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Project Overview

From Saturday, June 1 through Saturday, August 31, 2024, Metro completed e Replaced 6,500 feet of deteriorated rail to improve the safety of the rail
a three-month construction project on the Red Line to perform critical safety network and train service on the Red Line.

repairs, perform essential maintenance, and improve the customer experience

in coordination with the construction of a new mezzanine at the Silver Spring * Replaced 345 signs at entrances, mezzanines, and platforms to improve
Station for the future Maryland Transit Administration (MTA) Purple Line. way-finding experience and access to information.

During construction, Red Line service was not available between Glenmont * Added 650 insulators to the third rail power cables. The insulation

and Takoma stations. In addition, the closure extended to Fort Totten from provides a moisture barrier and will ensure the safe and efficient
Saturday, June 1 to Thursday, June 27, 2024, closing Takoma station. operation of the electrified third rail, which provides power to the trains.
During the shutdown, Metro: e (leaned 40,000 feet of track bed and 8,500 feet of drains.

¢ Replaced six switch machines, 6,000 feet of grout pads, and 12 train

: . . Free shuttle buses replaced trains during the shutdown.
control processors to improve ride quality.

In response to customer feedback and construction in the area, Metro
introduced two new express shuttle options on Monday, July 1, to provide
customers with direct, one-stop options for their tips. The new Forest Glen
Express shuttle provided service between the Forest Glen and Fort Totten

e Restored 6,500 square feet of concrete and repaired 857 leaks between statiolns. The .new Silver Spring Exprgss shuttle provided service between
Glenmont and Fort Totten. the Silver Spring and Fort Totten stations.

¢ |nstalled more than 102,000 linear feet of fiber-optic cables between
Glenmont and Fort Totten. The cable improves signal and communications
systems, and paves the way for next-generation train signaling systems.
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Communications and Outreach Strategy
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Metro conducted an extensive communications and outreach campaign The communications plan ensured Metro met Title VI requirements and Metro’s
to ensure customers were aware of the impacts and travel alternatives federally-mandated and Board-approved Public Participation Plan (PPP). This
available to help them complete their journeys during construction. report summarizes the communications and outreach strategy and results.
The communications and outreach effort informed and engaged Metro

customers, stakeholders, and other target audiences; built awareness Campaign Duration

of why the work was necessary; and communicated the benefits to

communities around the impacted stations. Four months (May 18 - August 31, 2024)

The team used lessons learned from Metro’s Blue and Yellow Line Major
Construction and the 2023 Summer and Winter Construction projects to
build a plan and create materials that would resonate with customers. The
communications plan included a mixture of traditional and digital tactics
to reach various audiences through multiple channels. Tactics included
in-person outreach at impacted Metro stations, coordination with local
stakeholders and governments, social media posts, digital ad campaigns,
advertisements in multilingual newspapers, printed collateral, and signage.
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Target Audience and Objectives

Audiences Objectives

e External: Metro customers, elected officials, interagency/government e Announce project scope, locations, service impacts, and travel alternatives.

stakeholders, community stakeholders, and media » Coordinate with internal and external stakeholders.

¢ Internal: Metro employees, Metro Board of Directors, and committees ¢ Drive customer awareness of project impacts and alternatives.
(Riders’ Advisory Council, Accessibility Advisory Committee) « Provide customer service at impacted stations

¢ Provide ongoing project updates.

Goal

Inform customers, strengthen regional partnerships, and build public trust
through relevant, prompt, and transparent communications.

® Promote return to service to retain ridership.
¢ Prioritize customer and employee safety and fiscal responsibility.

¢ Ensure communication and outreach materials, activities, and tactics to
meet Metro’s PPP requirements.

¢ Show the “why” and “how” behind the work — why it is necessary and how
customers will benefit from the improvements.

¢ Celebrate the hard work, success, and improvements, and thank customers
for their patience during maintenance and modernization.

