Washington Metropolitan Area Transit Authority
Board Action/Information Summary

MEAD Number: Resolution:

Action * Information 203418 Yes  No

TITLE:
Your Metro, The Way Forward: Public Hearing Auth
PRESENTATION SUMMARY:

Your Metro, The Way Forward was developed to guide Metro’s strategy and actions
over the next five + years to meet the evolving needs of its customers and
employees. The plan will guide both long-term strategy and day-to-day decision
making as Metro continues to regain ridership post-pandemic and respond to
changing mobility patterns.

This presentation is to request authorization from the Board to hold a public hearing
on the draft Strategic Transformation Plan.

PURPOSE:

To request authorization from the Board of Directors to hold a public hearing on the
draft Strategic Transformation Plan for regional input and comment.

DESCRIPTION:

Your Metro, the Way Forward was developed to guide Metro's strategy and actions
over the next five + years as Metro works to meet the evolving needs of its customers
and employees. The plan will guide both long-term strategy and day-to-day decision
making as Metro continues to regain ridership post-pandemic and respond to
changing mobility patterns to ensure the agency captures the needs of the
community.

Key Highlights:

o The strategic plan defines Metro's priorities and connects the mission,
vision, and goals with actionable initiatives that will drive progress.

» Metrics and targets have been identified and laid out to measure
progress against the plan. This will enhance transparency and build trust
with Metro's customers and stakeholders.

» The plan was developed by the Board of Directors and management
through direct and active input from Metro's customers, staff, and
stakeholders.
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» Metro will seek input from the community by holding a hybrid public
hearing to collect feedback on the draft plan.

e The feedback received will be incorporated into the final plan and then
presented to the Board of Directors for recommendation of adoption in
winter 2023.

Background and History:

Metro began the process for the the Strategic Transformation Planning effort in
August 2023 alongside the Board of Directors. Since then, the plan has been
developed by direct input and shared updates with the Board of Directors
during their Board Executive Committee meeting on December 8, 2022.

Discussion:

Metro regularly updates their Strategic Plan, typically every 3.5 years. Holding
a public hearing in Virginia is a requirement as part of the dedicated funding
legislation, and an industry best practice for the organization.

Your Metro, The Way Forward was developed by the Board of Directors and
management with direct input from customers, stakeholders, and staff. The
public hearing is the next phase of community engagement to garner feedback
on the draft plan. Feedback will be incorporated into a final plan which will then
be presented to the Board of Directors for recommendation of adoption in
winter 2023.

FUNDING IMPACT:

Information only- no impact on funding.
Project Manager: | Kimberly Feldbauer

Project
Department/Office:

Your Metro, Transformation Office

TIMELINE:

No previous actions on the Strategic Transformation Plan:

Previous Actions Your Metro, the Way Forward

Anticipated actions Winter 2023- Board of Directors adoption of Strategic
after presentation Transformation Plan: Your Metro, the Way Forward

RECOMMENDATION:

Staff recommends the authorization of a public hearing to receive feedback on the
Strategic Transformation Plan: Your Metro, the Way Forward

Page 6 of 45



SUBJECT: AUTHORIZATION FOR PUBLIC HEARING ON PROPOSED STRATEGIC
TRANSFORMATION PLAN

RESOLUTION
OF THE
BOARD OF DIRECTORS
OF THE
WASHINGTON METROPOLITAN AREA TRANSIT AUTHORITY

WHEREAS, Enactment Clause 8 of the 2018 Virginia dedicated funding statute (VA Acts
of Assembly Ch. 854 Enact. Cl. 8) requires WMATA to hold a public hearing on a strategic
plan in a locality embraced by the Northern Virginia Transportation Commission; and

WHEREAS, The Board of Directors desires to hold a public hearing on the proposed
Strategic Transformation Plan: Your Metro, The Way Forward consistent with applicable
Virginia law,

NOW, THEREFORE, be it

RESOLVED, That the Board of Directors authorizes a public hearing to obtain public
comments on the proposed Strategic Transformation Plan: Your Metro, The Way Forward,
as shown in Attachment A to this Resolution, to be held within a locality embraced by the
Northern Virginia Transportation Commission as required by the Virginia dedicated
funding statute (VA Acts of Assembly Ch. 854 Enact. Cl. 8); and be it further

RESOLVED, That the Board of Directors directs the General Manager and Chief Executive
Officer or his designee to report on the findings of the public hearing on the proposed
Strategic Transformation Plan: Your Metro, The Way Forward; and be it finally

RESOLVED, That in order for the Board of Directors to incorporate public input in its
deliberations on the Strategic Transformation Plan: Your Metro, The Way Forward, this
Resolution shall be effective immediately.

Reviewed as to form and legal sufficiency,

[s/

Patricia Y. Lee

Executive Vice-President, Chief Legal Officer
and General Counsel

WMATA File Structure No.:
2.1.8 Board Strategic Planning
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01 = Letter from Chair and General Manager

Metro is vital to the region’s residents and visitors to the nation’s capital. We provide the bus, paratransit, and rail network
to ensure everyone has equitable access to jobs, school, medical appointments, sporting events, parades, restaurants, and
nightlife, as well as to visit elected officials, historic landmarks, monuments, and world-class museums in the National Capital
Region. Metro is the safest way to travel, supports the region’s emissions reduction goals to combat climate change, and
represents a $100 billion investment in a transit system that is a powerful economic engine driving our prosperity.

Thanks to customer and community engagement and a shared sense of urgency among our Board, staff and workforce,
last year Metro started to rebound from the pandemic and restore public trust. In addition to increasing service and resuming
operations with our newest rail fleet, we opened the Silver Line extension, delivering long-awaited service to Dulles Airport and
Loudoun County. We finished platform reconstruction and other customer upgrades at five Orange Line stations, advancing
work for Metro’s first electric bus garages at Northern and Bladensburg, and connected Metrorail tracks with the new Potomac
Yard Station, which opens in May. We are restoring orderly conduct and fairness with fare enforcement that helps pay for
services.

We rolled out Metrobus improvements to 29 routes to enhance service and kicked off our Better Bus network redesign with
12,300 customer interactions, 18 pop up events and 5,300 survey responses.

We are listening to our customers and stakeholders. In addition to continuing our steady restoration of frequent bus and rail
service, we have proposed a budget that drops peak fare surcharges and initiates a low-income fare program. We are also
investing in a new Metro training center that will create a collaborative environment to promote enhanced safety, technical
training and staff development.

But we are just getting started, and we know there is more work ahead. We are seeking the region’s feedback on our strategic
plan #YourMetro, The Way Forward. This plan was developed by the Board of Directors and management to guide Metro’s
decision-making over the next five years. It will serve as our North Star and begins to call the question about how we fund the
Metro the region needs, wants and deserves.

#YourMetro, The Way Forward establishes clear priorities for Metro, expands transparency around performance metrics, and
promotes collaboration with our teams and partners. Most importantly, this plan recognizes that we exist to serve our customers.
Metro connects you to opportunities and the way forward holds endless possibilities. We look forward to your comments.

il [ Lruatlnr

Paul C. Smedberg
Chair, Board of Directors

fo, 2.

Randy Clarke
General Manager & CEO



02 . Executive Summary

Washington Metropolitan Area Transit Authority

Washington Metropolitan Area Transit Authority (Metro) operates the
third-largest heavy rail system and sixth-largest bus network in the
United States and serves the Washington DC, Maryland, and Virginia
(DMV) megaregion.” The Metro transit system is critical to the DMV’s
economy and is a proud employer of over 12,000 individuals that serve
the region’s customers every day. Your Metro, The Way Forward (the
plan) was developed to guide Metro’s strategy and actions over the next
five+ years as Metro works to meet the evolving needs of its customers
and employees. The plan will guide both long-term strategy and day-
to-day decision making as Metro continues to regain ridership post-
pandemic and respond to changing mobility patterns to ensure the
agency captures the needs of the community.

The plan was developed by the Board of Directors (Board) and
management through direct and active input from Metro’s customers,
employees, and regional stakeholders. The plan’s purpose is to
deliver what Metro customers deserve and the region needs. The plan
defines Metro’s priorities and connects the mission, vision, and goals
with actionable initiatives that will drive progress. This will enhance
transparency and build trust with Metro’s customers, staff, and
stakeholders, and align the organization on:

e Values and Mission: What Metro lives by and does

i
=t T T —

BUSIEST U.S. RAIL TRANSIT SYSJTEM

BUSIEST U.S. BUS NETWORK

12,000+ employees
98 rail stations and 130 miles of track
11,500 bus stops

1,200+ rail cars, 1,500+ buses, and
750+ MetroAccess vehicles

e Vision, Goals, and Objectives: What Metro aspires to be and where it wants to go

e Initiatives: How Metro will get there

Objectives

Mission
What we do and why we exist

Vision
What we aspire to be

Goals
How we will achieve the vision

Objectives
Our priorities to achieve the vision

Initiatives and metrics Initiatives and metrics

! https.//www.design.upenn.edu/news/post/defining-americas-megaregions, December 17, 2021

Specific actions and measures tied to objectives



Metro’s mission: Your Metro — Connecting you to possibilities

Metro’s vision: The region’s trusted way to move more people safely and sustainably

Metro plays a vital role in the community, connecting people in the DMV to jobs, schools, major attractions, key destinations,
and recreational activities. With this forward-looking plan, Metro’s vision is to expand on this role and be the region’s trusted way
to move more people safely and sustainably. Metro will earn and restore public trust, enhance its talented, diverse, and engaged
workforce, ensure accessibility for all customers, and strengthen its contribution to the DMV’s economic prosperity and efforts to
combat climate change. In building to this future, Metro will keep the safety of customers and employees as top-of mind, take
a customer-centric lens to decision-making, strive to advance equity in the region, be ethical and transparent, and think boldly
to innovate and transform the organization to meet the needs of our customers and growing region.

