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MESSAGE FROM THE CEO

Dear Metro Stakeholders, Customers, Staff,
Board Members and Fellow Transit Agencies,

A few months ago, a journalist asked me a question that really made me think.
She said, “Phil, what exactly has Metro accomplished during your tenure?”

I replied with a general answer about building infrastructure, striving for equity
and connecting communities. But she persisted, “What specific accomplishments
has Metro achieved during your tenure as CEO that you think are worth sharing
with the community, the industry and the nation?”

What a great question.

As | thought about my response, | knew she was onto something important.
It is truly stunning what Metro has accomplished over the past six years. From
workforce development to the Office of Extraordinary Innovation, Measure M to
Metro Micro, the Traffic Reduction Study to sustainability and fleet electrification,
the list is impressive. It's way too much to mention in an interview, but it’s
certainly a list worthy of writing down and sharing with the world.

Everything we accomplish at Metro takes tremendous collaboration and is
a team effort. So, | thought it would be worthwhile to prepare a list of some of the
key accomplishments we’ve achieved together over the last six years. | envisioned
a document that would not only catalog Metro’s most successful initiatives,
processes and programs, but also one that could help others in the industry
emulate our successes. Many of the best practices we've employed at Metro can
serve as models for other transit agencies around the country and the world.

It is amazing what we can achieve when we establish a strategic vision, set
ambitious goals, build a dedicated and talented staff, foster innovation, and strive
to always serve our customers and community.

In that spirit, | am delighted to present to you the inaugural Metro Best
Practices Report.

Sincerely,

/4@&%\

Phillip A. Washington
CEO




The Los Angeles County Metropolitan Transportation
Authority (Metro) has established a reputation for
excellence throughout the public transportation
industry. In this report, we will summarize 5o of our
recent successes. Each best practice focuses on an
initiative, program, problem/solution or methodology
that has been particularly successful in helping the

agency achieve the goals laid out in the Vision

2028 Strategic Plan.

Every best practice will include a discussion of the
goal, background, process and results. We also list
key contacts and additional resources where readers
can find further information. We are producing

this report both to illuminate key accomplishments
of the agency, as well as to provide a roadmap for
other transit agencies, transportation leaders or
government agencies that may be interested in
emulating Metro’s success.




METHODOLOGY

Many of the best practices described in this report
have been reported, and often praised, in both
internal and external media. Metro’s blogs The Source
and El Pasajero have covered some of these initiatives.
And both local and national news media continue to
report on Metro’s innovative programs and initiatives.
So we felt it would be a worthwhile endeavor to collect
the top 50 most successful best practices across the
agency and publish them in a formal report.

The Best Practices Report team first established

a scope of work and guidelines for inclusion in

the report. The team then reached out to every
department head and requested that they form a
team to research and determine a list of their most
significant accomplishments and initiatives over
the past six years. That data was compiled into

a list of more than 100 best practices for potential
inclusion in the report. Senior Leadership and the
Office of the CEO helped narrow the list to the top s50.
Once key personnel for each best practice were
identified, Communications Department staff
scheduled interviews to collect detailed information
and supporting data for the best practices.

A team of a dozen of Metro’s best writers were
recruited to turn the information in those interviews
into succinct explanations of each best practice,
following a set structure and format. The Best
Practices Report team then edited, fact checked,
reviewed, organized and compiled the individual
best practices into this report.

ORGANIZATION OF THE REPORT

The Best Practices Report team considered a number
of organization structures for the report. Considering
the large number of best practices spread across all
departments of the agency, the project team decided
to group the best practices by department. This makes
sense from a content perspective since many best
practices within a department are interrelated.

Each section of the report begins with a brief
description of the department. Within each section,
the best practices are ordered alphabetically.

FINDINGS

This report is a collection of the 50 most effective
innovations, actions, initiatives and process
improvements that Metro has implemented in recent
years under the visionary leadership of CEO Phillip
A. Washington. The hallmarks of Mr. Washington’s
six-year tenure as Metro’s CEO include innovation,
infrastructure, equity, workforce development,
sustainability and stepping into leadership voids.
You will see these themes illuminated in the 50
best practices contained in the following pages.
Here are a few brief highlights from the report:

> Metro has a track record of success in developing
our most important asset— our human capital.
This agency is so respected around the country
it has become the “farm team” for leaders of
the industry. We have trained and developed six
Metro employees who have left us to become CEOs
for other transportation agencies. And in the last six
years we've issued 5,000 promotions to deserving
Metro staff, the majority of them to women and
people of color.

Executive Summary



> Voters approved Measure M with 71.15 percent

of the vote on Nov. 8, 2016. This ballot initiative
has no sunset. Of Metro’s four sales tax measures,
Measure M received the highest percentage

of support. The measure was also the largest
transportation investment ballot measure in

North America. Measure M will increase

economic benefits to the entire region through

job creation and infrastructure enhancements

and improvements.

Metro set an aggressive goal that 35 percent of
the housing built on land the agency owns would
be affordable to households earning less than 60
percent of the average median income. Metro has
built 2,200 housing units to date, with 3,200 more
units in construction or in the pipeline. And we
are meeting the 35 percent target. Also, Metro has
provided $24.6 million dollars in grant funding to
cities to develop transit supportive plans for nearly
100 rail and bus rapid transit (BRT) stations
throughout the county.

Metro has established some of the most innovative
small business programs in the industry. Metro’s
Small Business Prime Program has been vital

to increasing small business participation and
competition in Metro’s contracting, demonstrating
measurable growth since program launch. Metro
has awarded more than $170 million in over

1,400 Small Business Enterprise (SBE) awards

for 50 percent growth year-over-year. In FY20, of
the 167 SBEs that received prime contract awards,
157 (or 94 percent) were also Disadvantaged
Business Enterprises.

Metro has continued to provide financial assistance
to directly impacted eligible “mom and pop”
businesses through the Business Interruption Fund
(BIF). A total of 1,234 BIF grants have been awarded
and 422 businesses have received BIF grants.

The total amount of BIF grants awarded is over
$31 million.
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> Metro established the Office of Equity and Race
and developed the Rapid Equity Assessment tool,
which is a set of questions to assist Metro staff
in identifying and prioritizing equity opportunities.
Staff also developed the Metro Budget Equity
Assessment Tool (MBEAT), the first-ever
agencywide equity assessment. The MBEAT
process challenges staff to apply an equity lens
to their budgetary requests and identify
opportunities to engage with communities.