T
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Service Changes
@ Saturday, June 1 -
Saturday, Aug. 31

Free shuttle buses replace trains
'@‘ between Glenmont and Takoma
for Purple Line construction

Before Shutdown During Shutdown After Shutdown

e e ————— —

May 18, 2024 June 1 - August 31, 2024 September 1 - 4, 2024
Tactics
e Web page ¢ Fact sheet e Owned and paid media
* Stakeholder meetings e Service and station maps e Press releases
¢ Business community meetings * Handouts * Service advisories
o Stakeholder toolkit ¢ Photo and video content ¢ Advertisements in

multilingual newspapers

o E-newsletter « In-person outreach ¢ Digital advertising
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Results

LOOKING BACK ON THE COMMUNICATIONS CAMPAIGN AWARENESS OF CLOSURE

Metro used several Key Performance Indicators (KPIs) throughout the project The awareness of the June 1 - August 31, 2024 closure was initially at 73 percent.
phases to gather insight into customer behavior and sentiments while Awareness rose to 90 percent after the two week notification campaign. Respondents
measuring the success of the communications campaign. indicated that they found out about the service change during the two week notification

campaign, through the following methods:
Metro used the information from prior planned trackwork efforts to determine
the most effective tools and tactics. The team also used the feedback
received during the previous closures to adjust communications techniques

for the summer work.
38% 28%

The Customer Research team conducted surveys before, during, and after
the Red Line construction. For all phases, the customers that were surveyed

indicated they used Metrorail in the last 30 days. Sign in News article Word-of-mouth Brochure
Metrorail station or press release

AWARENESS OF ALTERNATIVE TRANSPORTATION OPTIONS

Before April 22-24 After May 30-31

Public awareness of alternative transportation options increased by
26 percent after the two week notification campaign.

45 Social media wmata.com TV news Emails from
% | Metro

0 50 ' 100

Public awareness of the purpose of the Red Line closure increased by
18 percent after the two week notification campaign.

(V)
| 46 Yo | Station audio Transit App
announcement

0 ' 50 ' 100
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Results

LOOKING BACK ON THE
COMMUNICATIONS CAMPAIGN

Metro used several Key Performance Indicators (KPIs) throughout the project
to provide insight into customer behavior and sentiments while measuring
the success of the communications campaign.

Metro listened to customers, delivered relevant information to their target
audiences, and adjusted their communications tactics and messaging based
on customer feedback. The result: an effective communications campaign
for the project.

Based on the research, awareness of the Summer 2024 Red Line Construction
project was much stronger than past shutdowns. Customer awareness
reached 89%, matching the awareness levels of the Summer 2023 Green
Line closure and showing an impressive 35% increase over the Summer
2021 Green Line closure.

KEY PERFORMANCE INDICATORS

64,

of customers had a
good understanding
of their travel
alternatives

of customers were
aware of the Red Line
shutdown

why the Red Line
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of customers understood

stations would be closed

Red Line s
Summer 2024

89,

5000

Green Line mommssm
Summer 2023

89

Blue and Yellow Line
Major Construction
Fall 2022

81«

Orange Line
Summer 2023

63

8
w

Orange Line
Summer 2022

62

Red Line mm
Fall 2021

60

Green Line s
Summer 2021

54,

\20C

*KPI's were measured one or
two days before each closure




Results

By the Numbers

34,490+ :"k1 585,900+ M 2,380+

- fatri .. ; findi
take-ones distributed media impressions ‘rlmvc?tsllfllgatllr;% and

signs
~ average newsletter @)
click rate
11 0/o 4; 5 80 shuttle bus
trips provided

newsletter recipients

— b5 22| 320

: > social media posts QR codescans

GO
Q 86 average h@ 121,400+ Q Q
2| gmedmeaa 20 63 % owe et 621,890+

Page views customer engagements

to customers

969,500+

*The average open rate for a similar newsletter is 21 percent
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A Closer Look

Helping Hands: Customer Outreach

Percent of non-English engagements: 31.7 %
Total non-English engagements: 194,498

iy

5% Amharic 1 ,1 34 outreach shifts

1% Mandarin

oo Qg@ 2 34,492

SRl 621,851

customer engagements

=

Y

Metro staff provided information about the closure, assisted customers navigate the free shuttle bus service
as well as ensured they on were going in the right direction on the platforms.
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Website

A PROJECT INFORMATION HUB WAS HOSTED Going Digital

AT WMATA.COM/MAJORCONSTRUCTION.
SHUTTLE BUS AND TRAVEL ALTERNATIVES
The most visited page on the website was the Travel Alternatives page.