Metro’s vision will be achieved by advancing four goals that were developed through data and direct input from

& 5

our customers, staff, and stakeholders:

REH

Regional opportunity Sustainability
and partnership

Service excellence Talented teams

Deliver safe, reliable, Attract, develop, and retain Design transit service Manage resources
convenient, equitable, top talent where individuals to move more people responsibly to achieve a
accessible, and enjoyable feel valued, supported, and and equitably connect sustainable operating, capital,
service for customers. proud of their contribution. a growing region. and environmental model.

Each goal contains supporting objectives (e.g., service excellence has three supporting objectives for reliability, safety, and
convenience) which will be delivered through the implementation of detailed initiatives (e.g., Better Bus Network Redesign for
regional opportunity and partnership, zero-emission fleet transition for sustainability) linked to each objective. Some initiatives
are currently underway, while others are proposed and prioritized across the next several months and years. The annual budget
process will determine which initiatives are prioritized and funded within a given year.

To monitor and report success and progress, Metro will track metrics specific to goals and objectives. Goal metrics represent top
line performance measures that the entire organization works toward meeting. Objective metrics are critical to the achievement
of goal metrics and are achieved through the execution of various initiatives. Metro is committed and excited to build a better
future for our customers, community, and staff. Metro will continue to engage the public and stakeholders as the agency strives
to become the DMV'’s trusted way to move more people safely and sustainably.
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03 .Overview

3.1 Agency and Region Overview

As home to the nation’s Capital, the DMV is a dynamic entertainment,

cultural, and historic destination drawing individuals from around

the world, while also housing some of the country’s most critical

government institutions. Due to its expansive and unique urban

Reliable and convenient
transportation system, helping to connect individuals to personal, pUb"c transit is critical to

educational, and professional opportunities and enhancing livability. the regional transPOﬂation
system.

space, reliable and convenient public transit is critical to the regional

The 2020 Census data reports that the DMV served by Metro has
seen substantial population growth in the last decade. Washington
DC’s population increased by 15 percent, the Commonwealth of
Virginia reported an 8 percent increase, and Maryland’s population
grew by about 7 percent.?

Since 1967, Metro has been a major transportation partner for the DMV, and prior to the Covid-19 pandemic, helped nearly 1
million people connect across the region daily. Metro delivers service through its fleet of over 5,000 vehicles across rail, bus, and
paratransit modes and non-revenue fleet and an infrastructure network of nearly 100 rail stations (including six newly opened
Silver Line stations), over 11,500 bus stops, and more than 270 facilities. Metro provides the following services to the DMV:

e Metrorail: Heavy rail transit service.

e Metrobus: Local and regional fixed route bus service including bus rapid transit (BRT).

e MetroAccess: Shared-ride, door-to-door, paratransit service for people who cannot independently use the accessible
bus and/or rail system due to a disability.

Metro’s challenges and opportunities have changed substantially since the adoption of the agency’s previous guiding document,
Keeping Metro Safe, Reliable and Affordable,: released in January 2019. While Metro has been actively expanding the system
to increase coverage accessibility, and frequent service, customers have increased their reliance on other forms of transportation
(e.g., ride sharing, pedestrian and bike lanes, personal vehicles, and taxi). Moreover, the Covid-19 pandemic has fundamentally
changed commuting patterns and the way many people work. In March 2020, at the onset of the Covid-19 pandemic, Metro
ridership fell sharply, reaching as low as 10 percent of its pre-pandemic level. In the DMV and across the US, employers are in-
creasingly integrating remote ways of working and expanding flexible work arrangements, decisions that will impact the future of
transit. Declining ridership has also imposed significant financial challenges on Metro and other transit agencies across the coun-
try. While the federal government has provided substantial funding for Metro to address gaps, federal funding is not permanent.

However, Metro saw a rebound in ridership in 2021 and provided a total of 106 million trips, with Metrobus accounting for 60.4
million (63 percent), Metrorail accounting for 33.9 million, (35 percent), and MetroAccess accounting for 1.3 million (2 percent). In
November 2022, Metro ridership across bus and rail modes was 60-70 percent of pre-pandemic levels. Figure 1 illustrates the
current bus and rail networks.

22020 Census: Populations of DC, Maryland and Virginia Grew

(https://www.nbcwashington.com/news/local/census-maryland-sees-7-population-increase-dc-14-6-virginia-7-9/2652577/ )
3 https.//www.wimata.com/initiatives/strategic-plans/upload/KMSRA- Strategic-Plan-Jan-2019.pdf



Figure 1: Rail and Bus System Fact Sheet

MetroAccess

754

Active Fleet

Metrorail

1,278

Active Fleet

Metrobus

1,571

Active Fleet

97

Rail Stations

11,500

Bus Stops

1.3 million
Trips

Fiscal Year 2022

3.2 Strategic Plan Purpose Overview

This plan will guide the organization over the next five years in its response to the changing world and its own operational
challenges. The plan has been shaped by community and employee needs and desires for accessible, reliable, convenient,
and equitable transportation. The plan’s purpose is to:

e Guide Metro’s long-term strategy and near-term activities based on a set of values, a mission and a vision
supported by goals and objectives, concrete initiatives to execute the strategy, and metrics to measure and monitor
progress and success.

e Improve the customer experience by providing services that meet the region’s needs through the development of
operational and capital priorities for more frequent and daily service, improved customer communications,
enhanced safety, new fare simplifications, sustainability, and capital improvements.

e Direct actions to improve the experience of Metro employees and other stakeholders, including enhanced
community outreach.

¢ Inform future capital programs and operating budgets by aligning funding with programs of initiatives, informed by
the new goals and objectives.

Metro will face many challenges on its way to delivering a world-class system in the next five years. The operating funding
shortfall and increased costs of labor and materials will drive overall project costs, and labor shortages will continue to place
demands on the desire for increased service. A comprehensive and robust strategic plan will provide the scaffolding
necessary as the agency navigates these challenges.
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3.3 Methodology and Plan Development Process Overview

Metro used a detailed methodology and plan development process to create a comprehensive strategy for transformation
focused on the most critical needs and desires of the Metro community and employees. Figure 2 summarizes the plan
development process deployed by the Metro team to create a revised strategic transformation plan. The following sections
provide further detail on the individual efforts within this plan development process.

Figure 2: Plan Development Process

Baseline Data and Board and Emerging Themes and Community/Stakeholder Draft Plan for Public
Stakeholder Input Management Workshops Draft Framework Engagement Forums Hearing
Data (e.g., performance Collaborative Plan development Plan collaboratively
data) and stakeholder workshops used to socialized in community refined based on input
input (e.g., surveys, align on core and stakeholder forums with the Board and
interviews) used elements of plan to receive feedback on management
to inform series emerging plan

of collaborative
workshops between
the Board and
management



3.3.1 Baseline Data Gathering and Stakeholder Input

The development process was initiated by gathering and collecting a variety of qualitative and quantitative baseline data
(Figure 3) to ensure the plan was evidence- and community-driven.

Figure 3: Baseline Data and Information Guiding Metro’s Strategic Transformation Plan

Staff and community input are shaping a robust, customer-center are Strategic Transformation Plan
to be adopted in winter 2023

Strategic
Transformation
Plan

Performance Data

Guides long term strategy and
day-to-day decision making of
Metro over the next five + years.

Social Media Data Prior Studies and Reports

Data gathering included developing baselines to measure plan progress for three separate data categories:

1. Customer and Community Baseline: Data derived from current and prospective Metro customers. Approximately
2,600 customers provided input via survey, which was conducted in fall 2022.

2. Employee Baseline: Data derived from Metro employees including Board, management, staff, management, and staff
members. Thousands of employees repeatedly contributed to baseline metrics through interviews, townhalls, and surveys.

3. Performance Baseline: Data obtained through a review of previous Metro efforts and analyses.

11



Baseline data gathering methods for each category are detailed in Table 1 below.

Table 1: Baseline Data Gathering Methods

Category

Methods Description

Customer/
Community

Employee

Performance

e Administered interviews to obtain data on customer perceptions, experiences, needs, and perceived
opportunities for Metro.

e Hosted events and other customer and community forums to obtain input on their needs.

¢ Developed a baseline diagnostic customer survey to understand customer satisfaction, perceptions,
and needs of Metro, drivers of those perceptions, and opportunities for improvement.

e Analyzed nearly 100,000 social media posts relating to its service to identify conversational themes

and overall public online sentiment towards Metro.

e Conducted interviews with Board members, senior management, and staff across the organization
and led multiple staff townhalls to gather data on staff experience at Metro, opportunities for
improvement and organizational strengths.

e Developed both staff and management surveys to assess overall employee engagement and areas
for improvement and strengths in existing Metro processes, structures, and systems.

¢ Reviewed ongoing strategic initiatives and prior studies, surveys, and reports to understand
previously identified opportunities and current efforts to improve Metro internally.

e Reviewed performance statistics to understand Metro’s existing operations, financial, and safety
performance.

e Conducted reviews of peer institutions.




