support after system roll-out.

McDonald Bradley has effectively rolled out systems for hundreds of  business units.  McDonald Bradley proposes to work with WMATA to ensure the system’s usage, acceptance and realization of benefits.  McDonald Bradley will provide trainers and desk side support prior to, during and after system's roll-out, based on WMATA’s direction.


	Recommen-dations for scanning job descriptions for on-line access
	Job Descriptions should be scanned into an on-line format and made accessible to the work flow process.  If job descriptions were on-line they could be sent with a requisition, reducing confusion over descriptions and changes to them.  Also, they could be used for internal and external postings.  Although they would have to be modified, this would be better than re-entering all data.
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	WMATA HRMP Sessions Documentation
	WMATA HRMP Organizational Culture Inventory/Organizational Effectiveness Inventory Feedback Report.  May 1999.  Human Synergistics/Center for applied reseach, inc.

Establishing the WMATA HRMP System "Core". Change Transition Plan(Part One.  HRMP/HRTF Off-Site I (May 25-26, 1999) Summary.  45 pages.  McDonald Bradley Team

Establishing the WMATA HRMP System "Core". Change Transition Plan(Part Two.  HRMP/HRTF Off-Site II (July 21-22, 1999) Summary.  43 pages.  McDonald Bradley team

Establishing the WMATA HRMP System "Core". Change Transition Plan(Part Three HRMP/HRTF Off-Site III (October 4 & 8, 1999) Summary.  43 pages.  McDonald Bradley team

ESBR Personal Team Management Index Presentation, June 17, 1999. A Summary Report on ESBR Individual Work Preferences

ESBR Team Performance/Types of Work Profiles Presentation, August 19, 1999.  A Summary Report on ESBR's Team Effectiveness

ESBR Linking Skills Profiles Presentation, September 15, 1999.  A Summary Report on ESBR's Linking Skills

HRMP SLT Personal Team Management Index Presentation, July 13, 1999. A Summary Report on HRMP SLT Individual Work Preferences

HRMP SLT Team Performance/Types of Work Profiles Presentation, August 23, 1999.  A Summary Report on HRMP SLT's Team Effectiveness

HRMP SLT Linking Skills Profiles Presentation, September 16, 1999.  A Summary Report on HRMP SLT's Linking Skills

WMATA HR Processes/Results Documentation.  McDonald Bradley Team

System Implementation Plan for WMATA HRMP  McDonald Bradley Team
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Appendix III(Glossary of Terms

	Achievement Culture
	Characterizes organizations that do things well and value members who set and accomplish their own goals.  Members of these organizations set challenging but realistic goals, establish plans to reach these goals, and pursue them with enthusiasm.  Achievement organizations are effective; problems are solved appropriately, clients and customers are served well, and the orientation of members (as well as the organization itself) is healthy.

	Activity
	A name process, function, or task that occurs over time and has recognizable results. Activities combine to form business processes

	Activity Accounting
	The collection of financial and operation performance data about significant activities of an enterprise

	Activity Measure
	A performance value assigned to an activity's primary output.

	Activity Model
	A graphic representation of a business process that exhibits the activities and their interdependencies that make up the business process to any desired level of detail. An activity model reveals the interactions between activities in terms of inputs and outputs while showing the controls placed on each activity and the types of resources assigned to each activity.

	Activity-Based Costing (ABC)
	An accounting technique that allows an enterprise to determine the actual costs associated with each product and service produced by that enterprise without regard to the organizational structure of the enterprise.

	Activity-Based Management (ABM)
	A system of management that seeks to optimize the value-added activities performed by the enterprise while at the same time minimizing or eliminating the non-value added activities, resulting in overall improvements in the effectiveness and the efficiency of the enterprise in serving its customers.

	Affiliative Culture
	Characterizes organizations that place a high priority on constructive interpersonal performance by promoting open communications, good cooperation, and the effective coordination of activities.  Members are loyal to their work groups and feel they "fit in" comfortably.

	AS-IS Model
	A model that portrays how a business process is currently structured.  It is used to establish a baseline for subsequent business process improvement actions or programs.

	Avoidance Culture
	Characterizes organizations that fail to reward success but nevertheless punish mistakes.  This negative reward system leads members to shift responsibilities to others and to avoid any possibility of being blamed for a mistake.  The survival of this type of organization is in question since members are unwilling to make decisions, take action, or accept risks

	Baseline
	The current condition that exists in a situation or representation (model) of a situation. Usually used to differentiate between a current and a future representation.

	Benchmarking
	A method of measuring processes against those of recognized leaders to establish priorities and targets leading to process improvement. It is undertaken by identifying strategies, customers, processes and costs to benchmark and their key characteristics; determining who to benchmark; collecting and analyzing data from direct contact, survey, interviews, technical journals, and advertisements; determining the "best of class" from each benchmark item identified; and evaluating the process in terms of improvement goals.

	Best Practice
	A way or method of accomplishing a business function or process that is considered to be superior to all other known methods.

	Business Process
	A collection of activities that work together to produce a defined set of products and services. All business processes in an enterprise exist to fulfill the mission of the enterprise.  Business processes must be related in some way to mission objectives.

	Business Process Reengineering
	The fundamental rethinking and radical redesign of business processes to achieve dramatic improvements in critical, contemporary measures of performance such as cost, quality, service and speed.

	Challenging Goals
	The extent to which goals are "fairly challenging" rather than too easy or too difficult

	Change Management
	The Process of modifying/revising a particular design, operation, technique, or system.  Includes both hardware and software (such as procedures, organization, document revision, etc.), as well as transition planning.

	Clear and Specific Goals
	The extent to which goals are "clear and specific" rather than "somewhat clear" or ambiguous.

	Connectivity Characteristic
	An organization designed around relationships and "wholes" (organization as net-work).

