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2015 Census Test

(Reengineer the roles, responsibilities, and \
infrastructure for field operations

= Utilize the advantages of technology, automation, and
real-time data to transform the efficiency and
effectiveness of data collection operations /

\_

= Use adaptive design and administrative records to
determine housing unit status and contact strategies

*" Planned for an April 1, 2015 Census Day
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ROCKIT Goals

= Develop a new concept of operations for the
decennial census that increases 2020 NRFU
productivity by a minimum of 20%

= |dentify parameters to inform 2020 cost
projections

" Provide information for the 2020 systems buy
vs. build decisions
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2020 Assumptions

= A smart device and automated operational
control system (OCS) will be used in field
operations

= Automated time and expense submission

" Bring Your Own Device (BYOD) for
enumerators

= A contact strategy (i.e. mode, best contact
time, number of attempts) per unit will be
provided
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Presenter
Presentation Notes
The ROCkIT Team is attempting to integrate with plans that are already underway looking ahead towards 2020.   Are assumptions reference the list.   

For 2015 we will use compass as the smart device and MOJO as the automated control system.  

If these assumptions are incorrect or change over time, the ROCkIT Team would need to revisit our CONOPS.
   
BYOD will not be until 2020, but during 2015 there will be a small operational test to confirm the application can be deployed to a BYOD device.  

Smart devices:
We are assuming a smart device that will support not only data collection, but submission of time and expenses, and validation of upcoming work schedule of enumerators and Local Supervisors of Operation. It will also allow for paradata collection that can be used during and after the collection cycle for developing contact strategies and response interactions for future surveys and censuses.  





Major Changes for Field
Operations

= Using automation to support processes

Optimized daily enumerator assignments of
attempts

Near real time operations information for
decision making

Enhanced operational control system

Automated training for enumerators and
managers

" New field structure, including field staff

ro
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Presenter
Presentation Notes
This is the list of major changes to that will allow us to meet the team goal(s)

Enhanced operational control system:
It will optimally create daily attempt assignments with sequencing/routing.  
Optimized daily attempt assignments differs from previous operations because it allows for:
the integration of enumerator characteristics (such as availability for work) and case characteristics (such as likely time to contact) to optimize daily case assignments
the application of business rules to determine number and sequence of cases in daily assignment

Near Real time operations information:
Automated, near real-time monitoring allows for mid-stream operations adjustments (e.g. increasing/decreasing staffing, quicker performance issue identification and resolution) and a decrease in costly (expenses and productivity) face-to-face meetings.  This means we are not managing “Green cases” but red and yellow.  

Automated training
Decreased classroom training, increased on-line training 


Allowing enumerator to focus on the most important function of their job: conducting interviews.  We’ll do this mainly by removing the responsibility for planning their day’s work and face to face meetings.
Allowing first line supervisors to focus on the most important function of their job: support the daily needs of the enumerator.
Centralizing traditional field staff functions into an automated process when they don’t require local knowledge or intervention.

New structure:
Modifying field structure to reflect the automated environment.  Many past roles were in existence to support a paper-based operation and will no longer be needed.  This requires a change to not only the job descriptions, but also how the conduct their day to day activities.  Both for enumerator and management positions.  

NOW I WOULD LIKE TO SHARE OUR NEW FIELD STRUCTURE, CONCEPT OF OPERATIONS, AND A DAY IN THE LIFE OF EACH NEW ROLE.  IF YOU COULD PROVIDE JUST A FEW MINUTES TO COMPLETE THE EXPLANATION AND BRING IF BACK TO FULL CIRCLE I BELIEVE IT WILL BECOME CLEAR.  



Organizational Structure
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Area Manager of Operations (AMO)

* Manage the Area Operations Support Center
» Supervise and Support FMOs

* Monitor Area Workload Progress

» Coordinate with RCC

Field Manager of Operations (FMO)
N » Supervise and Support LSOs
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Local Supervisor of Operations (LSO)

« Conduct In-Person Training

» Supervise and Support Enumerators

« Approve Time & Expense (T&E)

» Work Designated Shifts to Support On-Duty Enumerators

L Enumerators in the Field (ENUM)

* Receive Training
\AV Submit Available Schedule
v Conduct Field Work According to Schedule