3.3.2 Strategy Framework and Plan Development

After compiling the diagnostic data, Metro began a series of workshops designed to align the organization’s Board and
management around a strategic framework and transformation plan. The workshops, held throughout fall 2022, were designed
to be highly collaborative, safe spaces for sharing ideas that could transform Metro. The initial workshop helped management
come together to agree on the strategy framework, review the current baseline, and discuss emerging opportunities and potential
risks. In subsequent workshops, Metro management reached a consensus on the core strategy, including the organizational
mission, core values, and a vision for the future.

Metro Board and management then established goals and objectives that link the organization’s vision for the future with clear
and measurable actions to drive progress. Metro management also agreed to a series of metrics and targets to measure
progress towards each of the plan’s goals and objectives as an accountability effort. The utilization of metrics is critical to the
process as they ensure the plan’s goals and objectives are data-driven, and that employees are accountable for and transparent
about progress.

Metrics for this effort have been separated into the following two categories:

e Goal Metrics: Metrics that are tied to specific goals and track progress across the entire organization.
e Objective Metrics: Metrics that are tied to specific objectives and track progress against specific objectives.

Metric progress and success will be evaluated based on improvements towards targets and will inform initiative programs. A
full list of metrics can be found in Appendix A, including descriptions, current measures, and targets. Figure 4 provides an
illustration of the provides an illustration of the strategy framework for the plan.

Figure 4: Strategy Framework lllustration

Mission
What we do and why we exist

Vision
What we aspire to be

Goals
How we will achieve the vision

Objectives

Objectives Our priorities to achieve the vision

Initiatives and metrics Initiatives and metrics
Specific actions and measures tied to objectives
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3.3.3 Community and Stakeholder Engagement Forums

After developing the initial strategic plan, Metro began the process of collecting input on the plan through stakeholder and
community engagement forums. This feedback period was designed to ensure that the plan’s mission, vision, values, and goals
aligned with those of Metro’s stakeholder groups. Stakeholder groups were based on Metro’s existing stakeholder database
and included the following groups:

e Metro Staff and Collective Bargaining Units

e Advisory committees (i.e., the Riders Advisory Council and Accessibility Advisory Committee)
e  Customers and community

e Public advocates and non-profit organizations

e Business community

e Government partners and elected officials

Figure 5 provides a summary of stakeholder engagement methods and forums used throughout the development of the plan.

Figure 5: Stakeholder Engagement Forums Summary

Strategic Transformation Plan development draws from a variety of sources

Interviews Customer Survey Staff Survey Meet Team Metro

60+ Interviews with ~2600 respondents across ~3450 respondents across Multiple community

customers, staff, and Board all metro services (Rall, all levels engagement meetings with
Bus, Access) Metro leadership

-

Seit

Staff Town Halls Stakeholder Meetings Workshops

Multiple open forums with Met with 100+ government Multiple collaborative
thousands of attendees partners, business leaders, sessions with Metro Board
in total advisory committees, and management

and advocates



3.3.4 Your Metro, The Way Forward Plan Framework

The result of Metro’s process was a comprehensive strategy focused on the most critical needs and desires of the Metro
community, customers, and staff. To thoughtfully create this strategy, Metro leveraged a framework to define different layers of
the strategy:

e Values and Mission: What Metro lives by and does
e Vision, Goals, and Objectives: \What Metro aspires to and where it wants to go

e Initiatives: How Metro will get there

Figure 6 provides an overview of the plan resulting from the plan development process. Section 4 and Section 5 provide
detailed explanations on the plan’s values, mission, vision, goals, objectives, and initiatives.

Figure 6: Your Metro, The Way Forward Plan Overview

Your Metro, The Way Forward

Values Safe Customer centric Equity focused Ethical Innovative
Mission Your Metro - Connecting you to possibilities
Vision The region’s trusted way to move more people safely and sustainably
Goals Service excellence Talented teams izl opportl_mlty Sustainability
and partnership
» Safety and security * Recruitment and retention * Regional network and + Financial sustainability
partner empowerment
* Reliability « Engagement, empowerment, and transit equity » Environmental sustainability
Objectives and recognition
+ Convenience + Community partnership
* Professional and technical and engagement

skill development

Activation Initiatives Metrics Board Reporting Public Facing Dashboards
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3.4 Equity Overview

Good public transportation is a powerful and unique driver
of equity. Safe, reliable, and efficient transit service enhances
mobility and connectivity to economic and social opportunities
for all DMV residents, and creates opportunity for equitable

employment. Social and racial equity are key components Social and racial equity are key
of the Your Metro, The Way Forward and are reflected components of Your Metro, The
throughout the plan’s goals, objectives, and initiatives. The Way Forward.

approach to soliciting public stakeholder input was grounded

in equity-based principles to ensure broad representation
and feedback. The initiatives address areas for opportunity
identified through surveys Metro conducted with employees
centered on diversity, equity, and inclusion.

While Metro has and will continue to take actions addressing equity through service and employment, it is critical that the agency’s
commitment to equity is institutionalized because if equity is not considered in decision-making processes, transportation can
unintentionally play a role in creating and reinforcing the region’s inequities.

3.4.1 Equity through System Design

Metro defines an equitable transit system as one that provides an outcome where everyone can use the transit system to
access the region’s opportunities and resources. Metro has created an equitable transit system by:

e Acknowledging some populations, particularly those of color, low-income, and/or with disabilities, disproportionately
experience injustice across many facets of life due to longstanding, structural challenges.

e Recognizing that the agency’s investments and operational decisions change lives and therefore commit to intentionally
prioritizing equity when designing, implementing, and evaluating strategies, policies, practices, and investments.

Metro is actively working to improve equity in the DMV as a mobility provider and understands that it serves a diverse community
of customers: through the provision of transit service, Metro provides many customers with the means to gain a foothold in the
economy.* In 2016, the Metrorail Passenger Survey reported that 16 percent of its rail riders were low income and 45 percent
were people of color, compared to the regional statistics in Table 2. In 2018, the Metrobus Passenger Survey reported riders at
55 percent low income and 80 percent people of color as compared to regional statistics in Table 2 below.

4 https.//www.nytimes.com/2015/05/07/upshot/transportation-emerges-as-crucial-to-escaping-poverty.html



Table 2: Regional Demographics

City/County Percent Low Income Percent People of Color
Alexandria City 22% 50%
Arlington County 15% 40%
DC 27% 64%
Fairfax City 19% 43%
Fairfax County 20% 55%
Falls Church City 7% 30%
Loudoun County 16% 49%
Montgomery County 21% 60%
Prince George’s County 27% 88%

3.4.2 Equity through Employment

Metro defines equitable employment as an outcome where anyone, regardless of identity, can achieve success in the workplace.
Metro has become an equitable employer by:

e Committing to the provision and maintenance of a work environment that recognizes, understands, respects, and
encourages the unique contributions of each member of the agency’s workforce.

e Creating and implementing policies, practices, and procedures that ensure fair treatment of all employees.

e Making non-biased decisions on promotion, training, professional development, and other opportunities as a result of
employment based on merit.

Metro is actively improving equity in the region as a major employer and contractor of services. Metro provides career opportunities
for approximately 12,000 staff, values a diverse workforce, and aims to recruit and hire employees that reflect the community
served. Metro spends more than $175M annually to support small, female-owned, and/or minority-owned businesses. Further,
in May 2022, Metro joined over 80 other American Public Transportation Association (APTA) members to commit to making
racial equity an explicit strategic priority as part of the APTA Racial Equity Commitment Pilot Program. While equity is a core
value at Metro, incorporating equity into the plan is an important step in delivering on the agency’s commitment to prioritizing
equity and advancing it as part of a comprehensive framework.

As part of Metro’s commitment to APTA's pilot program, the agency pledged to undertake annual diversity, equity, and inclusion
(DEI) climate assessments and to put in place evidence-informed policies, practices, programs, and processes for creating and
maintaining inclusive and equitable environments for employees and customers. The plan’s goals related to talented teams and
regional opportunity outline specific objectives and actions Metro will take to ensure equitable opportunities for all Metro employees.
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04 .Mission, Vision, and Values

The plan’s mission, vision, and values resulting from the plan development process are defined by what Metro lives by and does,
and what Metro aspires to be and where the agency wants to go.

Metro’s mission: Your Metro — Connecting you to possibilities

4.1 Mission

The mission statement defines what the agency lives by and does regarding business practices and providing transit service.
In coordination with the Board and through the plan’s stakeholder engagement effort, Metro developed the following mission
statement for this plan: “Your Metro - Connecting you to possibilities.”

Metro exists to serve the DMV by providing connections and mobility to everyone that lives in or visits the area. Metro currently
does so by connecting:

e  Children to schools, empowering them to fulffill their dreams and build a better future
e Talent to the workforce, fostering opportunities for employers and employees, and making the DMV a more prosperous area
e People to entertainment, culture, and sports, nurturing a vibrant and diverse metropolitan area

e Tourists to the nation’s capital and unique attractions, enabling them to explore nature, art, and America’s history in a place
like no other

e Families and friends together, providing access to be closer to the people they most care about

Metro provides these connections through the large and complex transportation system the agency manages and the committed
and dedicated employees that support the system, fostering prosperity and quality of life across the DMV.



Metro’s vision: The region’s trusted way to move more people safely and sustainably

4.2 Vision

The plan’s vision statement will guide Metro’s aspirations for transformation over the next five years and beyond. Metro developed
the following vision statement for the transformation effort: “Become the region’s trusted way to move more people safely
and sustainably.”

