
Metro Access

Digital and AI Ecosystem 
Executive Committee

Accelerating WMATA’s Modernization 
Journey through Digital and AI

July 10, 2025



Digital and AI Ecosystem 
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Outdated processes and systems are holding us back

Across our workflows, our
systems limit the right data and

insights (e.g., for Fleet and
Facilities maintenance)

Significant
Frontline Frictions

Manual and paper-based
processes require significant
change to modernize ways of 

working

Manual processes
to be automated

Legacy systems
(e.g., Asset Management)
drive risk and complexity

Complex legacy ecosystem 
difficult to change

Metrobus
Operations “Daybook”

Video Monitoring 
at MICC

Background
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Last 24 Months Next 2 – 4 Years 5+ Years

Establish Service 
& Team Structure

Modernize & Accelerate
Digital and AI Ecosystem Continuously Innovate

• Improved service delivery
• Established strong teams

to manage daily operations
• Launched big 

modernization efforts

• Reimagine workflows with Digital and AI
• Deliver solutions that enable outcomes
• Solve Frontline frictions

1 2 3

• Modernize our
core systems and
infrastructure

• Achieve cost efficiencies 
and optimization

• Accelerate how
we deliver services

• Upskilled Talent and Product practices
fully embedded 

• Legacy systems fully replaced
with modern technology/architecture

• All our work delivered through the new 
collaboration model & ways of working

WMATA is on a journey to modernize our transit ecosystem which 
requires us to accelerate Digital and AI

Va
lu

e

We are at a critical 
inflection point

Background



4Driving towards our Strategic Transformation Plan (STP) Goals

New tech capabilities in Transit ops (e.g., Enterprise Video Systems, 
reduced DLY 95%) & Cust. experience (e.g., MetroPulse, Tap. Ride. Go.)

Launched multi-year foundational modernization (E.g., ERP, 
Maximo, Network fabric, Digitization of Rolling Stock) 

Established financial stewardship (E.g., New technology governance 
and purchasing policies) 

Reset the Digital Modernization org with redefined core capabilities, 
special event protocols, and momentum behind digital competencies

Developed a longer-term digital/AI strategy and initiated the shift 
toward a modern, data-driven tech ecosystem, focused on innovation

…But there is 
much more to 
unlock for our
customers, 
teams, and 
partners 

Key tech and digital accomplishments
over the past two years

Background

Service
excellence

Talented
teams

Regional opportunity 
and partnership

Financial stewardship 
and resource 
management



5

Robust organization in place, with further capability build ongoing
Digital Modernization Org (385 FTE)

Organization fully reset and operating over last two years Capabilities being expanded/transformed

Standing up new Governance, Vendor mgmt., Resource mgmt., etc.

92%
Call response 
within 30s, vs 

90% target

82%
1st call resolution 
for incidents, vs 

75% industry std.

355 → 219
Improvement in 
Cyber Exposure 

Score (375 
industry average)

53% → 86%
Cyber training 

compliance 
(targeting 95%)

10+
Systems currently 

undergoing 
modernization

50 → 0
Reduction in non-
compliances on 

quality audits from 
2018-2024

AI activation
Planning & pilots 

for AI and 
transforming data 

use, Microsoft 
productivity, 

GenAI use cases, 
and SMART 

Data Hub

Transformation 
Launched

with detail on 
coming pages

Service 
Delivery

Cyber-
security

Business
Applications

Digital
Ecosystem 

Acceleration

Enterprise 
Architecture

Data
and AI

Background

99.99%+
Uptime for critical 

train mgmt. 
systems (E.g., 

AIM, TPS)

207.5M 
fare transactions 

in CY2024

Operational 
Technology

Infrastructure

$2.5M
Savings to date; 
$7.7M potential

28.8%
Reduction in 

cellular plan cost

Hybrid
Cloud + data 
center model
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Future-fit foundation vs. Adding more on legacy

Modern
Technology
Stack

Clean and liberate our data to unlock value & insights

Gradually migrate to modern ‘lean scoped’ core systems 

Vision

Outcome-driven products gradually move us to a 
modern Digital/AI ecosystem

Start small with a “Minimum Viable” Product, test and 
learn, and build towards a clear North Star 

E.g. Fleet
Maintenance

Digital Products to solve frontline needs

3 Modular Solutions

Outcomes

Focus on Business Outcomes vs. Tech-for-Tech
E.g. Parts
Management

E.g. Fleet
Maintenance

1

Infrastructure Public
Cloud

Data, Analytics, & AI

Clean Data

Core Systems of Record ERP

Private
Infra

Asset
Mgmt.

New Data

2
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Modernization 
virtuous cycle

Our roadmap of Digital Modernization initiatives over next ~2 yrs.
Roadmap

FY27 FY28+July  – Dec 2025 Jan – Jun 2026

Core Systems 
Modernization & 
Transformation

Tech 
Infrastructure
& Foundation

• Network Fabric Phase 1: 34 garages / yards, 13 stations
• Help Desk Transformation Phase 1
• Software and IT Asset Management
• Foundational Data Security and Responsible AI work: 

Ongoing Data tagging, AI Policy, Data Warehousing, AI Security

• Help Desk Phase 2

• Network fabric: Continued rollout through 2028

• ERP Deployment (Finance, Procurement, Human Capital)
• Call Center Modernization (Metro Access, MTPD, Help Desk)
• Scheduling Modernization (Trapeze to Hastus)