> We launched our Traffic Reduction Study to
improve mobility by reducing traffic through
congestion pricing and providing more high-
quality transportation options. The Traffic
Reduction Study will focus on determining if,
where and how a potential pilot program
would be successful somewhere in LA County.

> Metro was proud to announce the deployment
of our first zero emission, electric 6o0-foot bus
to the popular G Line— previously called the
Orange Line. These new state-of-the-art electric
buses are the future of transportation here in
LA County. The G Line has now been fully
converted to all electric buses, complete with
en route charging stations. It’s a first for the
region, and a first for Metro. The ] Line will
be converted next.

> The 2020 Customer Experience Plan— Metro’s
first such plan—focuses on Metro bus and
rail riders and what we can do to improve their
transit trips. As Metro works to improve the
customer experience, this vision guides us:
“Our goal is to put riders first—their safety,
time, comfort and peace of mind.” Metro hired
an Executive Officer of Customer Experience in
the Office of the CEO to spearhead these efforts.



How to Use This Report

The report is organized to make
accessing the information as quick and
easy as possible. The Table of Contents
includes page numbers and the title

of each best practice, so if you have a
specific topic you're interested in, you
can go directly to that page. Current
Metro employees are encouraged

to read the entire section
department they will
New employees would do well to read
the entire report in order to gain a

full understanding of the broad goals
and initiatives across the agency.

L ;{\v“vorking in.

Press and news media can also use
this report to research specific topics
and view additional resources or
request interviews with key staff or
seek further information. Metro Board
Members, external stakeholders and
Metro customers are invited to read

the Executive Summary, introductory
letter from the CEO, and then browse

through the different sections. This

report contains a wealth of information

and data that tells the story of Metro’s
recent accomplishments.

it agencies

Finally, staff at other trar
may find themselves sffuggling

with a particular challenge. We invite
them to read this report and reach out
to the key personnel for collaboration
and guidance.

Executive Summary




DEPARTMENT INITIATIVE

Communi

Metro’s Communications Department
consists of a deep well of professionals
who connect the agency’s services, projects
and programs to riders, stakeholders, the
public-at-large, government agencies and
elected officials. The department tackles
everything from the signage that helps
riders find their way, to media events

that promote Metro’s offerings, to the
beautiful artworks that grace our stations,

to name just a few functions. Transparency
is at the core of Communications’ efforts.
The department strives to keep the

public highly informed and excited about
Metro’s efforts to greatly improve the
mobility and quality-of-life of everyone
who lives, works or plays in LA County.

Metro Best Practices Report 2021

Communications is comprised of seven divisions:

Arts & Design: enhances the rider experience
through public artworks that grace our facilities,
live cultural programming and tours.
Community Relations: keeps the public informed
and engaged about projects, programs and
initiatives, as well as raifsafety, outreach and
local government.

Customer Care: handles customers concerns,
trip planning, questions and complaints.
Government Relations: engages elected officials
and regulating agencies in order to advance the
Metro Board’s annual legislative program and
to secure funding for agency priorities.
Marketing: creates and manages the agency’s
promotional campaigns, the agency’s website,
Metro's advertising and commercial
sponsorships, and digital tools.

Public Relations: strives to enhance the customer
experience, ensure public confidence, build a
constituency for transportation and promote
Metro’s success and progress through digital
media, executive communications, internal
communications, media relations and special
events and partnerships.




GOAL

To ensure that each Los Angeles
County Metropolitan Transportation
Authority (Metro) construction project
implements equitable and consistent
outreach and mitigation measures.
This initiative falls under the Metro
Vision 2028 Strategic Plan Goal 3.3:
Metro is committed to genuine public
and community engagement to
achieve better mobility outcomes

for the people of LA County.

BACKGROUND

The once expansive streetcar system
in Southern California collapsed in the
1950s and was gone by 1963. It was
not until the 1980s that Metro’s

- Construction
~Relations
and Mitigation
* P I'Ograms

predecessor agencies began building

a modern rail network in LA County to
help speed up transit and provide better
transit for those with longer commutes.
However, building new rail projects —
whether at a street level, aerial or
underground—in an already densely-
built urban environment, comes with
significant construction impacts. From
a practical point of view, Metro needs
to keep the public highly informed of
those impacts to keep the public on our
side and supportive of badly needed
mobility improvements. In addition,
dealing with construction impacts is

a legally required part of these projects,
which often must conform with either
(and sometimes both) state and federal

environmental impact laws. Metro’s
Construction Relations Department
was created to help the public
navigate the impacts on a number
of high-profile projects, including
the Crenshaw/LAX Transit Project,
Regional Connector Transit Project
and all three sections of the Purple
Line Extension. The program
continues to grow with the number
of construction projects.

BEST PRACTICE

Relying on many partnerships with
other departments across Metro, the
agency’s Construction Relations and
Mitigation Unit does the following:

Department Initiatives: Communications




\'%

\

\%

\%

Integrates a matrixed team to
program management to oversee
projects and engage with the public.
Prepares construction notices.
Purchases and manages mailing lists.
Oversees media buys for ads in print,
digital and on-air media informing

>

>

>

Creates ‘open during construction’
banners for local businesses.
Distributes construction-related
notices and other construction-
related pieces of public information.
Utilizes various digital tools, cameras
and customer management software

> Produces signage and other

marketing and promotional materials.

> Receives funding through each

capital project’s budget. The budgets
and teams are commensurate with
the scope and size of the project.

the public of major construction

impacts, including local ethnic media.

PROCESS

to coordinate all communications

and mitigations across departments.

Below is an explanation of the step-by-process taken

by the Construction Relations and Mitigation Unit:

1

Pre-Construction

Prior to a project going into
construction, Community Relations
staff is part of the capital projects’
planning and design phases. As a
project moves closer to construction,
the Community Relations staff works
hand-in-hand to transition projects
from planning and design into
construction, and goes through

a community mapping process to
understand the community, its
leadership, resources, elected
officials and stakeholders.

2

Groundbreaking

Coordination with internal and
external partners is required to
launch a successful groundbreaking
event. Before the event takes place,
it's necessary to publicize the start
of construction, prepare materials
for the public on what to expect
once construction begins and
communicate anticipated project
benefits. This all happens in advance
of any shovels hitting the dirt.