To build on its mission, Metro will become the preferred way of travel in the DMV, as well as a trustworthy system that provides
safe, reliable, and seamless transportation that is accessible to everyone and increases access to opportunity. As customer
needs change, Metro will evolve to continue providing a modern, convenient, equitable, and enjoyable travel experience
customers are willing to recommend.

Metro will be an impactful employer, sustained by a talented, diverse, and engaged workforce that is proud to serve the region
and has a strong sense of community. Metro will be a great place for its employees and enable everyone to experience a
rewarding and meaningful career.

On a broader level, Metro will be a foundation of the DMV’s prosperity by designing the transit solutions that the community

requires. As the DMV’s primary tool for environmental sustainability, Metro will combat climate change by providing mobility
choice which will enable the DMV to achieve its climate goals.

4.3 Values

Metro has a set of core values that make up the foundation for all the decisions and actions that the organization and its
employees make to accomplish the agency’s mission. Table 3 displays and defines the agency’s core values.

Table 3: Metro Values
_ Metro does everything with the safety of customers and employers at the top of mind.

Customer-centric Metro exists to serve our customers and the region; everything Metro does is in the
pursuit of better service.

Equity-focused Metro values and benefits from the diversity of this region and advances equity through
our services.

Metro is ethical and transparent.

m Metro thinks boldly and challenges the status quo to continuously improve.
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O5.Goals, Objectives, Metrics, and Initiatives

Metro has identified four goals that represent long-term outcomes that the plan seeks to achieve. Each goal is paired with select
thematic objectives that serve as measurable actions to achieve the overarching goal. Figure 7 displays goals and objectives for
this plan. The plan is activated and accounted for through the initiative programs, metrics, public dashboard, and Board reporting.

Figure 7: Goals and Vision Alignment

Goal 1: Service Excellence Goal 2: Talented Teams

+ Objective 2A) Recruitment
and retention

+ Objective 1A) Safety
and security

+ Objective 1B) Reliability
+ Objective 1C) Convenience

+ Objective 2B) Engagement,
empowerment and

. recognition
The region’s trusted way i * Objective 2C)
to move more people safely i Professional and technical
and sustainably i skill development

Goal 3: Regional Opportunity Goal 4: Sustainability:

and Partnership

+ Objective 4A) Financial
+ Objective 3A) Regional network sustainability
and partner optimization and

X . + Objective 4B) Environmental
transit equity

sustainability

+ Objective 3B) Community
partnership and engagement

Following the development of goals and objectives, Metro identified initiative programs that will tactically drive progress through
the grouping and implementation of specific projects. The initiative programs are not designed to be an exhaustive list, but merely
a proposed starting point for Metro’s transformation; accordingly, initiative programs will be added as innovation and/or other
proposals become apparent and will be prioritized across multiple years. The plan’s initial initiative programs, detailed in the
sections below, resulted in “near-term focus” lists, or projects, that are ongoing or likely to begin within the next year. These focus
areas will help kick-off Metro’s five-year transformation.

Metro aims to use these initiative programs and the strategic framework as future prioritization and funding guidelines. The annual
budget process will determine which specific projects or initiatives are funded within the broader plan each year.



5.1 Goal 1: Service Excellence

Deliver safe, reliable, convenient, equitable, accessible,
=% and enjoyable service for customers.

g@ Service excellence

Customer feedback makes it clear that customers want safe, reliable, convenient, equitable, accessible, and enjoyable service.
Surveys used to create a snapshot and inform this plan show that less than 70 percent of customers are satisfied with Metro.

This is a 15 percentage-point difference from pre-pandemic satisfaction® and even fewer customers (around 55 percent) are
confident in Metro’s ability to improve.” However, more recent surveys are showing these numbers are trending higher.

To improve service throughout the system, Metro
has established three objectives: Near-term focus:

A. Safety and security Improve reliability of real time bus tracking information

B. Reliability Increase number of 7000-series trains in operation

C. Convenience
Rehabilitate Yellow Line tunnel and bridge

These objectives are supported by initiative Enhance customer experience

programs. Progress will be measured through a

mixture of operational performance metrics (e.g., Improve wayfinding and digital signage
on-time performance) and customer satisfaction Integrate customer call center

metrics obtained through surveys. Detailed
information on the metrics can be found in Expand last-mile connectivity

Appendix A.

5 Metro Customer Satisfaction Survey, 8/24/2022 to 9/14/2022
¢ Metro Performance Report, Fiscal Year 2022
" Metro Customer Satisfaction Survey, 8/24/2022 to 9/14/2022
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5.1.1 Objective 1A: Safety and Security

Objective statement: Ensure all customers and employees feel safe and secure using and delivering services.

Fewer than two-thirds of riders across all modes of transportation are satisfied with their safety from crime or harassment while
riding Metro. Currently, only 56 percent of Metrobus customers and 58 percent of Metrorail customers believe that Metro is
proactive in notifying customers about safety issues.® Similar numbers of customers (57 percent of Metrobus customers and
52 percent of Metrorail customers) believe that Metro is proactive in addressing safety issues. However, ongoing and planned
Platform Improvement Project upgrades benefit customers’ feelings of safety; customers cite adequate lighting, presence of
Metro Transit Police Officers, use of cameras, and easy way to notify operators about safety issues as features to enhance
perceptions of safety while using Metro services. By expanding this kind of rail station and bus stop infrastructure improvement,
Metro can increase customer satisfaction, comfort, and safety.

éga] Preliminary initiative programs include:
A

8 - Metro Customer Satisfaction Survey, 8/24/2022 to 9/14/2022

Increase public orderliness and safety programs to increase passenger and employee safety and perceptions
of safety across the system.

Install safety-oriented station and bus stop infrastructure to improve passenger safety.

Enhance operational safety for employees from injury and assault.

Implement Safety Management System (SMS) to create a formal, organization-wide, data-driven
approach to proactive safety risk management, assuring effectiveness of safety risk mitigations, building a
positive safety culture, and reducing safety incidents.
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5.1.2 Objective 1B: Reliability

Objective statement: Provide dependable service that the community trusts.

Only half of Metro customers are currently satisfied with wait times between buses and trains. Too often, service delays and disruptions
impact customer commutes, with recent cuts to service frequencies contributing to an increase in these events. Customer on-time
rail performance fell from 91 percent (from July 2020 through June 2021)° to 79 percent (from July 2021 through June 2022)°.

However, in the same period, Metro met the bus on-time performance target with 77 percent of buses arriving on time. Schedule
and service changes need to be clearly communicated so that customers are not left stranded. For example, customers relying on
buskETA, Metro’s real-time bus tracking service, reported that they have been left stranded due to incorrect information provided

about the arrival times.

Preliminary initiative programs include:

Repair and modernize infrastructure and equipment to minimize time in maintenance, number of failures, and

improve operational reliability.

Implement reliability-centered maintenance using advanced analytics, imagery, and other tools to improve and
coordinate preventative maintenance.

Improve operational effectiveness to deliver better service and improve maintenance with minimal disruption.

Complete the implementation of a Quality Management System (QMS) and continue to monitor outcomes
to better coordinate and direct activities.

Modernize signal infrastructure to allow for more consistent and efficient rail operation.

-3
K
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9 Metro Performance Report, Fiscal Year 2021

10 Metro Performance Report, Fiscal Year 2022
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5.1.3 Objective 1C: Convenience

Objective statement: Deliver frequent and accessible service that modernizes and enhances the customer
experience.

Customers should find transit easy, comfortable, and convenient. When a customer chooses to use Metro, they make their
decision based on available travel information, including travel time, service frequency, and location. The service needs to be
easily navigable and conveniently located. Customers should find it easy to plan and pay for rides, navigate through passenger
facilities (e.g., fare gates and escalators), and transfer between bus and rail.

Preliminary initiative programs include:

Modernize and enhance end-to-end customer experience for user-friendliness and attractiveness.

Optimize service and scheduling across system to improve frequency of service and allow for seamless transfers.

Improve customer service and communications strategy to solicit consistent input and provide proactive,
frequent, and real-time support to customers.

Modernize station operations to streamline station management/operations to deliver consistent, high-quality
service across network.

Expand last-mile connectivity options to provide safe accessible routes to transit and critical amenities for

-3
K
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5.1.4. Service Excellence Example Initiatives

bicyclists (secured parking, bikeshare, scootershare, e-bikes, etc.) and pedestrians.

Table 4: Example Initiatives for Goal 1

Objective Example

e | aunch platform screen door pilot
Safety and

e security

e [ncrease visibility of Metro representatives
e | aunch Metro Integrated Control Center

e Increase number of 7000-series trains in operation and begin 8000-series train
1B Reliability implementation

¢ Rehabilitate Yellow Line tunnel and bridge

¢ Improve real time reliability of bus information

. ¢ Implementation of digital interfaces for customer information and to improve
1C Convenience o
wayfinding



5.2 Goal 2: Talented Teams

Q Attract, develop, and retain top talent where individuals feel

f@fﬁ\ Talented teams

valued, supported, and proud of their contribution.

With the large, specialized workforce required to support today’s service and tomorrow’s challenges, effective recruitment,

hiring, and employee development practices are key to providing quality service at Metro. However, it has become increasingly
difficult to recruit, train, and retain enough candidates to meet the organization’s needs. Metro must attract, develop and retain

top talent where individuals feel valued, supported, and proud of their contribution.

Metro has defined three objectives that will help
engage and support staff and increase staff pride.
These objectives are:

A. Recruitment and retention
B. Engagement, empowerment, and recognition

C. Professional and technical skill development

A series of initiative programs support each of
these objectives and the goal of talented teams
overall.

