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Introduction 
Tis research explores and investigates how transit 
agencies in California implement Return on 
Investment (ROI) assessments which evaluate the 
efectiveness of employee development programs 
designed to combat high turnover in the transit 
industry. As of 2022, approximately 43% of transit 
workers were over the age of ffty-fve and transit 
agencies are fated to face signifcant labor shortages 
over the next decades. As occupations in the transit 
industry often require industry-specifc training 
and job vacancies generate a range of cost accrual 
for agencies, an assessment of current employee 
development programs simultaneously addresses 
a key issue for transit agencies and helps justify the 
implementation of further employee development 
programs despite budget constraints. 

Study Methods 
Tis research utilizes a three-pronged approach 
consisting of a literature review, surveys, and 
interviews. Initially, the researchers reviewed relevant 
literature on transit workforce development and 
worker shortages, evidence on transit agency employee 
development strategies and outcomes, and evidence 

on ROI methodologies and practices. Based on this 
evidence, a survey was developed and distributed 
to members of the California Transit Training 
Consortium (CTTC).While the survey covers general 
information such as agency size, type, modes and 
service area about each individual agency, the focus 
lies on employee training and training assessment, 
employee development programs, organizational goals 
and performance metrics, and information on cost 
tracking and program-specifc ROI calculations.  An 
overall assessment of foundational parts of employee 
development programs is fundamental in creating 
efective and accurate ROI assessments. 

Findings 
Te Survey responses from nine transit agencies in 
California showed major overlap in the organizational 
outcomes, which are desired to be achieved as an 
outcome of employee development programs. All 
transit agencies ofer employee training and tracking of 
training efectiveness to assess ROI implementation. 
No extensive tracking of long-term pre- and post-
training performance metrics is indicated in the survey 
responses, suggesting the lack of a key component in 
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determining the impacts of training ROI assessments. 
Tere is great variation in the collection and tracking 
of human resource and cost data. Additionally, none 
of the agencies surveyed reported a calculation of 
turnover costs for staf positions, thus missing another 
vital component necessary for ROI implementation. 
Te absence of these key components and metrics 
suggests that while there is a broad framework for ROI 
assessments in place, efective ROI implementation 
would require a more detailed efort past monitoring 
and spreadsheet analysis. To implement efective 
ROI assessments, results from the literature review, 
survey, and focused interviews outline the necessity 
for technical assistance in successful design and 
implementation. Te research also indicates concerns 
extending past labor shortages of frontline workers 
and maintenance technicians and into staf capacity for 
ROI assessments regarding the required knowledge 
for systematic analysis of performance metrics and 
cost data. Research further showed that outdated 
technical equipment and data sources represent key 
exacerbating forces in many public transit agencies. A 
third fundamental concern over the implementation 
of successful and meaningful ROI is the lack of 
consensus over qualitative performance metrics 
such as “employee satisfaction” and their subsequent 
processing into monetized beneft values. 

Policy Recommendations 
Te research identifes the development of guidelines 
addressing each ROI component, including the parts 
addressed previously, and executive-level training 
modules as a potential frst step in aiding public transit 
agencies in California to develop and implement ROI 
models. Such assistance tools could be disseminated 
by an overarching and connective agency like the 
California Transit Training Consortium (CTTC) 
to its various member organizations. Tis solution 
would not only ofer a cost-efective delivery, but also 
a transit workforce-focused training programs and 
technical assistance resources. With these resources, 
agencies can develop and implement ROI models; this 
translates to expertise in allocating limited resources 
to employee development programs with proven 
efectiveness and the ability to monitor impacts over 
time to ensure continuous improvement. 
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To Learn More 
For more details about the study, download the full 
report at transweb.sjsu.edu/research/2316 
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