	Continuous Process Improvement
	A policy that encourages, mandates, and/or empowers employees to find ways to improve process and product performance measures on an on going basis.

	Conventional Culture
	Descriptive of organizations that are hierarchically controlled and non-participative.  Centralized decision making in such organizations leads members to do only what they are told and to clear all decisions with superiors.  Poor performance results from the lack of individual initiative, spontaneity, flexibility, and timely decision making.

	COTS
	Commercial off the shelf products.

	Creativity Characteristic
	An organization designed for continuous creativity

	Customer
	The recipient of an output product or service. May be internal or external to the organization.

	Database
	A collection of related data, organized to serve one or more independent applications, stored with security, privacy, and integrity controls.

	Distribution of Influence
	The relative amount of control exercised by people at different levels of the organization.

	Diversity Characteristic
	An organization that will design and re-design itself, producing the dissimilar rather than reproducing the similar.

	Employee Involvement
	The extent to which people at all levels actively participate in shaping the organization and helping it to achieve its mission.

	ESBR
	Employee Services Branch of WMATA HRMP.

	Fixed Cost
	A cost that does not vary with the amount or degree of production.  The costs that remain if an activity or process stops.

	Flexibility Characteristic
	An organization and work force that can be deployed "as needed."

	Fully Accepted Goals
	The extent to which goals are "fully accepted" rather than only "generally accepted" or "marginally accepted" by members.

	Function
	A specific set of skills and resources that can be used to perform one or more activities that make up a process.  Usually, several functions are associated with a single process.

	Future-pull Characteristic
	An organization pulled by the future rather than pushed by the past.

	Goal Emphasis
	The extent to which managers establish and communicate norms and expectations for excellence.

	HRMP
	Human Resources Management Planning.

	Humanistic-Encouraging Culture
	Characterizes organizations that are managed in a participative and person-centered way.  Members are expected to be supportive, constructive and open to influence in their dealings with one another.  A humanistic culture leads to effective organizational performance by providing for the growth and active involvement of members who, in turn, report high satisfaction with and commitment to the organization.

	Inter- and Intra-Unit Teamwork and Cooperation
	The extent to which people within and across sub-units, work in a collaborative and supportive manner, and adjust their activities as needed, to facilitate task accomplishment at group and organization level.

	Jointly Set Goals
	The extent to which goals are "jointly set by members and their superiors" rather than unilaterally by either party.

	MBI
	McDonald Bradley, Inc.

	Model
	A representation of a complex, real-world phenomenon such that it can answer questions about the real-world phenomenon within some acceptable and predictable tolerance.

	Motivation
	The extent to which forces within and on members, lead them to behave in ways consistent with organizational goal attainment.

	Oppositional Culture
	Describes organizations in which confrontation prevails and negativism is rewarded.  Members gain status and influence by being critical and thus are reinforced to oppose the ideas of others and to make safe (but ineffectual) decisions.  While some questioning is functional, a highly oppositional culture can lead to unnecessary conflict, poor group problem solving, and "watered-down" solutions to problems.

	Paradigm
	A set of rules and regulations that: (1) define our boundaries, and (2) tells us how to be successful within those boundaries.  Paradigms act as filters through which we view the world.

	Performance Measure
	An indicator that can be used to evaluate quality, cost, or cycle time characteristics of an activity or process usually against a target or standard value.

	Power Culture
	Descriptive of non-participative organizations structured on the basis of the authority inherent in members' position.  Members believe they will be rewarded for taking charge and controlling subordinates (and being responsive to the demands of superiors).  Power-oriented organizations are less effective than their members might think; subordinates resist this type of control, hold back information, and reduce their contributions to the minimal acceptable level.

	Process
	A collection of activities that together produce a usable product or service by applying resources from one or more functional areas.

	Process Management
	A philosophy of management that organizes an enterprise by the series of activities that combine to produce related types of goods and services for internal or external customers.  See functional management.

	Respect for Members
	The extent to which people are treated in a fair and just manner both in general and with respect to developmental opportunities.

	Satisfaction
	The extent to which members report positive appraisals of their work situation.

	Self-Actualizing Culture
	Characterizes organizations that value creativity, quality over quantity, and both task accomplishment and individual growth.  Members of these organizations are encouraged to gain enjoyment from their work, develop themselves, and take on new and interesting activities.  While self-actualizing organizations can be somewhat difficult to understand and control, they tend to be innovative, offer high-quality products and/or services, and attract and develop outstanding employees.


	Service Quality, Departmental
	The extent to which members believe that the services provided by their own sub-unit (either internal or external clients) are of the highest quality possible.

	Service Quality, Organizational
	The extent to which members believe that the organization provides high quality services and products to external clients.

	SLT
	Senior Leadership Team of HRMP.

	Task Facilitation
	The extent to which managers facilitate the work of their direct reports by helping them to solve problems and implement better procedures.

	TO-BE Model
	A model that results from a business process redesigned action or program.  The TO-BE model shows how the business process will function after the improvement action is implemented.

	Total Quality Management/Total Quality Leadership (TQM/TQL)
	Both a philosophy and a set of guiding principles that represent the foundation of a continuously improving organization.  TQM/TQL is the application of quantitative methods and human resources to improve the material and services supplied to an organization, all the processes within an organization, and the degree to which the needs of the customer are met, now and in the future.  TQM/TQL integrates fundamental management techniques, existing improvement efforts and technical tools under a disciplined approach focused on continuous improvement.

	Training and Development
	The extent to which employees, both new and existing, are provided with the type of orientation and training that promotes their personal development as well as their contributions to the organization.

	Variable Cost
	A cost element that varies directly with the amount of product or service produced by an activity or cost.  Variable costs go to zero if the activity stops.  See also fixed cost.
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