Near-term focus:

Expand talent pool through part-time jobs,
apprenticeship programs, and partnerships with
universities and technical and trade schools

Develop competency framework and redefine
career paths

Strengthen recognition efforts across the organization

Establish new office focused on Diversity, Equity,
and Inclusion

Progress will be measured through ongoing pulse surveys (e.g., wilingness to recommend Metro as a great place to work),

and performance metrics (e.g., employee turnover rate). Detailed information on the metrics for the Talented Teams goal can

be found in Appendix A.
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5.2.1 Objective 2A: Recruitment and Retention

Objective statement: Attract and retain the best talent at all levels of the organization to deliver Metro’s future
vision.

In November 2022, Metro had over a thousand vacant positions, including mission critical frontline roles like bus operators and
Metro Transit police officers. Transit agencies across the country are experiencing similar labor shortages that result in increased
workloads and difficulty meeting service schedules. Through this plan, Metro will expand its talent pipeline to increase access
to candidates and streamline its hiring processes to convert more offers into new hires and reduce vacancy rates. Metro is
competing against a competitive labor market in terms of compensation, benefits, and work flexibility. An efficient hiring process

is a vital element of ensuring adequate labor force to deliver service.

Preliminary initiative programs include:

Develop strategic workforce planning to close talent and skill gaps through recruiting, retraining, and/or upskilling.

Execute recruiting and hiring strategy to develop additional talent pools, increase access to candidates, and
reduce vacancies.

Establish employee value proposition to establish Metro as a great place to work, develop careers, increase
overall satisfaction, and have a positive impact in recruitment and retention.

Implement succession planning to provide continuity to the business and reduce uncertainty among staff.

K
2
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5.2.2 Objective 2B: Engagement, Empowerment, and Recognition

Objective statement: Empower employees and promote effective collaboration and continuous culture improvement
so employees feel supported, recognized, and engaged.

Engaged employees are more likely to stay at Metro and contribute to achieving its vision. Currently, 66 percent of staff would
recommend WMATA to friends as a great place to work.” However, surveys reveal opportunities to recognize staff for their
contribution and empower them to drive change. Additionally, the Covid-19 pandemic has made retaining talent harder. Most of
Metro’s employees are frontline workers who have directly faced the negative effects of the pandemic, including high degrees
of mental stress. Increased focus on supporting employee’s physical and emotional health through wellness and employee
assistance programs may increase Metro’s ability to retain talent.

Preliminary initiative programs include:

Develop culture change strategy to increase engagement across the organization.

Implement Diversity, Equity, and Inclusion (DEI) strategy and programs to ensure Metro provides opportunities
and representation to all cohorts and lead implementation of agency’s Racial and Social Equity Strategy.

Create innovation incubator to empower people with innovative ideas and foster creativity and innovation.
Rewarding and recognizing those who put forth noteworthy ideas that improve safe operations, increase
efficiencies, improve processes, and reduce silos.

Establish a performance evaluation framework that supports engagement and recognition across the
organization.

Implement realignment and business process improvement by identifying resource needs, clarifying decision
rights and accountabilities, eliminating duplication, and reducing inefficiencies.

Develop internal customer service strategy to enable better collaboration and positively impact external

BED B DR

customer service.

""Metro Staff Survey, 9/8/2022 to 9/20/2022
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5.2.3 Objective 2C: Professional and Technical Skill Development

Objective statement: Invest in staff to expand career pathways and develop the next generation of Metro leaders
and technical skills experts.

Employees at Metro look for support throughout their career lifecycle, including attractive work experiences and development
opportunities. There is an opportunity for the organization to support career paths more effectively through more specific
training programs. Training should also serve as a foundation of great performance. Innovative training methods and tools,
like simulation, can support staff in acquiring skills and capabilities to improve their individual performance and organizational
outcomes. Employees at Metro expressed the desire to strengthen leadership trainings for managers and supervisors that will
impact the rest of the organization and help develop the agency’s desire to develop future Metro leaders.

Preliminary initiative programs include:

Create talent / career / skills development plans that provide attractive work experiences and expands career
opportunities across Metro.

Establish center of excellence training academy to provide staff with the right skills and capabilities that Metro’s
operations require.

Provide leadership development and applied training programs to support emerging leaders and
develop the next generation of Metro leaders.

5.2.4 Talented Teams Example Initiatives
Table 5: Example Initiatives for Goal 2

Objective Example

e Partner with university and technical trade schools to increase candidate pipeline and

Recruitment and
expand talent pool

retention
¢ Develop competency framework and redefine career paths
Engagement, * Establish new office focused on diversity, equity, and inclusion
2B empowerment,

and recognition e Strengthen employee recognition efforts

e Provide leadership development and applied training programs to support emerging
Professional and

2C technical skill
development

leaders and develop the next generation of Metro leaders
e Centralize training structure for Metro employees and launch training academy
e Expand career pathways at Metro



5.3 Goal 3: Regional Opportunity and Partnership

Design transit service to move more people and
equitably connect a growing region.

Regional opportunity
and partnership

Metro works alongside over a dozen other bus, rail, and shared mobility providers in the region to connect people to jobs, critical

services, and amenities within the DMV. Metro will align service networks and customer information to maximize infrastructure,
enhance convenience, increase ridership, and promote equity in the region. Metro also contributes to livability and economic
growth by providing opportunities for small, female or minority-owned businesses. Further, Metro’s high quality transportation
options have played a major role in the location of major employers and household selection within the DMV, making the
agency’s service one of the most elastic criteria for economic development in the DMV. In this landscape, effective community
engagement and close collaboration with other transportation players, employers, small businesses, and developers is critical
to impact and sustain change.

Metro is also an integral part of the DMV economy.

Near-term focus:

Over half (54 percent) of the region’s jobs are within

a half-mile of a Metrorail station or Metrobus stop,

| -third (2 f th ion’
and nearly one-third (28 percent) of the region's Implement more frequent service on Green, Yellow,

property tax base is within a half-mile of a Metrorail and Orange lines

station.”” Despite many being accessible near
Develop and select a plan for the Blue, Orange, and

transit today, there are opportunities to enhance ) ) )
Silver Line Corridor

connectivity through partnerships with business

leaders and employers. Increased partnerships Redesign and implement bus network(s)

with major employers can make Metro more Implement simplified fare structure

affordable, increasing enroliment in free commuter .
Launch low-income fare program

programs like Smart Benefits.”
Establish housing production & affordability goals

for stations & high-capacity bus corridors that

Aligning regional service networks translates to
more seamless transit experience that allows
individuals to focus on what matters most to
them, without needing to think how to get there.
Improved fare and service policies and supporting
infrastructure contribute to amore equitable society.
Metro’s collaboration with other transportation
partners, businesses, and developments will
promote economic growth, enhance mobility
opportunities, and foster increased community
pride and ownership.

2 Metro Snapshot 2022

12 Smart Benefits is a WMATA commuting program that allows employees of participating employers to use public transportation to commute tax free and save up $1,200 per year; the program also provides

employers with tax benefits.

maximizes ridership potential

Create economic development plans for select
stations to grow counter-commute potential

Adopt policy to right-size parking and bus facilities
to accelerate transit-oriented development (TOD) on
Metro properies

Establish community relations office

Engage seniors, low-income, and other groups to
maximize awareness of products

Build directory for new Minority Business Enterprise
(MBE) program

Hold “Meet the Primes” training programs for
businesses to learn about opportunities
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Metro has defined two objectives that will help further regional opportunity and partnership, listed below:

A. Regional network and partner service optimization and transit equity

B. Community partnership and engagement

Metro also defined initiatives to support each objective and the goal overall. Metro expects partnership and community
engagement to continue to improve, translating to higher monthly ridership. Progress will be measured through several metrics
focused on frequency and convenience (e.g., percent of bus customer trips with 12 minutes or better frequency, average
number of jobs accessible within 30 minutes on Metro) and indicators of partnership (e.g., percent of contracted dollars for
small, female or minority-owned businesses). Detailed information on the metrics for the Regional Opportunity and Partnership

goal can be found in Appendix A.



5.3.1 Objective 3A: Regional Network and Partner Service Optimization and Transit Equity

Objective statement: Align regional service networks, fare and service policies and supporting infrastructure to
increase convenience, use of transit, equity in the region, and the role equity plays in Metro’s decision making.

Frequency, convenience, and affordability have become key drivers in mobility decision-making. Although customers value
the individual contributions of providers in the region, they often think of “public transit” cohesively and assume a high degree
of operational coordination. This means Metro needs continued focus on service coordination across agencies and ways to
improve system frequency, affordability, and convenience, while collaborating with other mobility providers and roadway owners
and operators to make transfers between systems seamless and arrival/departure data shared openly and frequently across
platforms. A future with more electric vehicles will increase our demand for energy and necessitate coordination with utility
providers to meet charging needs for both transit and personal vehicles.

Regional partnership will be undertaken in an equitable manner to ensure that Metro is accessible to all people who live in, work
in, or visit the region. By keeping the principle of equity at the forefront, Metro can improve access to opportunity and quality
of life for the region’s historically disenfranchised residents and communities. Understanding the barriers to and priorities for
transit in these communities will help to inform improvements in service access and affordability. Metro then can introduce new
programs, such as reduced fare options or work with jurisdictions to implement local policies to subsidize fares to better meet

customer needs.

Preliminary initiative programs include:

Initiate Metrorail service optimization to increase core frequency and enable efficient transfers where most

customers are riding.