3

Construction

As a member of the project
management team, Construction
Relations staff attend all technical
and field meetings to stay on top
of the workflow and keep the public
informed as the projects evolve
through their various phases. This
includes all civil and underground
work, sidewalk closures, noise
and dust mitigation, access and
parking issues for local residents
and businesses, and train testing




RESULTS
By implementing construction coordination and

mitigation outreach on construction projects, Metro’s
Construction Relations program has become known

for being the “boots on the ground” team that helps
residents, businesses, stakeholders and communities
get through a trying time for the residents of impacted
communities. The teams build relationships with
stakeholders and lend an ear and become a friend to

the many who are impacted by construction. They also
become a trusted ally of the contractor and management
team, oftentimes brokering agreements that address
community needs, while maintaining project schedules.
By providing early and frequent information to the public
and impacted stakeholders, Metro has seen relatively
light, if any, opposition to new projects—which helps
when Metro has put sales tax measures before voters.
Additionally, when complaints come in, the Construction
Relations team is the first and usually only call residents,
businesses and stakeholders need to make to get an
issue resolved. This function helps prevent issues from
escalating—and keeps some issues from making

their way to elected officials and senior leaders at Metro.
This is an invaluable function of the team and helps

save time and taxpayer money.

Footnotes
““Metro Construction Mitigation Program for Board Projects.”

Additional Resources

> Metro Construction Mitigation
Program for Board Projects’

Departments

> Community Relations

> Construction Relations and
Mitigation Program

Contacts

Ayda Safaei

Director, Construction

Relations & Mitigation Program,
Community Relations,
safaeia@metro.net

Anthony Crump

Deputy Executive Officer,
Community Relations,
ccrump@metro.net

dropbox.com/s/93l4uortqs4yaqs/Board%20Approved%20Motion%20CR%20Standard.pdf?dl=0

Department Initiatives: Communications
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GOAL

To deliver customer-focused transit
projects that make the Los Angeles
County Metropolitan Transportation
Authority (Metro) system unique and
distinctive through design innovation,
effective wayfinding signage design,
and integration of site-responsive
artworks. This initiative supports Metro
Vision 2028 Strategic Plan Goal 1.2: To
improve LA County’s overall transit
network and assets.

BACKGROUND

Metro is expanding at an
unprecedented pace, with multiple
transit corridors in various stages of
planning and construction. Strategizing
for growth and applying lessons

© LI Street/Landmark

Sty

|
|

learned, the agency formally adopted
modular Systemwide Station Design
Standards in 2018 to “ensure all future
Metro Rail and Bus Rapid Transit (BRT)
stations follow a consistent,
streamlined systemwide design, with
integrated public art and sustainable
landscaping as variable elements.”

To align with the new Systemwide
Station Design Standards, the Arts &
Design department needed to update
their own approach to project delivery.
Key issues that needed to be addressed
were the ability for patrons to
successfully locate and navigate Metro
transit stations within the varied urban
fabric of LA County, the integration of
public artworks in impactful locations



and the need to tailor approaches to individual
project needs. With so many new projects taking
place simultaneously, Arts & Design staff were
not always involved early in projects—and that
led to a lack of consistent application of policies,
procedures and lessons learned, as well as
missed opportunities for holistic integration of
arts and design assets and cost containment.

BEST PRACTICE

To address the issues outlined above, and to
align with the new Systemwide Station Design
Standards, the Arts & Design department
updated its approach to project delivery.

Central to the approach, and now an established
best practice at Metro, is the early involvement
of the department during a project’s
environmental clearance and advanced
conceptual engineering phases. This has helped
greatly in identifying and heightening the
visibility of existing cultural resources and led to
a more holistic approach to wayfinding signage
and art integration—with tailored technical
specifications now included in contractor
Request for Proposals. These elements
minimize risk to the agency, ensure projects are
shovel-ready, built on time and on budget, and
provide for a more equitable and sustainable
future with fewer long-term maintenance needs.

This approach was made possible by
partnerships between Arts & Design, Metro’s
Planning Department, consultants who perform
environmental analysis work for the agency and
local arts organizations and cultural leaders.
Funds for implementation are included in overall
planning project delivery costs, which vary
depending on the project itself and percent-for-
art policy allocation. Requirements are detailed
in the Metro Art Policy.

PROCESS
The implementation of early integration of arts
and design into project delivery included:

> Gathering and assessing lessons learned and
industry-wide best practices.

> Developing and/or updating policies, procedures,
standards and guidelines.

> Including arts and design policies and procedures
in the overall early scoping and project
management plans.

> Developing a project specific arts and cultural
framework, and identifying and documenting
cultural resources and mitigation measures.

> Considering opportunities for emerging
and established artists, and engaging local
arts professionals, arts organizations and
cultural leaders.

> Ensuring the arts and design programs are
developed during preliminary engineering and
reflected in the project management plan.

> Ensuring cost estimates include all arts and
design elements, including systemwide signage
impacts, percent-for-art line items and related
oversight and submittal reviews.

> Tailoring technical documents to project delivery
methodology for inclusion in proposal solicitation.

> Integrating quality assurance/quality control
parameters, roles, responsibilities and submittal
requirements in contract documents to minimize
future risk to the agency.

> ldentifying qualified Arts & Design team leads
to protect the integrity of the Metro brand,
customer signage design compliance, artist
outreach, solicitations, commissions and contract
management, overall aesthetic intent, design
compatibility with adjacent finishes, constructability
and ease of maintenance.

> Ensuring substantial completion requirements
of closeout/startup activities are met, including
quality assurance reviews, testing and overseeing
completion of construction punch list items.

Department Initiatives: Communications 13
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RESULTS
Early integration of arts and design in project delivery has yielded

a more cost-effective and equitable approach to the planning, design,
construction, operation and maintenance of projects, as well as
ensured arts and cultural community partnerships in the process.
The resulting projects weave customer-focused elements of continuity
and variability into Metro’s modular systemwide station design, with
signage and wayfinding standards providing a critical element of
continuity for customer navigation. The integration of public art adds
vibrancy, a sense of place and an important element of variability.

The results have garnered accolades from customers (“I love the
artwork in every station”), significant awards and recognition (“the
jury unanimously commended LA Metro for its ability to create a
strong graphic brand and a world-class sign system”), and extensive
positive media coverage (“what is exciting about this program is
the experimental way in which the art has been worked into the
design process right from the beginning”).

The early integration of high visibility arts and design programs sets
the Metro transit system apart and creates meaningful connections
between people, neighborhoods and destinations in advancing

the agency’s vision to provide “world class transportation for all.”

