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Investing in the Future continued from page 3

By Anthony Gagliardo

How do I modernize my organization,
efficiently use resources, and accomplish more
with less? FAA managers responsible for
training today’s air traffic control workforce
have worked to answer these questions since
the Federal Aviation Administration (FAA)
established its technical training organization
in 2007.

The training organization’s formula to
create an effective organization has changed
over the years, but the fundamental
ingredients include the right organizational
structure and processes, technology and
infrastructure, and people to develop the best
students at the lowest cost possible. This
approach enables the FAA to invest cost
savings derived from efficiencies in its training
system into the future of air traffic control
technical training.

I work at the Federal Aviation
Administration (FAA) with a dedicated
group of managers and training
professionals who are responsible for
training the nation’s air traffic controllers.
To stay ahead of generational,
technological and economic changes, we
are continually improving the system by
focusing on four key areas: organizational
structure and processes; technology and
infrastructure; people; and, cost.

The Office of Technical Training has
responsibility for training new air traffic
controllers and assisting the more than
15,000 certified professional controllers at
315 facilities across the U.S. and its
territories to keep their skills sharp. The
office’s managers help training
supervisors and instructors at each facility
to maintain currency with rapid advances
in learning best practices. Since the FAA
consolidated technical training into a
single organization in 2007, managers
have focused on enhancing how students
learn so that we can successfully meet the
air traffic controller workforce’s training

needs. Getting so many employees, facility
managers, and other stakeholder
organizations to work together is a real
challenge. That is why I have asked all
Office of Technical Training managers to
diligently pursue mutually beneficial
initiatives that use resources smartly to
increase the number of certified
controllers.

Finding Opportunities
through Challenges

Our management team is determined to
maintain the FAA’s high safety standards
while undergoing significant changes that
are beyond our control, such as a
generational shift in the air traffic
controller workforce. Seventy percent of
controllers will become eligible to retire
this decade’, driving the FAA to undertake
an aggressive effort to hire, train and
backfill a majority of the air traffic
workforce. Our team must educate the
next generation of students quickly during
a sustained period of fiscal uncertainty for
many government organizations,
including the FAA.

The FAA’s culture of safety — we
conduct the safest operations in the
world’s most complex air traffic system —
helps us navigate these significant
changes. To support this culture, our
technical training team proactively sought
ways to strengthen our training
operations. For example, in spring 2011,
FAA Administrator Randy Babbitt
commissioned an Independent Review
Panel (IRP) as part of the FAA and the
National Air Traffic Controllers
Association’s (NATCA) Call to Action on
air traffic controller safety and
professionalism. The members of this
panel represented the union, universities,
a commercial airline and FAA Aviation
Safety. They collectively brought a deep
and diverse range of knowledge to the
review.”

" A Plan for the Future: The Federal Aviation Administration’s 10-Year Strategy for the Air Traffic Control Workforce 2008-2017.
2 FAA Independent Review Panel on the Selection, Assignment and Training of Air Traffic Control Specialists Final Report, September 22, 2011.
* FAA Press Release, “FAA Releases Independent Panel Report on Air Traffic Controller Training,” October 3, 2011.

* Ibid.

Babbitt commented at the time that “our
air traffic controllers do a phenomenal job
every day helping passengers reach their
destinations safely. As we move towards
[the future], we need to make sure that
our controllers are getting the best
training possible. This report shows us we
are doing a great job, but there are things
we can and will do better.”

The panel did an excellent job
reviewing the FAA’s process for selecting
air traffic controllers, our work at the FAA
Academy at the Mike Monroney
Aeronautical Center in Oklahoma City,
and our partnerships with collegiate
training institutes. Additionally, the IRP
reviewed our air traffic controller
professional standards and our
organizational structure for controller
training and placement.* The IRP report,
released in fall 2011, contained nearly 50
recommendations that provided us with a
deeper understanding of opportunities to
improve training. With the independent
assessment in hand, our leadership team
recalibrated its ongoing initiatives and put
in place a plan to implement many of the
IRP’s recommendations.