Due to service impacts, the team created an extensive list of Metrobus
and other local bus options, as well as provided more detailed

Uﬂique homepage VieWS shuttle information.
95,194

Project Resources Page
1,085 page views

FREQUENTLY ASKED QUESTIONS
Similar to other closures, the Frequently Asked Questions page
was a popular resource. It was viewed 2,609 times.

Average time
spent on page
68 seconds
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Building Partnerships

Stakeholder Outreach and Communications

The team created a bilingual social media toolkit with images

and suggested posts before and during the closure. An updated
version was released in late June to help stakeholders inform their
audiences about the new shuttle patterns. Stakeholders used the
toolkit to spread awareness on their social media platforms.

Stakeholders who utilized the toolkit include:

® Maryland Department of Transportation

®  Montgomery County Department of Transportation
® Northern Virginia Transportation Commission

® District Department of Transportation

® Washington Area Bicyclist Association

An essential partnership was created with the DC Department of
Transportation (DDOT), Maryland Department of Transportation
State Highway Administration (MDOT SHA), and Montgomery
County Department of Transportation (MCDOT) to establish
“Bus Only” lanes in crucial travel corridors during the closure.

In partnership with MDOT SHA, more than seven miles of bus-
only lanes were created along sections of Georgia Ave between
Glenmont and Silver Spring, as well as signal timing adjustments
to prioritize buses. In the District, Metro engaged with DDOT

on signal timing and additional mitigations, which provided
faster, more reliable shuttle bus service and other measures that
alleviated congestion.

Metro, MCDOT, MDOT SHA, DDOT, and other impacted agencies
held weekly meetings to discuss concerns and exchange
experiences to ensure the best possible service for customers.
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Building Partnerships

The team also provided Montgomery County with 1,500
brochures to disseminate among their departments to amplify the
travel alternatives.

The outreach team communicated with 325 individuals to provide
Red Line updates to 178 community-based organizations that
provide direct services to communities. The team provided
updated schedule and shuttle information, which started on July
1, a link to the project website, and an invitation to subscribe to
the e-newsletter.

Metro also launched the Metro Messages effort in June. This
virtual meeting series is designed to connect with community
leaders and share timely information. The team invited more

than 614 individuals who work with 374 community-based
organizations to participate in a virtual conversation about ongoing
Metro projects. During its inaugural call, Metro shared information
on several efforts, including Better Bus, fare and service changes,
and the Summer 2024 Red Line closure.

Additionally, the marketing team partnered with Downtown Silver
Spring to offer discounts to more than 15 shops and restaurants
during the closure. Metro customers showed their SmarTrip® card
to receive their discount.
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ADMINISTRATION

@ New Express
Shuttles begin July 1

To reduce travel times, Two new
express shuttles are now available.
These shuttles will operate eveny day
during Metrorail hours.

See inside for details.

@ Los nuevos autobuses
de traslado expreso
comienzan el 1 de julio

Para reducir los tiempos de vigje,
ya estén disponibles dos nuevos
autobuses de traslado expreso.
Estos aulobuses funcionardn todos
los diias en horario de Metrorail.

Consulte &f inferior para obtener
mas detalles.

Mcoor

. Department of Transportation

a

Travel Alternatives
Alternativas de viaje

Bus Options
Opciones de autobuses

Glenemont
metrobus B, Y2, Y7, Y8
me 10,26, 30, 33,4853

Wheaton
maetrobus G2, G4, 02, 04, 06, ¥2.Y7. Y8
WA 4,7.8.0,3,34,97,38,48

YZ.YT.Y8
1,45, 5,9,11,12, 15 14,1

Takoma
matrobus 52,54, 55, 62, 63, F1, K2
12,13, 14, 18,18

Fon Toten
matrobus 50, 63, 80, B4 PG, K2

a Other Rail Options
Otras opciones ferroviarias

Foor mors information, vist
retnarytand. govMTA-WMATA-RadLine




Social Media and Advertising

@ Metro Farward

Paid advertising Social media
1,534,549 1,376,463
impressions impressions B . - o | @

678,205
impressions

776,269
impressions

1 31 5 509 Videos, shuttle maps, and behind-the-scenes footage of crews
were posted on Metro’s social media platforms.

Note: Reach is the total number of unique users who have seen the content at least once.