Footnotes

' “Why Design Matters for Transit.”
apta.com/wp-content/uploads/Standards_Documents/APTA-SUDS-UD-RP-003-11.pdf
“Best Practices for Integrating Art into Capital Projects.”

apta.com/wp-content/uploads/Standards_Documents/APTA-SUDS-UD-RP-007-13_Booklet_Version.pdf

“Metro Systemwide Design Fact Sheet.”
dropbox.com/s/tvieagyrqxgx2s2/Systemwide-Design-Fact-Sheet.pdf ?dl=o
“Metro Art Policy.”

N

Additional Resources

> Why Design Matters’

> Best Practices for Integrating
Art into Capital Projects?

> Metro Systemwide Design
Fact Sheet?

> Metro Art Policy*

> Transportation for America Arts,
Culture, and Transportations

> Metro Signage Standards®

Departments

> Arts & Design/Communications
> Planning

> Program Management

Contacts

Maya Emsden

Deputy Executive Officer,

Creative Services, Communications
emsdenm@metro.net

Zipporah Yamamoto
Director, Arts & Design,
Communications
yamamotoz@metro.net

dropbox.com/s/rgnxhwvqwdejo9f/Los%20Angeles%20County%2oMetropolitan%2oTransportation%20Authority%20Metro%20Art%20Program%:2oPolicy.pdf ?dl=o

“Transportation for America Arts, Culture, and Transportation.”
smartgrowthamerica.org/program/arts-culture
“Metro Signage Standards.”

o

metro.net/about/guidelines/signage-standards/

Metro Best Practices Report 2021



GOAL
To oversee all the Los Angeles County

Metropolitan Transportation Authority’s
(Metro) activities relating to legislation
and elected officials, including
legislative analyses, budgets, Metro
Board and executive staff reports,
briefings and tours for elected officials,
agency staff, businesses and civic
leaders. This initiative falls under
Metro’s Vision 2028 Strategic Plan
Goal 4.2: Metro will help drive mobility
agendas, discussions and policies at
the state, regional and national levels.

BACKGROUND

Metro operates the nation’s third
busiest transit system and serves as the
transportation planning agency for LA
County, the most populous county in
the United States. The agency is also in
the midst of implementing Measure M,
the largest public infrastructure project
in the U.S. Because of the size and
scope of Metro’s mission, the agency

is heavily impacted by legislation and
other policies at the local, state and
federal levels.

Metro’s Government Relations
department plays an integral role as
advocates for the agency and LA County
residents. Government Relations not
only tracks legislation in places such

as Sacramento and Washington D.C.,
but helps shape forward-thinking bills
and policy that will improve mobility

in the LA area and nation.

BEST PRACTICE

Government Relations monitors all
relevant legislative and regulatory
activities in Southern California,
Sacramento and Washington D.C.,
and initiates or responds to legislative
or regulatory activity affecting Metro.
The department uses a bill tracker
that can monitor as many as 200

bills simultaneously.

Department Initiatives: Communications 15



As part of its work, Government
Relations lobbies for funding for
individual projects and partners with
the 18 members of Congress from LA
County, California’s two U.S. Senators,
state legislators, as well as external
business groups. In addition, the
department works very closely with
the Metro Board and key members

of the Senior Leadership Team.

The cost of the Government Relations
program is relatively small compared
to the agency’s overall budget.
However, the resources secured by
these expenditures is significant. For
example, if the 117th Congress and the
Biden/Harris administration choose to
adopt the Rebuilding America initiative,
it could potentially result in generating
billions of dollars for transportation
investments in LA County and
Southern California.

PROCESS

To best utilize the Government
Relations program, the agency has

to identify the specific results they
want to achieve, and understand and
determine the methods for achieving
its goals locally, as well as in
Sacramento and Washington.

To carry out its work, Government
Relations has full-time staff that are
each dedicated to state and federal
government, and coordinate
closely with the local government

Metro Best Practices Report 2021

in Community Relations—including
experienced staff who have spent
decades building relationships with
staffs of elected officials and other
agencies. In addition, Government
Relations works very closely with the
Metro Board and their staff. Briefings to
the Board from Government Relations
staff are standing items at monthly
Board meetings, as well as one-on-
one meetings at many other times.

Government Relations staff also

play offense as much as defense and
advocate for smart reforms and policies
that will improve transit and mobility.
For example, Government Relations
continues to lobby for its Rebuilding
America set of reforms to federal
transportation policy. The department
also frequently employs and produces
visuals—including pamphlets

and videos—to strategically inform
stakeholders and those in key
decision-making roles.

RESULTS

The results of Metro's Government
Relations department can, in one
sense, be seen in stark terms. Either
a bill passes or fails. On numerous
occasions, Government Relations has
walked a legislative tight rope in which
failing was not an option— helping
secure passage of bills that allowed
Metro to take multi-billion dollar sales
tax measures to LA County voters,

for example.



Government Relations also performs another vital
function — paving the way for Metro to receive vital
state and federal grants to complement local dollars
for projects. For example, Metro has secured more
than $4 billion in federal New Starts grants to build
its Purple (D Line) subway extension and the Regional
Connector projects. In December 2020, Government
Relations played a key role in securing $516 million in
grants from the California Transportation Commission
— 25 percent of the grants issued for the entire state.
Another example of Government Relations’ work is
when California voters went to the polls in 2018 to
consider a proposed repeal of the state SB 1 gas tax,

a vital source of funds for transportation agencies.
Metro’s team worked with stakeholders to keep
voters informed of the importance of SB 1 funding.
California voters decided to keep SB 1 by a 55 to 45
percent margin.

In Sacramento, Metro’s Government Relations
department routinely moves more bills through the
legislative process and addresses more issues than
all other transportation authorities in California.
The department also successfully advocated for the
passage of the recent federal COVID-1g relief bills,
which provided billions of dollars to help transit
agencies avoid drastic service and job cuts in the
wake of the pandemic.

Footnotes
' “Rebuilding America Initiative.”

libraryarchives.metro.net/DB_Attachments/190108__rebuilding_america_initiative.pdf

?“Metro Supports SB1.”
metro.net/about/govirela/metro-supports-sb-1/

3“Source Post: California Transportation Commission awards $516 million to local projects.”

Additional Resources

> Rebuilding America Initiative’

> Metro Supports SB 1 web page?