Implement Better Bus network redesign to realign and expand bus service to best serve customers where and
when they need to travel.

Reevaluate fare policy to make fares simple and affordable to promote access to transit, while delivering
improvements to Metro’s payment system for easier access to transit.

Focus on customer-centric regional mobility to streamline customer information across services to
provide a better experience and increase regional transit use.

Establish transit equity advancement and policy actions to improve access to opportunity and quality of life for

&
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the region’s historically disenfranchised residents and communities.



5.3.2 Objective 3B: Community Partnership and Engagement

Objective statement: Collaborate with regional partners to promote economic growth, enhance access, and foster
sustainable community development that supports ridership recovery & resiliency.

Metro’s success will depend on its integration with several economic partners as well as the community at large. While Metro already
has some community relations dedicated personnel and initiatives, there is opportunity to establish a more formal office focused
and equipped to drive engagement as part of the recently announced realignment to support ongoing stakeholder engagement.

Preliminary initiative programs include:

Accelerate Transit oriented development (TOD) more densely and accelerate development near transit.

Program service capacity capital investments to make forward-thinking investments that increase Metro’s
capacity to expand transit service in the region.

Proactively engage with the community to deepen and expand Metro’s relationships with customers and foster a
sense of shared ownership in regional transit services.

5.3.3 Regional Opportunity and Partnership Example Initiatives
Table 6: Example Initiatives for Goal 3

Objective Example

¢ Develop and select a plan for the Blue, Orange Silver Line Corridor

Regional
netgwork and (a potential mega-investment to increase regional transit ridership, address East-West
3A partner service transit capacity constraints, and support sustainable development)

optimization and

h . e Redesign and implement bus network(s)
transit equity

¢ | aunch simplified fare structure with low-income fare program

Community e Establish community relations office

3B partnership and e Build directory for new Minority Business Enterprise program

engagement e Promote transit-oriented development



5.4 Goal 4: Sustainability

Manage resources responsibly to achieve a sustainable
operating, capital, and environmental model.

Significant annual investments in Metro are necessary to keep services running efficiently, and to maintain a state of good repair

and continue system expansion. These investments help Metro provide excellent service, which is essential for driving ridership

and meeting community goals. Getting more people to ride Metro not only reduces roadway safety issues but is the best way

to cut down on travel-related carbon emissions in our region.

To deliver sustainability outcomes tactically, Metro
has defined two objectives for this goal:

A. Financial sustainability

B. Environmental sustainability

A series of initiatives will focus on each objective
to ensure Metro has resources to execute current
and proposed plans and contribute to a greener
DMV. Success and progress for each initiative
program will be measured through several financial
indicators like bond rating, and operating costs
among others. Environmental indicators related
to greenhouse gas emissions will be tracked
along with progress of Metro to transition to a
zero-emission fleet. Detailed information on the
initiatives and metrics for the sustainability goal
can be found in Appendix A.

Near-term focus:

Pursue state & local budget approvals of new dedicated
funding sources for transit operations and capital
investments

Pursue regulatory approvals and permits to allow outdoor
advertising at Metro properties & station entrances

Pursue portfolio funding solution to accelerate joint-
development feasibility

Monetize assets by offering leasing opportunities for
retail, parking, and bike facilities

Deploy new anti-fare evasion gates and displays at
demonstration stations

Strengthen policies, procedures, and data dashboards to
identify cost saving opportunities, improve cost controls,
and manage financial resources more efficiently

Adopt decarbonization strategy

Complete solar carport installation and commissioning at
several stations

Improve rider recycling

Pursue green certifications for three new administrative
buildings and first certified transit station

Launch climate resiliency program
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5.4.1 Objective 4A: Financial Sustainability

Objective statement: Establish dedicated, ongoing, regional funding to support multi-year operating and capital
plans and steward public investment.

Metro will achieve financial sustainability to invest in and fund Your Metro’s goals and objectives. Metro faces major challenges
to fund existing and improved service levels, financial sustainability will provide the certainty that Metro will be there as a mobility
choice for riders and for location-based decisions. Federal relief funding ends in 2024 and Metro will only be able to cover 70
percent of costs to run the system at existing service levels. To achieve financial sustainability, Metro needs to close funding gaps
through dedicated public investments, reduced fare evasion, increased advertising, and expanded corporate partnerships, among
other efforts. Metro will steward resources effectively as well through strategic sourcing and optimized asset management. Metro
cannot provide service levels without sufficient funding and resources and will fall short on executing initiatives that improve service,
empower employees and support decarbonization, natural resource stewardship, and climate resiliency.

0 Preliminary initiative programs include:

Secure dedicated, ongoing, regional, non-fare, non-subsidy funding stream(s) to increase funding and
resources supporting projected/optimal service and related capital investments.

Update subsidy formula and jurisdictional funding model to increase focus on servicing the region’s and
customers’ needs.

Optimize advertising strategy to increase non-fare revenue through more relevant and visible ads for riders and
non-riders via outdoor digital displays (e.g., at station entrances, buses, etc.), corporate partnerships, or other
revenue opportunities.

Expand non-fare, non-advertising revenue to better utilize existing spaces in stations/lines to drive
revenue (e.g., station commercialization/retail, joint development, and parking leases).

Improve asset management and cost-effective sourcing of materials and contract services to be a better
steward of resources and service delivery to modernize and reduce costs.

Mitigate fare evasion to increase fare revenue and reduce instances of passengers boarding without paying fare
or tapping free ride program cards.




5.4.2 Objective 4B: Environmental Sustainability

Objective statement: Take action to combat climate change, adapt to its impacts, and steward natural resources.

In 2019-2020, Metro helped the DMV avoid nearly 300,000 metric
tons of CO2 emissions,” the equivalent of taking more than
65,000 cars off the road. Metro is a major energy consumer and
can support regional decarbonization efforts by reducing energy
and resource consumption, increasing energy efficiency, investing
in carbon-free clean energy sources (like solar), and transition to
zero-emission vehicles in line with regional sustainability efforts
and innovations. Metro must continue to help the region achieve
its decarbonization, clean energy, and zero-emission vehicle
implementation targets. Metro will also actively contribute to
regional environmental sustainability to ensure livability and health
for DMV residents. Removing cars from the road saves people time
in their commute and provides them with cleaner air to breathe.

Preliminary initiative programs include:

667,000

Estimated Regional

Emissions without Metro

367,000

Metro’s Emissions

300,000
Regional Emissions Avoided
Metro’s Positive Impact

Estimated net avoided tailpipe emissions in
metric tons of CO2 (FY19)

(including pursuing green certifications for buildings).

5.4.3 Sustainability Example Initiatives
Table 7: Example Initiatives for Goal 4

Decarbonize Metro infrastructure and equipment to eliminate use of fossil fuels from Metro business through
carbon-free energy sources such as solar power utilization, and a transition to zero emission vehicles.

Optimize natural resource stewardship to protect, conserve, and enhance places where Metro operates
(including promoting recycling, greenspace, water and stormwater management and other sustainable practices).

Modernize design, construction, and operations to meet sustainability and climate resiliency challenges

Objective Example

e Reduce non-revenue vehicle fleet and plan for transition to zero emission bus and

4A Financial e Strengthen digital and other pathways to increase advertising revenue
sustainability e Explore dedicated public investment for Metro
e Adopt decarbonization strategy
4B Environmental

sustainability non-revenue vehicle fleet

e |Increase percent of energy procured from renewable sources

' Metro analysis, https.//www.wmata.com/iniliatives/sustainability/Metros-CO2-Emissions.cfm
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O6.Plan Management and Internal
Progress Tracking

6.1 Your Metro Transformation Office

The plan establishes the foundation for the organization moving forward, and Metro will monitor and report on progress as it
works to meet the goals and objectives. Following Board adoption of the plan and to manage progress Metro will establish
the Your Metro Transformation Office. The Your Metro Transformation Office will facilitate the coordination and implementation
of the initiatives, while facilitating collaboration enterprise-wide. Metro will be accountable to report progress to the public
at Board meetings using established metrics on an ongoing basis. The Your Metro Transformation Office will also manage
feedback channels with stakeholders, including customers, elected officials, employees, and others in the region as it relates
to the ongoing initiatives and performance detailed in the plan. This elevated transparency will help hold Metro accountable for
progress, while allowing for additional input from customers and the region about their evolving needs. This enables the plan
and execution to be continuously improved.

Your Metro, the Way Forward is meant to be dynamic and
continuously evolve with customer and employee needs.

While some parts of this plan are already ongoing, some .
P P Y ongeng Elevated transparency will

help hold Metro accountable
for progress, while allowing
for additional input from
customers and the region
about their evolving needs.

of the initiatives have not begun. Metro will need to assess
funding to execute the plan in full, as several of the objectives
will be tied to future funding availability. Ongoing and iterative
initiative program prioritization (e.g., sequencing on when to
start and end projects in line with other priorities) will help

guide the investment decision making. Additionally, as the
region’s needs evolve, Metro may determine additional
initiatives or opportunities to progress towards the vision
and will have the flexibility to adjust priorities while still
achieving the objectives of the strategic plan.

The Your Metro Transformation Office will work with the newly established community engagement team to enhance public
engagement and transparency of plan implementation. Metro will continue to engage key stakeholders to assess initiative program
and plan progress, including periodic customer and employee surveys and other engagement forums (e.g., commmunity meetings) to
assess current sentiment and collect ongoing feedback.