• Enterprise Asset Management Modernization and Upgrade (Maximo) – Power, Facilities, Fleet, Supply Chain, 
Comms & Signaling, Track and Structures, MICC, and REAM (Reliability)

Digital/AI 
Acceleration to 
enable our teams

“Minimum Viable Products”

• Metrorail Rulebook Digitization
• Bus Fleet Maintenance Assistant 
• Facilities Frontline Workflow app
• Warranty Mgmt process
• Smart Data Hub Pilot

• Roadway Worker Safety
• Enterprise Data Platform 

Iterate and expand
based on value

Iterate and expand
based on value

Minimum Viable Products

• Rolling Stock Digitization (6k video & signs, 7k video)
• Video Enabled Operations (Video management system)
• Ticket Citation App (Non-revenue)
• Customer 360 - Wmata.com & Unified Content Management System

Additional programs to be 
planned and prioritized

• E.g. CRM
• E.g. Predictive Maintenance
• E.g. Garage and Yard 

Automation
Continuous improvement of 
deployed systems
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AI spotlight: WMATA pursuing six opportunities

Help Staff be
productive to 
drive adoption

Reshape our workflows, 
not just “throwing AI” at 
the problem 

Move the needle on
key business problems

Customer Experience
E.g., Chatbot to enable
self-serve Wayfinding

Supply Chain Optimization
E.g., Reducing costs by improving
Warranty Claims effectiveness 

E.g. Parts search to improve 
visibility, optimize inventory

Frontline digitization
E.g., MetroRail Rule Book Search

E.g. Facilities frontline app to
capture work notes and status

Our approach to selecting the right Digital/AI opportunities

Vision

Bus fleet maintenance
E.g., AI assistance to guide techs, 
capture voice notes, 
Repair command center that brings 
sensors, fault codes, repair history, 
manuals into a single view

Video enabled
operations
E.g., Mitigating fare evasion,
analyzing passenger volumes

Procurement and
Human Capital
E.g., AI-generated job
descriptions
E.g., Intelligent Contract search
and spend optimization
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How we will get there: Two-speed approach

Continuously 
Delivering 

Business Value

Concurrently 
Modernizing and 

Evolving

Re-enforcing 
Transformation

al Change

Core system 
modernization

Collaboration 
model

Ways of 
working

Architecture Org 
capabilities

Build and Scale 
New Digital Products Wave 1

Wave 2

Wave 3

Building new capabilities and evolving 
WMATA's digital ecosystem

How to achieve
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We are establishing a new delivery model focused on outcomes

 Obsessive focus on delivering 
customer and business outcomes
(Few big rocks vs. long list of POCs)

 Start small, think big, Continuous 
value delivery (vs. big bang)

 Engaging and empowering frontline 
teams to solve & drive rapid adoption

 Fast Lane governance

 Multi-disciplinary teamwork

 Solutions "that really work" for users, avoid 
‘tech for tech’ or ‘vendor solution lock-in’

Speed to rollout

Effectiveness of solution

Adoption by end-users

Impact
• 100s of users
• 3x ROI vs. traditional tech efforts
• Transform core processes

New Collaboration Model Digital Way of Working
breaks from traditional IT methods Outcomes

How to achieve

Business
Leaders

Front-Line 
Teams Multi-

disciplinary
Digital

expertise
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Spotlight: Let’s re-live this new 
way of working with our Bus 
Fleet & Facilities teams

Video Placeholder

How to achieve



14

How we will rigorously track ROI from AI/Digital investments
Illustrative

PRODUCT EFFECTIVENESS

E.g. Supply Chain: Parts Search and Inventory tracking
E.g. Fleet: Repair History, Manuals, and Fleet Profile
E.g. Facilities: Clean Work Order information and Status

PRODUCT ADOPTION

E.g. Asset Availability
and Reliability

E.g. Customer and 
Employee Satisfaction

E.g. Wrench Time and 
Utilization

E.g. Maintenance Cost,
Preventative vs. Corrective

STRATEGIC
OUTCOMES

OPERATIONAL 
METRICS

PRODUCT 
SUCCESS 
METRICS

Product
Features/

Use Cases

D
riv
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ab
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Goal: Use AI to maximize 
outcomes from key 
decisions and re-imagine 
workflows across WMATA

Time saved

Frictions reduced

Goal: Maximize adoption 
and speed of learning How many use it?

E.g., frictions reduced

How to achieve

Service
excellence

Talented
teams

Regional opportunity
and partnership

Financial stewardship and 
resource management



15

What’s ahead in Metro’s Digital and AI Journey: Acceleration

2026
Digitizing and 
sustaining end-
to-end 
workflows

Where we have been Where we are Where we’re going

2H 2025
Roll-out AI Training across 
departments

Select Maximo partners 
and launch program

6K Enterprise Video 
System go-live

Aug-Dec 2025
Building Bus & 
Facilities maintenance 
product MVPs
AI safety rulebook 
product MVP

July 2025

Defining Maximo upgrade 
strategy & path

2024
Established Digital and AI
Ecosystem Roadmap

2024
Launched key
foundational initiatives

• Data infrastructure
(FTA $2M Grant)

• Network fabric

Continuously 
Delivering 
Business 

Value

Concurrently
Modernizing 
and Evolving

2H 2025-1H 2026
Scaling AI/Data 
products

Building 
Ecosystem “one 
slice at a time”

2026
ERP go-live
Maximo 
deployment 
begins

1H 2025
Launched Digital 
Ecosystem
Engaged frontline 
in digital workshops

How to achieve
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