> Source Post: California
Transportation Commission awards
$516 million to local projects3

> State Legislative Calendars*

> Federal Legislative Calendarss

Departments

Government Relations works
with all Metro departments
depending upon the specifics
of the issue to be addressed.

Contacts

Michael Turner

Deputy Executive Officer,
Government Relations
turnerm@metro.net

Raffi Hamparian
Senior Director,
Government Relations
hamparianr@metro.net

thesource.metro.net/2020/12/02/california-transportation-commission-awards-516-million-to-local-projects-to-fix-bottlenecks-and-improve-transit/

4“State Legislative Calendars.”
senate.ca.gov/legdeadlines
assembly.ca.gov/legislativedeadlines

>“Federal Legislative Calendar.”
senate.gov/legislative/2021_schedule.htm

majorityleader.gov/sites/democraticwhip.house.gov/files/2021CALENDAR-REVISED2.pdf
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GOAL
To strengthen the federal

government'’s support for major
mobility enhancements across LA
County and the nation. This initiative
falls under the Los Angeles County
Metropolitan Transportation Authority’s
(Metro) Vision 2028 Strategic Plan

Goal 4.2: Metro will help drive mobility
agendas, discussions, and policies at
the state, regional and national levels.

Metro Best Practices Report 2021

BACKGROUND

America’s underinvestment in keeping our nation’s
transportation system in a state of good repair has
been well documented. As of today, the nation’s
Highway Trust Fund has insufficient resources to
maintain the current level of federal spending on
surface transportation and not enough to fund
new major transportation projects.

That is problematic for Metro, which is poised to
build dozens of capital projects with local funding
from the Measure M sales tax ballot measure
approved by LA County voters in 2016. In addition

to generating more construction jobs and improving
mobility, new transportation projects in LA County
and across the U.S. would strengthen our nation’s
economic competitiveness and enhance safety,
environmental sustainability and community livability.



The federal government has a constitutionally
mandated role to encourage transportation
and commerce, another reason Metro needs
to advocate for smart federal policies and
investments in transportation projects.

BEST PRACTICE

The Rebuilding America initiative was created by
Metro to help shape federal spending on urgently

needed transportation projects. The Rebuilding

America initiative is comprised of five key points:

> Enhancing certainty with a long-term federal
Surface Transportation Authorization Bill.

> Ensuring the solvency of the Federal Highway
Trust Fund by increasing the federal gas tax
by 25 cents.

> Creating smart federal tax incentives.

> Expanding projects of regional and national
significance and ensuring they can be built.

> Boosting workforce development.

The initiative is a reflection of Metro’s view
that the agency has an essential role in shaping
federal law and decision-making. To advance
the initiative, Metro has produced printed
materials, held events among mobility
stakeholders and built partnerships in the U.S.
House of Representatives, the U.S. Senate
and the White House. If the 117th Congress
and the Biden/Harris Administration adopt
the Rebuilding America initiative, it could
potentially generate billions of dollars locally
for transportation investments that would
benefit the residents of LA County. Costs

for the Rebuilding America initiative are low
and are comprised mostly of staff time.

The Rebuilding America initiative
requires federal funds to embolden a
new era of investment for roadway and
transit enhancements—along with
other mobility enhancing projects and
programs. The funds would be derived
from user-fees and would come from
the general treasury of the U.S.

The actual hard dollar cost of the
program will come in the form of staff
time and the production of marketing
materials. It can be said that the actual
currency lies within the ideas that the
initiative itself is conveying to the
federal government.

PROCESS

The process of creating and conveying
the Rebuilding America initiative was
the result of a thoughtful, cerebral
and comprehensive dialogue between
the Office of the CEO and several

key agency departments, including
Government Relations and Planning.
During this process, the idea was to
define and understand the steps that
would be most prudent for the federal
government to take and strengthen
what is referred to as “the federal
government transportation toolbox.”

The entire process was based on
the understanding that the federal
government’s mandated role in
encouraging transportation and
commerce warrants smart policies

Department Initiatives: Communications
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and investments in transportation projects.
The process also took into consideration

the well-known fact that America is currently
underinvested in keeping the nation’s
transportation system in a state of good repair.

While Metro utilized some traditional public
relations tactics to spread the word of its
Rebuilding America initiative, much of the work
relied upon a voluminous number of meetings,
both in person and via telephone, with
Congressional staffers and staff of federal
agencies. The idea was to create a policy and
connect the dots and show Rebuilding America
was not just about LA County, and instead was
a program that could lift people and businesses
across our nation.

RESULTS

The Rebuilding America initiative has succeeded
in convincing the White House to offer a
long-term transportation plan rather than
programming federal money in drips and drabs.
Due to the pace of technological innovations
and the new analysis of mobility data, long-term
surface planning has, in fact, become common
practice around the U.S. with many transit
agencies following Metro’s lead and planning
projects and funding far into the future.

As a result of the Rebuilding America initiative, a
new grant program for major projects was created
by Congress. The funding for this year’s grant
totals $889 million. Under the INFRA program,
the U.S. Department of Transportation (USDOT)
seeks projects that apply innovative technology,
delivery or financing methods with proven
outcomes to deliver projects in a cost-effective

Footnotes
' “Rebuilding America.”

manner. Both large and small projects are
eligible—with grants for a large project starting
at $25 million and for a small project starting

at least $5 million.

In addition, the Rebuilding America initiative
has succeeded in creating a national dialogue on
bond programs for transportation infrastructure
projects. That has resulted in several federal
proposals to dramatically boost and enhance
the federal workforce development programs.

The Rebuilding America initiative has also
received sustained engagement and productive
dialogue between Metro and both Congress
and the White House.

Additional Resources
> Rebuilding America’

Departments

> Metro Government Relations

> Office of the Chief Executive
Officer

Contacts

Raffi Hamparian

Senior Director for Federal Affairs
hamparianr@metro.net

libraryarchives.metro.net/DB_Attachments/190108__rebuilding_america_initiative.pdf
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The department’s programs fall into two
overarching divisions:

> Motorist Services: manages the Freeway Service

The Congestion Reduction
Department at Metro manages and
operates various customer-facing
programs and projects with the goal
of reducing congestion, improving
mobility and enhancing transportation
choice throughout LA County.

The department is unique in that all
aspects of project visioning, planning,
development, implementation,
operations and maintenance are
conducted within the department.