Metro is committed to a culture of continuous improvement and transparency. The Your Metro Transformation Office will be
tasked with plan implementation, but the entire organization will realize the plan’s vision to become the DMV'’s trusted way to
move more people safely and sustainably.

Despite the challenges over the last few years, Metro will continue to keep the economy thriving and bring residents and visitors to
the places they want to be. The plan charts a path to thoughtful and strategic continuous improvement and establishes clear and
visible priorities for Metro, expands transparency around Metro’s performance through defined metrics, and will help to promote
collaboration amongst Metro’s employees and with agency partners. Your Metro, The Way Forward will guide Metro and create more
possibilities for the region.



Appendix A. Metrics and Targets

Metro developed and incorporated metrics to monitor plan progress. The utilization of metrics is critical to the process as they
ensure the plan’s goals and objectives are data-driven, and that employees are accountable for and transparent about progress.

Metric progress and success will be evaluated based on improvements towards targets. Targets will be set annually as part
of a routine and transparent process, and progress will be tied to budget allocation and funding availability. While goal metrics
will be organization-wide, certain departments will be tasked as primary owners of objective metrics. Primary owners will be
responsible for annual target-setting and overall progress. Metro will work rigorously to drive progress for each metric, with the
aim of reaching targets in five years or less; accordingly, Metro will work to achieve most targets by 2028. However, there are
some exceptions. There are metrics where ongoing efforts mean targets will be attained before 2028 or after (based on how
long initiatives driving the metrics will last before seeing meaningful results). There are also metrics where Metro is focused on
driving sustained change year over year or a positive trend. For these, targets are phrased as year-over-year changes or trends
(e.g., reduce by 1 percent per year).

Management will report to the Board and its committees regularly on each metric. Through a publicly available dashboard,
Metro will report on progress across metrics, including customer satisfaction, employee perceptions of working at Metro,
financial measures, impacts on emissions in the region, and community engagement, among others. The process for selecting
performance metrics for the plan was a collaborative effort between Metro’s Board and management. Metro’s Board and
management considered various metrics at an initial workshop. Metro’s management then refined and proposed a set of core
metrics for each goal and objective in collaboration with their respective teams and subject matter experts. Management then
developed targets for each metric and presented metrics and proposed targets to the Board in a subsequent workshop at
which the Board and management agreed to a final list of metrics.

In addition to the metrics outlined in this document, Metro tracks and manages many additional metrics. The metrics in
Appendix A represent core metrics that best track progress against the plan.

The tables below illustrate the alignment between the goals, objectives, metrics, and targets. The tables provide a brief
description of each goal and objective metric; metric baselines with dates and sources for the baseline; and the planned
reporting frequency. A dashboard with key metrics will be made publicly available following plan adoption as a mechanism for
stakeholders to monitor various metrics to more transparently track and report progress.
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Table A-1. Goal 1 Metrics and Targets

Goal/
Objective

Goal 1:
Service
excellence

Objective 1A:
Safety and
security

Metric Description Metric Target/ Reporting
Baseline Trend Frequency
Metrobus: 73%
General Eercent 2 survey respondgnts Lo Metrorail: 74%
indicated their last Metrorail/Metrobus/ o 85% or
customer . ) } " MetroAccess: Quarterly
. . MetroAccess trip as "very satisfactory" or above
SR "satisfactory" on a five-point scale 9%
Y P ' As of Sep-22
Number of Part 1 crimes per million
passenger trips.
Part 1 crime °8 Trend to-
rate Part 1 crimes defined by the FBI to As of FY 2023 ward target  Monthly
include: criminal homicide, forcible rape, (through Sep) of 0
aggravated assault, robbery, burglary,
larceny, motor vehicle theft, and arson.
Number of National Transit Database
reportable injuries per 10 million vehicle
revenue miles.
. . 35.9 Trend to-
Qgstomer !\lgtlgnal TransFF Database reportable As of FY 2023 ward target  Monthly
injury rate injuries include: any damage or harm to
o : . (through Sep) of 0
persons that requires immediate medical
attention away from the scene because
of a reportable event OR a serious injury
reported on rail.
L\:/luesttrgrrrz]ilelr Percent of survey respondents who
ercention/ indicated their safety from crime or 58% 75% or
percepl ) harassment aboard trains as “very As of Q3 2022 ° Quarterly
satisfaction: . A , ] . above
safety from satisfactory” or “satisfactory” on five-point
. scale.
crime
(’;Aui[trgr?wzsr Percent of respondents who indicated
) their satisfaction with safety from crime
perception/ P 64% 75% or
: C or harassment aboard bus as “very Quarterly
satisfaction: . .t p . . As of Q3 2022 above
safety from satisfactory” or “satisfactory” on five-point
crimg scale.
Employee 2.6 Trend to-
assault rate Ngmber Of. employee asgaults per 10 As of FY 2023 ward target  Quarterly
million vehicle revenue miles.
(through Sep) of 0
L 5.7 Trend to-
ilir.zploré?g ngegg; BRI (pE1100 As of FY 2023 ward target  Quarterly
jury ployees. (through Sep) of 0
Rail: 0.7%
Metrorail and Percent of passenger time in crowded Bus: 2.0% 5% or
Metrobus conditions (Rail: >100 people per car; As of FY 2023 beTow Monthly
crowding Bus: >40 people per 40’ bus). (through Sep)




Table A-1. Goal 1 Metrics and Targets

Goal/ Metric Description Metric Target/ Reporting
Objective Baseline Trend Frequency
gg;ae;/t/;ve LLEE Percent of customer journeys completed
y Metrorail on-time. On-time trips are those that take ~ 92% 95% or Monthly
on time less than the maximum amount of time As of FY 2023 abo?/e Data available
performance it should take per Metro’s schedule and (through Sep) daily
running times.
20 min routes:
Percent of timepoints delivered on-time 78%
Metrobus . . . ) ' 12 min routes: Monthly
! On-time timepoints are defined as no o 80% or .
on time more than 2 minutes early or 7 minutes 76% above Data available
performance 1) y As of FY 2023 daily
' (through Oct)
. . . 92.90%
MetroAccess Percent of vehicle arrivals at the pick-up Monthly
. . o ) : As of FY 2023 92% or .
on time location within the 30-minute pick-up Data available
. (through Sep) above .
performance window. daily
Percent of . '
Percent of rail service (stops) that was Trend
planned . 75%
) ) delivered compared to approved and towards Monthly
rail service . As of Oct-22
. published budget. 92%
delivered
PEeen! @i Percent of bus service (trips) that was
planned . P 98.2% 98% or
' delivered compared to approved and Monthly
bus service : As of Sep-22 above
. published budget.
delivered
Missed trips as a percent of trips
delivered. Missed trips are any of the
following:
e MetroAccess vehicle arrives after the
Missed scheduled pick-up window and
MetroAccess the customer does not take the trip. 0.94% 0.75% or Monthl
. e Any trip for which the customer does As of Sep-22 below Y
trips .
not take the trip.
e Any trip where the vehicle does not wait
for the required amount of time and
the customer does not take the trip.
Elevator:
Elevator and Percent of revenue hours that units are Elevator: 97.7% 98% or
escalator available. Units considered unavailable Escalator: 92.7%  above Monthl
availabilt if they are out of service for rehab, As of FY 2023 Escalator: Y
Y replacement, or maintenance. (through Sep) 93% or
above
Objective 1C: Rail: accuracy
; ) . . TBD
Convenience of real- Percent of trips with accurate real-time
. . L . Data not yet TBD Monthly
time arrival arrival information. )
. ) available
information
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Table A-1. Goal 1 Metrics and Targets

Goal/
Objective

Metric

Bus: accuracy
of real-

time arrival
information

Access:
accuracy of
real-time arrival
information

Metrobus
customer
satisfaction:
cleanliness

Metrorail
customer
satisfaction:
cleanliness

Last-mile
connectivity /
bicycle access

Description

Percent of trips with accurate real-time
arrival information.

Percent of operated trips with accurate
real-time arrival information provided to
customers.

Percent of survey respondents who
indicated their satisfaction with
cleanliness of bus as “very satisfactory” or
“satisfactory” on a five-point scale.

Percent of survey respondents who
indicated their satisfaction with cleanliness
of train as “very satisfactory” or
“satisfactory” on five-point scale.