Our team worked hard to seize the
opportunity to make improvements across
the entire training organization. To
implement the panel’s recommendations
while still meeting the training demands
of the controller workforce with limited
time and resources, our team focused on
what we could control: good stewardship
over our people and processes. By creating
efficiencies in these areas, our
organization positioned itself to stay one
step ahead of the FAA’s needs by
reinvesting cost savings into other
technical training initiatives, such as
enhanced technology.

The FAA’s Strategy

To develop the best air traffic controllers
possible each year, our training team
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Four Elements Drive the Technical Training Organization’s Success

works with FAA leadership to implement
a comprehensive strategy across the entire
organization. This approach controls
resources, such as time and funding, in
the four key areas of organizational
structure and process, technology and
infrastructure, people, and cost. This
strategy leverages more from the training
organization’s processes and people and
improves our ability to manage
investments and do more with less.

Getting More from
What We Have

Organizational Structure
and Processes

To provide the right training to the right
employees at the right time, our team
worked on two key activities during the
past 12 months — the implementation of a
new organizational structure and

improved internal processes.

Given the geographic dispersion of the
workforce and student population, I also
worked with our management team to
decide how to best manage our
decentralized environment. Through
organizational analysis and input from
stakeholder groups such as the IRP, we
determined our best approach to manage
a decentralized organization was as a
centralized unit with enhanced processes,
such as:
® Restructured training operations

performing as a centralized function
e Improved placement of employees

based on skill level
* Improved alignment of training

between the FAA Academy and the 315

field facilities that receive its graduates
e Streamlined business processes to

reduce redundancies
* Increased transparency

These actions promote additional

efficiency and position the training
organization to better coordinate
resources. Clear and transparent business
processes provide training managers
greater clarity and unvarnished
information from the field. They also
improve communication with the FAA
Academy and the facilities that receive
Academy graduates. Better
communication across the organization
and with management improves our
stakeholders’ understanding of training
requirements. Increased coordination
refines the development and execution of
training requirements, ultimately creating
a better end product.

People

Certified controllers have mastered a
specialized skill set and have a strong
knowledge base, so my management team
and I work collaboratively with our
workforce to tap into the existing wealth

continued on next page
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Investing in the Future continued from page 5
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Encouraging
and empower-
ing employees
to support the
FAA’s training
mission by
going above
and beyond in
their work has
been a great

SUuccess...

I

of knowledge among current employees.

I emphasize to our managers and other
staff the importance of sharing training
best practices and exchanging ideas. These
activities lead to new opportunities to
improve training at other facilities across
the country. Recently, a team of instructors
from Southern California Terminal Radar
Approach Control (TRACON) led the
development of a customized training tool
that used Google Earth to give students
three-dimensional awareness of airspace
in scenarios depicting realistic interactions
between pilots and air traffic controllers.
These employees demonstrated the tool
and scenarios at a recent NATCA
conference, and the Google Earth tool is
now under consideration for nationwide
implementation.

At Minneapolis TRACON, another team
of employees developed a proof of
concept modifying existing technology to
train staff at remote facilities. The
technology was originally designed for in-
house training. In a similar fashion to a
help desk representative remotely
operating the customer’s PC, the training
team used the Internet to run and record
training scenarios giving students
hundreds of miles away full audio and
visual capabilities. The additional
playback features helped instructors
pinpoint where students can improve how
they manage planes in the airspace. All
the training teams deserve a lot of credit
for initiating, developing and testing
effective, low-cost programs and methods
to teach students. They display the
essential attributes of entrepreneurship
and an eye for efficiency.

Encouraging and empowering
employees to support the FAA’s training
mission by going above and beyond in
their work has been a great success in
identifying methods to train future air
traffic students. Often, employees on the
ground are the first to see new
opportunities to increase efficiencies or
improve products. Our managers
understand the benefits of tapping into
their perspectives and partnering with
them to develop viable training solutions

that provide mutual benefits to the
organization and the students.

Cost

By improving the training
organization’s ability to manage staff
and coordinate resources, we gained
efficiency over time and recorded lower
costs each year to train students at the
FAA Academy.