Patrol program that provides disabled vehicles
with roadside assistance and removes them from
freeway lanes to minimize congestion and
maximize safety. Additionally, through the
Statewide SAFE program, the division oversees
callboxes and provides travel and event
information through SoCalsi. The Regional
Integration of Intelligent Transportation Systems
(RIITS) is a critical conduit in the exchange of
information among transportation providers
with the region, which enables the development
of regional high-tech solutions.

ExpressLanes: converted the I-10 and I-110 HOV
lanes to ExpressLanes providing free passage to
buses, vanpools, carpools and motorcycles while
charging a toll for access to the lanes by solo
drivers. The program began as a demonstration
but was extended indefinitely due to its success
and popularity with trips increasing year over
year. The ExpressLanes have been operational for

over eight years with plans underway to extend
the network to other corridors within LA County.
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Best-in-Class
Procurement

Metro Best Practices Report 2021

GOAL

To procure consultants that can
provide a tailor-made, comprehensive
best-in-class system for managing
the Los Angeles County Metropolitan
Transportation Authority’s (Metro)
ExpressLanes Toll facilities on the
I-10 and I-110 freeways. The initiative
meets Metro’s Vision 2028 Strategic
Plan Goal 5.7: Build and nurture

a diverse, inspired and high-
performing workforce.

BACKGROUND

Metro’s ExpressLanes Project was

the agency’s first foray into congestion
pricing within LA County. It began as
a one-year demonstration program,
and because of its initial success in
helping mitigate congestion on the
I-10 and I-110 freeways, legislation was
introduced to lift the sunset provision
for the demonstration period. The
program now operates in perpetuity
as a key strategy to improve speeds,
ensure more reliable trips, provide
choice and increase ridership in

HOV lanes and public transit on

these freeways. The Metro Board
subsequently directed staff to evaluate
other corridors in the county for
conversion to ExpressLanes. Per federal
law, High-Occupancy Toll lanes, or
HOT Lanes, can only convert existing
HOV lanes to HOT lanes with no
reduction in the number of general-
purpose lanes after conversion. Prior to
the best-in-class procurement, Metro
relied on one contractor who was
operating all aspects of the program.



However, Metro elected to split this
single contract into multiple contracts
to maximize quality and efficiencies in
light of the fact that a contractor might
excel at one element, but not others.

BEST PRACTICE
Based on Metro’s experience and

research, the agency decided to develop

a multi-pronged procurement plan

to ensure ExpressLanes offers a
leading-edge toll system, back office
and customer service experience.
ExpressLanes traditionally bid all these
components to a single firm. However,
with the best-in-class approach,

Metro sought to highlight the distinct
components that multiple firms
specialize in to ensure excellence in
service delivery. By utilizing multiple
vendors, Metro achieved a higher level
of specialization and partnership that
met Metro’s rigorous procurement
requirement. Project funding comes
from toll revenues from the I-10 and
I-110. The costs for the base contracts
are approximately $172 million for up
to eight years.

PROCESS

Metro performed some initial research
and outreach that led to its pursuit of
a best-in-class procurement. In doing
so, the agency also talked with other
agencies to see how they successfully

implemented this type of procurement.

Metro developed separate scopes of
work with 2,800 requirements for its
ExpressLanes back office operations,
which involved hardware, software and

service center personnel who work

on the system. Metro also developed
a separate scope of work for managing
the roadside system, and a third

scope of work for a consultant to
provide human resources to do the
work. All scopes of work additionally
focused on integration and synergies
among contractors to ensure a
seamless operation.

RESULTS

Metro has observed tangible benefits
resulting from this consultant
operating arrangement. Its roadside,
back office and staffing operations

are more efficient compared with
earlier operations. In light of COVID-19
impacts and safer-at-home orders,
Metro has been more agile in utilizing
personnel who can work from home
with certain limitations to the type of
work performed. The Interactive Voice
Response (IVR) system has proven

to be a valuable tool in providing

customer service during the pandemic.

As a result of having three consultants
delivering different aspects of the
program, Metro has been able to take
advantage of a healthy competition
and additional oversight to ensure all
consultants are further incentivized to
deliver excellent service. The rigorous
evaluation of potential problems by
three separate parties helps ensure
these problems are identified,
addressed and resolved more quickly.

Footnotes

Additional Resources

> ExpressLanes Project webpage'
> Metro ExpressLanes?

Departments
> Congestion Reduction
> Procurement

Contacts

Shahrzad Amiri
Executive Officer,
Congestion Reduction
amiris@metro.net

Tim Lew

Senior Director, Countywide
Planning & Development,
Congestion Reduction
lewt@metro.net

Carolina Coppolo
Executive Officer, Vendor/
Contract Management,
Contract Administration
coppoloc@metro.net

Katricia Sabbath

Senior Manager,
Contract Administration
sabbathk@metro.net

“ExpressLanes Project Webpage.”

metroexpresslanes.net

““Metro ExpressLanes.”

metro.net/projects/expresslanes
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Low-Income
Assistance Plan

GOAL

To provide equity for low-income
motorists throughout the community
who use the Los Angeles County
Metropolitan Transportation Authority’s
(Metro) tolled lanes on the I-10

and I-110 freeways as part of its
ExpressLanes Project. This program
meets Metro’s Vision 2028 Strategic
Plan Goal 1.1: To expand the
transportation network and increase
mobility for all users. This initiative
also falls under Metro’s Vision 2028
Strategic Plan Goal 1.3: To manage
transportation demand in a fair and
equitable manner.

Low-Incom

Metro Best Practices Report 2021

BACKGROUND

Metro’s Low-Income Assistance Plan was
initiated due to Senate Bill 1422, legislation
enacted in 2008 giving Metro authority to
conduct an ExpressLanes demonstration
on the I-10 and I-110 freeways. The
legislation also required the agency to study
the impact of ExpressLanes on low-income
commuters to develop a program that
helps to mitigate potential impacts on these
commuters. In response, Metro created
the Low-Income Assistance Program for
eligible LA County residents. The agency
evaluated a number of different eligibility
measures to qualify low-income candidates
and adopted an income threshold based
on twice the federal poverty rate.