Complete Time and Expense (T&E)
Maintain Ongoing Work Availability
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Presenter
Presentation Notes
Elimination of paper and the introduction of automated enumerator assignments has created different management duties.  
With this organizational structure we are looking to separate the management of staff from the management of workload.  
Local Supervisor of Operations (LSO) supervise and manage enumerators and staff resources.  They will be hired to work a specific set of hours (shift) each day and will be the responsible for supporting any enumerators working during their shift (dotted line). This "shift" concept allows for better management of LSO hours and provides continual supervisory coverage for enumerators during work hours without a given supervisor feeling like they have to be available all of the time.  In addition LSOs will serve as a primary supervisor for a group of enumerators for administrative purposes (solid line).  
Multiple Field Managers of Operations, FMOs, will reside within the office to manage operational performance (attempt workload for completion) and supervise LSOs, within their assigned Field Manager Zone, which is a geographic sub-set within the boundaries of the Area.  Although each FMO has a primary geography, they will work as a team to ensure all work is completed for the entire Area. 
A professional level, Area Manager of Operations, AMO will be hired to manage an Area Office Support Center (AOSC), supervise FMOs, and ensure completion of attempt workload in the time expected for their assigned area.  Grade level would vary depending on the office size. 
An AOSC will cover a larger geography and more staff than in past Census's. Not all AOSCs will be the same size.  
Managers for admin, recruiting, QA, and technology and where they reside has yet to be determined and will depend upon automation and centralization of certain functions related to these operations. 


Day In the Life of the OCS

Day 1
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Presenter
Presentation Notes
What we're going to do:
--Attempts will be assigned to enumerators each night -- no longer will an enumerator own a case and work it until it is complete
--The attempts will be ordered for the enumerator by the system, so the enumerator no longer has to plan his or her day -- they can start their device and go
--There will be turn-by-turn navigation by 2020 (may want to point out that this is likely to be less of a cost-saver so we're focusing on the first two for 2015)

How we're going to do it:
--Attempts will be optimally assigned to enumerators using:
    --Enumerator characteristics such as home location, language skills, and availability (no protected characteristics will be used, such as race, ethnicity, age, etc)
    --Respondent characteristics such as likely time of contact, area characteristics, characteristics of the unit based on administrative records and previous contact (census or survey)
--Enumerators will be required to provide us their upcoming shifts in three day increments so that the OCS can pair enumerators with likely contact times and create appropriate work assignments
--We will be using a COTS product within MOJO or another future control system to do the optimization as it is a well-solved problem


Concept of Operations
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Presenter
Presentation Notes
Inside the re-engineered field work structure systems drive the business and provide oversight to managers at all levels to take rapid action.  Most importantly a robust and modern Operations Control System handles many tasks and makes many decisions traditionally done by individuals.  ��The enumerator will receive their daily, optimal, and sequenced attempt assignment from the enhanced OCS.  This assignment will exist on a smart phone device which the enumerator will use to guide them through their work day.  The device will be used to collect information about the attempt, but also be used to submit time and expense and to validate future work schedule.  

The Local Supervisor of Operations (LSO) will access enumerator information within the OCS via a tablet device.  They are responsible for monitoring enumerator progress and performance.  The device will also be used to approve timesheets and capture enumerator interaction data (e.g. John Doe enumerator called to report his car was broken down and he is not working today.).    

The Field Manager of Operations (FMO) will be monitoring workload progress within the OCS via an operational control center located within the Area Operations Support Center (AOSC). They will have dashboard summaries and key performance indicators in order to understand areas of concern and shift resources as needed.  They will be responsible for the decision to onboard/offboard enumerators/LSOs. They will use Operational Control System (OCS) provided information and LSO provided local knowledge to make this decision. They work in conjunction with other FMOs in their assigned area to ensure completion of all attempts for the entire area. 

The Area Manager of Operations (AMO) is ultimately responsible for the completion of workload within a geographic boundary and performance of the FMOs.  In addition they are the site manager for the AOSC.  ��Staff will utilize automated training to prepare for their role in the operation.   �- In order to limit classroom time but still provide ready-to-work enumerators we will utilize an electronic means for staff to complete self study modules prior to a maximum of one day face to face meeting to receive needed materials and ensure readiness for the field (e.g. mock interviews, in person testing, etc..).    

Note check the abbreviations are covered based on the move of the organizational hierarchy to the rear of the presentation.