Impressions is the number of times the content is being seen.
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Advertising

The comprehensive advertising campaign, which included print and digital ads, delivered more than 1.5 million impressions.
The click through rate for the campaign was 1.18%,which is above the industry average 0.21%.

Geo-targeted

Geo-targeted digital

Local print publications

high-impact mobile Paid and boosted audio, also known (Spanish, Chinese,
banners (Spanish advertisements on as streaming radio Vietnamese, Amharic,
and Mandarin) Transit app social media (Spanish) Korean)
o) ( @ ) =
[ )
597,547 258,412 187,186 349,590 329,000
impressions impressions impressions impressions impressions

Digital Ads

Changes in Summer 2024

@ Plan Ahead for Rp Service

Saturday, June 1 - Saturday, August 31

Free shuttle buses
replace trains
between Glenmont
and Takoma for
Purple Line .
construction K

The closure will
extend to Fort Totten
from June 1 - 29 only.

ravel information and assistance:
mata.com @ @wmata 202-637-7000
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Plan ahead for service
@ changes in Summer 2024
Saturday, June 1 - Saturday, August 31

Free shuttle buses
replace trains
between Glenmont

Planifigue con anticipacion para el
@ servicio cambios en el verano de 2024
Del sibade 1 de junie al sdbade 31 de agosto

Servicio gratuito de

and Takoma

& Station chad

PLAN YOUR TRIF

PLANIFIQUE SU VIAJE

it TR




Navigating Change: Station Signage

We created a comprehensive sign installation plan which detailed the placement of each sign at all impacted stations. The 300+ page document included

English, Spanish, banners, blades, flags, and ground decals. At the Silver Spring Station, braille signs were created and placed at the station gates and bus
bays to support the local low-vision community.

.@ Free Shuttle Service

Servicio de autobus:

5 e Temporary Bus Service and Boarding Locations
Improvements in Progress 2 El servicio de autobts temporal y lugares para abordar
A toute: estination us Bay toute Desti us

No @ /A\sTanonctosen

j - METROBUS -
= ‘ FREQUENT SERVICE (-
0 Mopharson s

=) Frindship Hoights T

Winite Oakc

z
o @ ccess

Free shuttles available duri
Servicio de autobuses de enlace g
de funcionamiento de Metrorail

Local / Local

Between Glenmont, Wheaton, Frest Glen, Si

e e, e, o - Free Shuttle Bus Service
e e e moret ] 3 Servicio de autobus gratuito

Limited 2 / Limitado 2 €
Between ForstGlen, Sher Spring,and Fort ' Local (Southbound) Shuttle
Entre Forest Glen, Sitver Spring, y Fort Totten @
3 Free shuttles |
I

. N Wheaton, Forest Glen, Silver Spring,
printed signs posted e —0 8 0% Takoma, and Fort Totten @ @

systemwide

EE 320
B, QR code
(@) scans

Free shuttles
available

R Pttt S

LR - ]

oo oy 6D
Losa g B
e i B
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——
A Closer Look

SHARING UPDATES: NEWSLETTERS

newsletters subscribers with 2 555 total number
distributed an open rate of N of newsletter
about 62%

(20% is considered successful)

recipients

RD Construction

Summer 2024

Progress Update

Metro will reopen four Red Line stations for customers on
schedule Sunday, Sept. 1.

rnatives
1e BUs and Travel plte
huttie |
, uttle bus service to

ine sh
tro changing Redt

aow "4 s e 3
s et What =8 Vel times

une ¥

eenSatufda“‘) sial
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Media Stories

Before Earned Media - 46 Stories

=300 4.

Dates annou_nced fql' summer Video: Metro to close 5 stations
Metro Red Line station closures on Red Line

4. D

WASHINGTON TV WASHINGTON, D.C.