BEST PRACTICE

The ExpressLanes team developed the only
program of its kind in the country to address
low-income users in toll lanes. Qualifying
LA County residents can receive a one-time
$25 credit when they set up their FasTrak
account after showing proof of eligibility.
The credit can be applied to either a
transponder deposit or pre-paid toll balance,
depending on account type. Metro also
waives the monthly maintenance fee for
low-income account holders. Low-Income
Assistance Plan accountholders make
more ExpressLanes trips on average than
standard accountholders after adjusting
for the \effect of income on total annual
miles driven. Additionally, in an effort

to better serve low-income commuters,
ExpressLanes pays for additional service

on bus lines that serve ExpressLanes in the
freeway corridors. The project costs are
approximately $1 million per year and come
from ExpressLanes toll revenues.
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PROCESS

At the inception of the ExpressLanes project, managers
conducted workshops, focus groups, and attended
festivals, church gatherings and other local city venues
along the freeway corridor to explain the program and
obtain feedback on how to best serve low-income
commuters. Metro has been conducting outreach efforts
to ensure familiarity with the program. In developing the
program, Metro placed emphasis on ensuring that the
process for proving eligibility would not be onerous or

a barrier for participation and would rely on eligibility in
existing programs to determine eligibility for this program.

RESULTS

Metro has seen substantial growth in low-income
assistance plan accounts. Between 2014 and 2020, for
example, the number of accounts quadrupled (see chart
above). As of 2021, Metro has had over 21,531 low-income
assistance plans issued. Metro also conducted a usage
assessment and found that, for solo driving, low-income
accounts and standard accounts take a comparable
number of trips indicating a benefit in taking a tolled trip.
Low-income account holders appear to take more carpool
trips than standard account holders.

Footnotes

1. “Low Income Assistance Plan.”
metroexpresslanes.netfoffers-discounts/low-income-assistance

2. “ExpressLanes Project Webpage.”
metro.net/projects/expresslanes

20,949

FY2020

Additional Resources

> Low Income Assistance Plan’
> ExpressLanes project Webpage?

Departments
> Congestion Reduction
> Marketing

Contacts

Shahrzad Amiri
Executive Officer,
Congestion Reduction
amiris@metro.net

Silva Mardrussian

Senior Manager, Transportation
Planning, Congestion Reduction
mardrussians@metro.net
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ExpressLanes
Transit Rewards
Program

TAP YOUR WAY
TO FREE TOLLS.

GOAL

To encourage alternative modes of transportation in
support of emissions and congestion reduction while
also accessing the ExpressLanes toll facilities in LA
County. Frequent commuters on the I-10 and I-110
freeways can earn a $5 toll credit when they use qualifying
transit lines. The objective of this Los Angeles County
Metropolitan Transportation Authority (Metro) program

is to reduce ExpressLanes congestion during peak periods.
This program meets Metro’s Vision 2028 Strategic

Plan Goal 1.1: To expand the transportation network and
increase mobility for all users. This initiative also falls
under Metro’s Vision 2028 Strategic Plan Goal 1.3:

To manage transportation demand in a fair and

equitable manner.

BACKGROUND

Metro ExpressLanes leverage congestion pricing with
transit to ensure a viable, high-quality alternative to
driving alone and paying a toll. The Transit Rewards
program gives commuters another incentive to utilize
transit during the most congested periods of the day.
As part of Senate Bill 1422, which created Metro’s
authority to implement ExpressLanes, Metro was
also tasked with evaluating mitigation measures for
low-income commuters. Following completion of

a Low-Income Draft Report, Metro developed its
plan to enhance transit in advance of the conversion.
The Transit Rewards program represents one form

of mitigation on impact to commuters of low income.

The following transit lines qualify for the Transit
Rewards program:

On the I-10:

> Metro Lines 487, 489
and Metro Silver Line

> Foothill Lines 493, 495,

497, 498, 499, 699 and
Foothill Silver Streak

Metro Best Practices Report 2021

On the I-110:

> Metro Lines 460, 550
and Metro Silver Line

> GTrans Line 1X

> LADOT Commuter
Express 438 and 448

> Torrance Transit Line 4X



BEST PRACTICE

The ExpressLanes Rewards Program was created to
reduce congestion in the ExpressLanes during peak
periods. Frequent transit riders and FasTrak account
holders can earn a $5 toll credit to use on the I-10 and
[-110 Metro ExpressLanes through the Transit Rewards
Program. To receive toll credits, transit riders must
use their registered TAP card and take 16 one-way trips
during peak hours along the I-10 El Monte Busway or
I-110 Harbor Transitway. The toll credits can be used
for travel on one of the ExpressLanes.

Metro’s Congestion Reduction Department partnered
with the agency’s TAP program to deliver this option
for transit riders. Funding for this program comes
from ExpressLanes toll revenues.

RESULTS

Metro ExpressLanes has seen a year-to-year increase

in its Transit Rewards program. In fact, since the opening
of the ExpressLanes through November 2020, $193,040
in rewards have been issued.

Following a review of its discount program in 2019,
Metro reduced its trip requirement from 32 trips to 16
trips. Prior to the COVID-19 pandemic, ridership on the
J Line (Silver) was among the highest in Metro’s bus
system. In October 2020, Metro officially opened the
new Union Station Patsaouras Bus Plaza station, which
creates an easier way for the ) Line and other bus lines
to connect with the county’s largest transit hub.

Metro subsidizes transit service on the } Line and has
increased transit service throughout the corridor.

Footnotes
'“Metro Transit Rewards Program.”
metroexpresslanes.net/offers-discounts/transit-rewards

Additional Resources

> Metro Transit Rewards Program’

Departments

> Congestion Reduction
through Transit Rewards

> TAP

Contacts

Shahrzad Amiri
Executive Officer,
Congestion Reduction
amiris@metro.net

Silva Mardrussian

Senior Manager, Transportation
Planning, Congestion Reduction
mardrussians@metro.net

David Sutton
Executive Officer, Finance
suttond@metro.net

Robert Campbell

Senior Manager, Transportation
Planning, Congestion Reduction
campbellr@metro.net
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DEPARTMENT IN

ountywide
Planning and
velopment

Metro's Countywide Planning and CP&D is composed of four
Development Department (CP&D) strategic divisions:
is responsible for planning LA County’s
regional transit system and programming Management Services
federal, state and local transportation Federal/State Policy Programming,
funds to support transit infrastructure, Strategic Financial Planning and
highway programs, and locally sponsored Grants Management

: i : Long Range Transportation and
and regionally significant projects of all 8 : :

: Mobility Corridors Planning
modes of transportation. The department Real Estate, Transit-Oriented
supports the agency's goal of delivering Communities and Transportation
improved mobility, air quality and Demand Management
sustainability, while stimulating the
local economy and creating jobs.

Finance and Administrative

Each division provides specialized
transportation expertise and is
responsible for various key functions
in the department.