The FAA achieved major cost savings
by contracting many of the instructors and
training developers, enabling us to
reinvest millions back into the training
program. The fact that our overall training
quality remained steady is a testament to
the work our instructors and support staff
accomplish every day. Contracting also
allows for more flexibility. In 2008, the
FAA consolidated two distinct training
contracts with multiple vendors into one
contract with a single vendor responsible
for its execution, creating the ability to
reimage and better streamline the training
structure and processes. This contributed
significantly to the overall goal of
producing a higher number of qualified,
certified controllers at a lower cost.

Reinvesting in
Technology

By getting more out of our processes,
people, and budget, we can reinvest the
savings to upgrade our training
technology and infrastructure. The result
is a greater use of electronically-supported
learning and teaching (eLearning) and
technology-based training methods. These
tools help training leadership operate the
decentralized training population in a
more centralized manner. The increased
use of eLearning allows our training to
maximize reach at the 315 various
locations so that people can easily access
and take training from any location, and
managers can better monitor training
needs. Our organization is already
realizing benefits, which include:

e Better training assessments that allow
instructors to target each student’s

PAGE 6



training needs
e New tools, such as a learning content
management system, that provide the
capability to centralize training
development
Record keeping and metrics reporting
that identify training trends and enable
better use of critical training resources

These benefits help training teams train
controllers quickly and at a greater rate,
helping to mitigate the challenge of
upcoming workforce retirements.

The FAA is implementing the use of
simulators — technology that allows
instructors to duplicate and “play back”
actual operating events to give students
opportunities for improvement in a safe
environment. Simulators enable students
to not only see the cause and effect, but
also to avoid mistakes in the future. Until
recently, controllers working in airport
traffic control towers trained solely on live
air traffic. Since live traffic is inconsistent
and unpredictable due to weather and
system delays, a controller may have to
wait days or weeks for an opportunity to
learn a particular procedure, and even
longer to become proficient at it. The FAA
uses simulation to help compress the
training timeline while also improving the
students” learning experience and
reducing training costs.

Planning for Future

Success

The FAA is continuing to take the right
steps to address training challenges by
examining the entire organization to find
ways to work smarter in four key areas:
organizational structure and processes;
technology and infrastructure; people;
and, cost. Right now, this approach gives
us the ability to reinvest savings into
training technology. It also allows the
training organization to continue to
produce the competent, qualified
controllers who are the heart of the
organization’s success, but at a growing
volume and pace that keeps up with the

demand of the changing workforce.
Continuing this comprehensive method
will position the FAA to invest in other
types of technical training initiatives in
the future.

All of us who support training for air
traffic controllers are committed to new
and existing partnerships with employees
and stakeholders. We are strengthening
technical training programs that promote
proficiency and safety to ensure every
passenger has a safe flight. More than two
million people choose to fly in an airplane
each day in the United States, and this
number is forecast to grow during this
decade. They expect to travel to their
destinations quickly and safely. To
maintain the FAA’s safety culture, our
training teams must develop the most
proficient and capable air traffic
controllers possible. By continuing to
re-invest in ourselves, the FAA’s technical
training team has managed to accomplish
more with less without sacrificing

quality.

Anthony (Tony) Gagliardo leads the Federal
Aviation Administration Air Traffic
Organization’s Technical Training Support
Directorate, where he guides efforts to
modernize and transform training for the
Federal Aviation Administration’s 20,000 air
traffic controllers. In addition to directing
training technology infrastructure, content
design and architecture, quality assurance and
metrics initiatives, contract programs, and
simulation strategy, Gagliardo oversees the
Air Traffic Control Optimum Training
Solution (ATCOTS) contract, a $1.2 billion
air traffic training support contract at the
FAA Academy in Oklahoma City, Oklahoma,
and at more than 300 operational facilities
across the U.S. The ATCOTS team provides a
breadth and depth of experience to ensure the
Office of Technical Training provides training
solutions and improvements that support our
customer’s mission. Under the ATCOTS
contract, the team provides training for air
traffic controllers and is focused on
integrating new technologies and best
practices to improve air traffic operations.
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The FAA uses
simulation to
help compress
the training
timeline while
also improving
the students’

learning
experience

and reducing

training costs.
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