Video: Plan to r_mn'mlze disruption of Purple Line construction, maintenance to cause
summer Red Line work major summer shutdown for Metro's Red Line

FOXS5 The Washington Post

WASHINGTON DC : :
Red Line segment will close for three

Montgomery County leaders months this summer, Metro says
hope to reduce impact of
summer Metro red line closures
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https://www.washingtonpost.com/transportation/2022/06/18/metro-blue-yellow-construction/
https://dcist.com/story/22/09/01/va-blue-yellow-line-shutdown-metro/
https://www.washingtonpost.com/dc-md-va/2024/04/23/metro-red-line-closure-details/
https://moco360.media/2024/04/23/dates-announced-for-summer-metro-red-line-station-closures/
https://app.criticalmention.com/app/#/clip/public/93d77919-31aa-48b6-a622-0ff8353d5c56
https://www.fox5dc.com/news/montgomery-county-leaders-hope-to-reduce-impact-of-summer-metro-red-line-closures
https://app.criticalmention.com/app/#/clip/public/4a0bd42a-8af7-48b3-9d5c-9bce2720b059
https://m.wjla.com/news/local/wmata-metro-train-bus-service-purple-line-construction-maintenance-work-red-line-shuttle-gps-time-stations-glenmont-wheaton-forest-glen-silver-spring-commuters-dc-maryland-virginia

Media Stories

During Earned Media - 33 Stories

NEWSTALK-105.9 @

WMAL THE MOCO SHOW

Red Li | bt Takoma Station Reopens Early
i LI E R OS LI EIDCYINS with New Amenities, Rebuilt

Interlocking

97.' WTOPnews

WASH-FM ) _ ,
Metro adjusts shuttle bus travel times for riders

Metro c'°sur_es underway affected by shutdown of Red Line stations
on the Red Line

4&& M&

WASHINGTON
5 Red Line stations are now closed Metro changes Red Line
shuttle bus service to

for weeks of summer construction improve travel time
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https://www.washingtonpost.com/transportation/2022/06/18/metro-blue-yellow-construction/
https://mocoshow.com/2024/06/28/takoma-station-reopens-early-with-new-amenities-rebuilt-interlocking/
https://app.criticalmention.com/app/#/clip/public/22058ee9-7872-4770-b09f-16708c93915c
https://app.criticalmention.com/app/#/clip/public/cbc0709d-361e-4ef6-bdf2-cedb225a673e
https://www.nbcwashington.com/news/local/transportation/5-red-line-stations-are-now-closed-for-weeks-of-summer-construction/3630278/
https://wtop.com/tracking-metro-24-7/2024/07/metro-adjusts-shuttle-bus-travel-times-for-riders-affected-by-shutdown-of-red-line-stations/
https://www.dcnewsnow.com/news/local-news/maryland/montgomery-county/metro-changes-red-line-shuttle-bus-service-to-improve-travel-time/

Media Stories

After Earned Media - 7 Stories

DC wusa9e

NEWS NOW

Riders excited after several Red Line returns after months of
Red Line Metro Stations construction closures

reopen following

renovations

WITOP news 4&&

WASHINGTON

These Red Line stations are open again

4 Red Line Metro stations reopen
after Metro’s summer shutdown

after summer construction

FOXS ®

WASHINGTON DC THE MOCO SHOW
4 Metro stations reopen for Red Four Red Line Stations Have
Line riders: Silver Spring, Forest Reopened After Extended Closure

Glen, Wheaton, Glenmont
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https://www.washingtonpost.com/transportation/2022/06/18/metro-blue-yellow-construction/
https://www.dcnewsnow.com/news/local-news/maryland/montgomery-county/riders-excited-after-several-red-line-metro-stations-reopen-following-renovations/
https://wtop.com/tracking-metro-24-7/2024/09/these-red-line-stations-are-open-again-after-metros-summer-shutdown/
https://www.fox5dc.com/news/silver-spring-forest-glen-wheaton-glenmont-metro-stations-reopen-sunday
https://www.wusa9.com/video/traffic/mission-metro/red-line-returns-after-months-of-construction-closures/65-72a8b526-cb3a-43d7-96b0-319b7865cf7d
https://www.nbcwashington.com/news/local/4-red-line-metro-stations-reopen-after-summer-construction/3707197/?os=android&ref=app
https://mocoshow.com/2024/09/01/four-red-line-stations-have-reopened-after-extended-closure/

Accomplishments

25 tons of concrete
were used to restore safety walkways,
used in case of emergency

CONGRETE

CONCRETE |

857 areas were repaired to prevent
leaks and flooding

2024 RD Construction
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6,500 feet of rail were replaced
between Fort Totten and Glenmont stations

102,000 feet of fiber optic cable

were installed between Fort Totten
and Glenmont stations
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