ROCKIT 2015 Test Plans

= Cost metrics in comparison with the control panel:
= 20% increase in productivity
= Decrease in miles/case
= Decrease in total hours spent
= Quality metrics in comparison with the control panel:
= Whole household/status imputation rate
= Demographic characteristic distributions
= Coverage of hard to count populations
= Evaluations of new structure and procedures:
= Management structure
= Staffing ratios
= Scheduled time and shift time management
= Enumerator performance indicators
= Automated training
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Presenter
Presentation Notes
The success of the 2015 ROCkIT panel(s) is the ability to assess these cost and quality metrics along with evaluating the new structure and procedure.  Just because we are aiming to decrease cost we don’t want to degrade the quality of the incoming data.  

To evaluate the increase in productivity we will be comparing the number of cases per hour in the ROCkIT test panel(s) to the control panel.  We will also analyze if the optimization worked as planned, did the system correctly optimize enumerators to the appropriate cases?  

Along with analyzing the impacts on costs will we also look at the impact on data quality resulting from the optimization of the workload.  The team plans on looking at differences in the number and types of people collected in the ROCkIT test panel.  Some of the questions we will answer concerning data quality are:
Was the whole household/status imputation rate different between the optimized and non-optimized panels?
What types of people were missed?  We will look at the standard demographic breakdowns (sex, age, relationship, Hispanic origin, race) and compare that to any known demographic information we have on test site (ACS, POP predictions, whatever is out there).
Did the optimization allow us to count more people in traditional hard to count populations? 

Using qualitative data (such as results from focus groups, evaluation questionnaires, etc.) and paradata we will document any improvements and issues that came up from implementing the new field structure and procedures.  
Did the decrease in field management layers help or hinder managing enumerators?
Were the new staffing ratios manageable?
Did the enumerators and supervisors work their scheduled times?
Did the enumerator performance indicators properly evaluate the enumerator’s work and did the supervisors use them to manage the workforce?
Was the use of new training techniques effective in preparing the enumerator’s for their job.








Projects to Prepare for 2015
Field Test

= Enhanced OCS Development

* Modeling and Simulation to refine ConOps
= Optimization/Routing algorithms
= Staffing ratios

= ROCKIT automated training plan and materials
development

= ROCKIT position descriptions (PDs) and pay scale
development

"= Enhanced HR policy development (due to automation)
= Stand up of Operational Control Centers
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Presenter
Presentation Notes
OCS – interfaces (e.g. UCRM, DAPPS, COMPASS, UTS) We also need to create the System Interface Documents for all systems identified in our 2015 Site Test System Diagram.  

Modeling and Simulation –The Modeling and Simulation will provide us information that will assist in defining optimization/routing algorithms and staffing ratios that will be tested during the 2015 Field Test.  

The ROCkIT Training Plan is currently in discussion with the Team and based on John’s recent discussions with Google we want to look for a sound prototype for the 2015  field test for this panel.  

The team is currently in discussions with HRD for new position descriptions and pay scales to support the 2015 Site Test as well as working with Field Division in the Denver Regional Office for hiring of enumerators and LSOs as the jobs for the ROCkIT panel will be different from those in the traditional panels.

The Team has also met with Legal and Policy to discuss informing individuals at the point of hiring that we will be monitoring the GPS coordinates of their Government provided device in the 2015 Site Test.

The Team will continue to brief the Policy Group of all of our ideas, thoughts, and plans as we continue through the project  in order to ensure that if there is concern or the need for a new policy we can address it quickly and ensure completion prior to the test.

.  

Operational Control Centers in AOSC (Denver) and HQ


Key Milestones and Deliverables

End of March 2014 — ROCKIT Kickoff |

May 1 Draft Project Charter, Project Management
Plan, and Concept of Operations due

May 6-13, 2014 — NAS and internal Census
communication and leadership debriefings

June to November - Parameters to set the January to March — FMO Training

scenarios for simulation

March — LSO Training

June to December — Training Planning and
Development

September - CAT Lab has to be ready to do April to June — Enumerator Training |
simulations and experiments

—

June — MOJO (OCS)
Release 1

October — MOJO testing with field staff in a limited
and controlled capacity.

November to January — Continued experiments and simulations
with alterations to business process and system/devices.

April to July 2015 — Successful ROCKIT Field Test

September 30, 2015 - Cost Decisions
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Let’s ROCKIT to Success!!!
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Questions

= Send questions to the email address below.

census.2020.program.management.review@census.gov
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