Percent of survey respondents who
indicated that a bicycle was their primary
mode of access to transit

Metric Base-
line

86.3%
FY 2023 through
Sep

Not Yet Tracked

71%
As of FY 2023
(through Sep)

52%
As of FY 2023
(through Sep)

0.86%
As of 2016

Target/

Trend

88%

TBD

80% or
above

80% or
above

3.5%
By 2030
*Board
Goal

Reporting
Frequency

Monthly

Monthly

Quarterly

Quarterly

Annually




Table A-2: Goal 2 Metrics and Targets

Goal/ Metric Description Metric Target/ Reporting
Objective Baseline Trend Frequency
Goal 2: Staff Percent of staff that strongly
e e Rl Perception of  agree or agree with the following 669%
WMATA as statement “l would recommend As gf Sep-22 80% Quarterly
great placeto  WMATA to friends as a great place P
work to work” in a survey.
Objective 2A: Average number of days to fill a
Recruitment position, from application to being 123 days
and retention Time to hire ready for onboarding (includes As of FY 2022 90 days Monthly
non-represented employees and
Local 2 unionized workers).
Offer Percent of applicants for Metro
acceptance positions who were extended a Not Yet Tracked BD BD
rate job offer and accepted.
Number of workforce demographic
groups represented at parity 46 out of 82 Trend
Diversified or above in all job categories As of 2021 toward Twice a vear
workforce at WMATA when compared to target of y
the representative labor market, 82
including gender, race/ ethnicity.
Number of employees who left o
Volunta Metro voluntarily (e.g., left for 2§O<f;‘FY2022
Y another job), divided by total 2.0% Monthly
turnover rate . ]
number of active employees;
does not include retirement.
Objective 2B:
Engagement, Staff sentiment  Percent of staff that strongly 80%
empowerment,  about working  agree or agree with the following ° : o
and recognition ~ for WMATAIn  statement “I see myself working at S CSERAA 202 CNEREY
the future WMATA in one year” in a survey.
Percent of staff that strongly
Staff agree or agree with the following
erception of statement “At WMATA, | feel 38% 65% Quarter]
P P empowered to make decisions As of Sep-22 ° Y
empowerment . e
and implement new initiatives” in a
survey.
Percent of staff that strongly
Staff agree or agree with the following
' - - 24%
perception of statement “Communication As of Sep-22 65% Quarterly
collaboration between departments/ offices is P
efficient at WMATA” in a survey.
Percent of staff that strongly
Staff agree or agree with the following
perception statement “Our processes make 33% o
of process it easy to work well across offices As of Sep-22 60% Quarterly
efficiency and departments at WMATA” in a

survey.
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Table A-2: Goal 2 Metrics and Targets

Goal/ Metric Description Metric Target/ Reporting
Objective Baseline Trend Frequency
Staff Percent of staff that strongly 23% 65% Quarterly
perception of agree or agree with the following As of Sep-22
duplication of ~ statement “I rarely observe
activity duplication of activities in WMATA”
in a survey.
Staff Percent of staff that strongly 34% 60% Quarterly
perception of agree or agree with the following As of Sep-22
recognition statement "Teams who perform
well are recognized for it" in a
survey.
Staff Percent of staff that strongly agree 59% 80% Quarterly
perception or agree with the following statement  As of Sep-22
of Diversity, “WMATA actively seeks to enhance
Equity, and diversity, equity, and inclusion across
Inclusion the organization” in a survey.
Absenteeism Percent of total possible work hours  14.5% TBD Quarterly
rate that are missed due to employee As of FY 2022 Data available monthly

absences; total possible work
hours defined based on number of
filled/active positions at Metro (not
including vacancies).

Percent of respondents who

Internal indicated their satisfaction with the
customer service received from a supporting Not Yet Tracked TBD TBD
satisfaction department as "very satisfactory" or

"satisfactory" on five-point scale.

Objective 2C: Involuntary Number of employees who left 1.5% 1.5% Monthly
Professional turnover rate the organization involuntarily (e.g., As of FY 2022
and technical fired), divided by total number of
Skill active employees.
development
Staff Percent of staff that strongly agree 49% 75% Quarterly
perception or agree with the following statement  As of Sep-22
of support “I receive the help | need to learn

to learning & and grow professionally” in a survey.
development




Table A-3. Goal 3 Metrics and Targets

Goal/ Metric Description Metric Target/ Reporting
Objective P Baseline Trend Frequency
Goal 3: Monthly Average passenger trips per month (on 15.1M TBD Monthly
Regional ridership rail, farecard taps; on bus, Automated ~ As of FY' 2023
opportunity and Passenger Count (APC) ridership; on (through Sep)
partnership MetroAccess, passenger trips).
Objective 3A: Rail frequent Percent of rail customer trips with 6 65% 75% Annually
Regional service minutes or better frequency. As of Sep-22
network and
partner Bus frequent Percent of bus customer trips with ~ 30% 50% Annually
service service 12 minutes or better frequency. As of Sep-22
optimization
and.tranSIt Destination Avg. # of jobs accessible within 30 Not Yet Tracked +10% Annually
gy access min on Metro fixed route service *By 2025
Avg. # of jobs accessible within 60
min on Metro fixed route service;
includes time to get to and from
Metro station/stop walking and
time spent riding Metro services;
accounts for jobs based on
Longitudinal Employer-Household
Dynamics U.S. Census data.
Percent of Number of regional trips made <7% 7% Annually
transit mode on Metro and regional transit As of 2019 *By 2025
share operators / Total number of trips
within Metro’s service area.
Reduced Percentage of persons enrolled in Not Yet Tracked TBD TBD
fare program each program as a proportion of
enroliment eligible persons.
Objective 3B: Inclusive Percent of (non-federal) contracted 15% 21% Annually
Community contracting dollars with local small, female-owned,  As of 2022 *By 2025
partnership and and minority-owned businesses.
engagement
Transit- Number of stations with Metro-owned 32 stations 50 Annually
oriented property with residential & commercial ~ As of 2022 stations
development building projects (also called “joint *By 2032
on Metrorail development”) .
properties
Transit- Annual growth rate of new housing Not Yet Tracked TBD Annually
oriented and jobs along high-capacity bus
development corridors.
in high-
capacity bus
corridors
Community Percent of community partners that ~ Not Yet Tracked TBD Annually
engagement strongly agree or agree that Metro is

a good organization to work with.
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Table A-4. Goal 4 Metrics and Targets

Goal/
Objective

Goal 4:
Sustainability

Objective 4A:
Financial
sustainability

Metric Description Metrlc_: Target/ Reporting
Baseline Trend Frequency
. 0, 0,
Perpent of Ratio of funding to costs of projected RCIAL EOOA’
projected . As of 2022 Every year ~ Annually
. service for next calendar year.
service funded
Percent of Proportion of 10-year capital plan funded; ~60% 100%
capital plan capital plan to grow reflecting contractual As of FY23 CIP *Every year  Annually
funded obligations. and budget
Percent of difference between actual
Deviation operating expenses and budgeted -11% +/- 5%
to budget operating expenses; operating expenses As of FY22 Q4 *Every year ~ Annually
(operating) include staff salaries, marketing/advertising
costs, and utilities.
Percent of difference between actual capital
expenses and budgeted capital expenses;
- ) . -21% +/-5%
Deviation to capital expenses include contractor As of FY22 Q4 “Evervvear  Annuall
budget (capital)  salaries, budgeted vehicle and building VY Y
maintenance, new equipment, or software
purchases.
Equivalent of company credit score; measure Investment
Bond ratin of how well WMATA pays bills, manages AA rade credit  Annuall
9 financial operations, and contributes to As of June-22 9 A Y
! . rating
benefits/pensions.
E:/rgfgé ?r]:)m $ of all operating revenue that comes from 3.6%
non-passenger sources (i.e., non-fare and Based on FY23 5-10% Annually
non-fare, non- non-subsidy) / $ of all operating revenue budget
subsidy sources '
Percent of Proportion of budget that is allocated to ‘rainy
ooeratin day’ fund to prepare Metro for unforeseen 0% Trend to-
bB daet f?)r situations; percentage must match amount Based on FY22 ward target  Annually
9 of funds required to cover at least 1 month of ~ budget of 10%
reserves .
operating expenses.
Percentade Year-to-year growth in long-term, non-
ag funded WMATA responsibilities; includes
growth in . Index to
employee pensions (to be accessed post Not Yet Tracked Annually
unfunded ) Growth
responsibilities retlrement) and olther postemployment
benefits (OPEB) like healthcare.
Operating
expenses per Percent of operating costs / Vehicle revenue $16.85 Index to Annuall
vehicle revenue  miles. As of June 2022 Growth Y
mile
Passengers not paying fare as a percentage ~ Metrorail: ~13% Trend to-
Fare evasion of all trips, adjusted for non-working Metrobus: 33-45%  ward target ~ Annually
infrastructure. As of Q1 FY2023 of 0
Non-revenue Count of number of non-revenue 1524 owned TBD TBD

fleet

vehicles.

14 leased or rented




Table A-4. Goal 4 Metrics and Targets

Goal/
Objective

Objective 4B:

Environmental
sustainability

Metric

Greenhouse
Gas (GHG)
reduction

Greenhouse
Gas (GHG) per
revenue mile

Water use per
revenue mile

Percent of
renewable
(carbon-free)
electricity

Percent of fleet
that is zero-
emission

Number

of facilities
with green
certifications

Description

Metric tons of CO2e emissions avoided

by riding Metro, based on Metro’s share of
regional trips; to be presented publicly as
equivalent to reducing emissions from x car
trips.

Metric tons of CO2e emissions / vehicle
revenue mile (including rail, bus, and
paratransit vehicles).

Gallons of water used by facilities and fleet /
Vehicle revenue miles.

Percent of Metro’s electricity consumption
from renewable energy sources (through
contractual renewals, purchasing credits, or
solar power initiatives).

Number of buses that are zero-emission/
total buses.

Number of non-revenue or support vehicles
that are zero-emission/total non-revenue or
support vehicles.

Number of paratransit vehicles that are
zero-emission/total paratransit vehicles.

Total count of facilities that have obtained
green certifications like LEED, Envision,
among others.

Metric Baseline

233,710
As of FY 2021

3.34

As of FY 2022 (only

rail and bus)

0.99
As of FY 2022

12%
As of FY 2022

<1%
As of Oct-22

Not Yet Tracked

Target/
Trend

+10%

0
*By 2050

100%
*By 2033

Bus: 100%
*By 2045

Non-reve-
nue: 100%
*By 2050

Paratransit:

100%
*By 2050

TBD

Reporting

Frequency

Annually

Annually

Annually

Annually

Annually

Annually
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