Metro Best Practices Report 2021




GOAL
To maximize equitable access to a

multi-modal transit network, provide
increased access to employment
opportunities and introduce residents
to the value of car-free and car-light
mobility. The Los Angeles County
Metropolitan Transportation Authority
(Metro) Adopt-A-Bike Pilot Program
aligns with Metro Vision 2028 Strategic
Plan Goal 3: Enhance communities
and lives through mobility and access
to opportunity.

BACKGROUND

Before the Board approved the Adopt-A-
Bike Program, Metro collected 400-500
bicycles per month on its transit system
and Metro property. During that time,
the bicycles were transported to the
agency'’s lost and found facilities for

90 days as required by state law.
Despite the agency’s effort to reunite
the owner with their bicycle, 75 percent

of these bicycles went unclaimed and
eventually sold at auctions.

The agency found that auctioning
unclaimed bicycles was not cost
effective and provided no clear benefit
for LA County residents. In addition,
auctioning unclaimed bicycles did not
align with Metro’s strategic plan goals.

After reviewing the legal requirements,
it was determined that the agency could
modify its procedure to donate the
unclaimed bicycles to the public after
the state mandated go-day holding
period. The modification to the
procedure was fortified because the
donated bicycles served a public
transit-related purpose within Metro’s
jurisdiction. The issue of unclaimed
bicycles, as well as logistical and cost-
associated challenges with the auction
process, inspired staff to develop an

equitable program to address the issue
of unclaimed bicycles to benefit LA
County constituents.

BEST PRACTICE

After discussions with the internal
departments responsible for the
administration of Metro’s Lost and
Found and addressing any legal issues
of modifying the process, Metro held an
initial program workshop in late 2019

to elicit feedback from community-
based organizations (CBOs) and other
external stakeholders on the feasibility
of the program. Upon review of all
correspondence and feedback it was
determined that administration of the
Adopt-A-Bike Pilot Program by CBOs
would be feasible with minimal financial
and logistical assistance from Metro.
Multiple CBOs from different areas of
the region responded with interest and
intent to participate.
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In August of 2020, staff requested
authorization from the Metro Board

of Directors to proceed with a mini
grant program that would allow for
collaboration with CBOs and other
nonprofits, to donate unclaimed bicycles
back to LA County residents with a focus
on resource-challenged communities.

A competitive mini-grant program would
be used to assist the selected CBOs

in the administration of the program.

PROCESS

Following Board approval, staff created
and released application and guideline
packages to CBOs and nonprofits
throughout LA County. The invitation
to participate in the program was sent
to over 100 organizations ranging
from bicycle advocacy to groups that
work with the unhoused. The list was
developed in coordination with Metro’s
Community Relations Department
and Office of Equity and Race. A virtual
interactive applicant workshop was
held to assist interested CBOs in the
development of the application. In total,
nine applications were received and
reviewed. However, only six applicants
were selected to move forward in

the program, including four CBOs.
The CBOs cover a wide range of the
county, including: Central LA, the
Westside, East LA, the San Gabriel
Valley, the Gateway Cities, South LA
and Long Beach.

An annual amount of up to $120,000
from Metro’s Transportation Demand
Management program was available to
assist the selected organizations in the
administration and logistic coordination

Footnotes
1 “Adopt A Bike Lost and Found Policy.”

of distributing bicycles. The agency
administered mini grant agreements
for organizations selected to participate
in the program. The CBO selection
process focused on geography and
equity, ensuring the bicycles were

given to those who needed it most
wherever they were in LA County.

Additional scoring criteria included
capacity to distribute bicycles, safety
and outreach approach and experience
working with disadvantaged or
unhoused communities.

RESULTS

Under the pilot program, Metro
continues to maintain its previous
duties and continues to be responsible
for collecting and storing lost bicycles
found on Metro property in accordance
with state law. After the go-day storage
period, unclaimed bicycles are made
available to CBOs for safety inspection
and distribution.

CBOs are responsible for coordinating
the transport of the bicycles from a

Metro facility to their preferred location.

CBOs are also responsible for
performing comprehensive safety
checks and certifications of the bicycles
and providing safety training to
recipients prior to the donation of

the bicycles.

Organizations selected to administer
the Metro Adopt-A-Bike Pilot Program
will conduct bicycle distribution
events at locations of their choosing
and through their established
community networks.

dropbox.com/s/cogkht2nx4lcsmi/Adopt%20A%20Bike-Lost%20and%20Found%20Pelicy%20Procedures.pdf?dl=o
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Additional Resources

> Adopt-A-Bike Lost
and Found Policy’

Departments

> Countywide Planning &
Development
Customer Care

vV Vv

General Services and

\

Facilities Maintenance

\%

Community Relations

\Y

County Counsel

\%

Office of Equity and Race

Contacts

James De La Loza
Chief Planning Officer,
Countywide Planning &
Development
delalozaj@metro.net

Holly Rockwell

Sr. Executive Officer,
Countywide Planning &
Development
rockwellh@metro.net

Frank Ching

Deputy Executive Officer,
Countywide Planning &
Development
chingf@metro.net

Brett Atencio Thomas
Principal Transportation
Planner, Countywide
Planning & Development
thomasba@metro.net

Vendor/Contract Management



Transit Oriented
Communities Program

GOAL

To develop policies and procedures that promote
Transit Oriented Communities (TOCs) as a path

for communities to maximize the benefits of the

Los Angeles County Metropolitan Transportation
Authority’s (Metro) capital investments, The TOC
Program is defining Metro’s goals in how we consider,
fund, enable and/or incentivize activities that support
the development of balanced communities throughout
the county. The TOC Program is aligned with

the Vision 2028 Strategic Plan Goal 3.2: Metro

will leverage its transit investments to catalyze
transit-oriented communities and help stabilize
neighborhoods where these investments are made.

BACKGROUND

Thanks to the passage of Measure M in 2016, Metro
began to develop one of the largest transportation
infrastructure programs in the U.S. and will double
the size of the Metro Rail network over the next

40 years.

This era of large-scale transit infrastructure building
was recognized as an opportunity to redefine the role
of the transit agency, looking beyond the footprint of
Metro stations and bus stops to think more holistically
about the design and function of neighborhoods to

create transit-oriented communities. This TOC
approach goes beyond the traditional transit-
oriented development (TOD) model, which typically
concentrated on a single development, to focus

on shaping vibrant communities around transit.

Through public and private partnerships, Metro
TOC programs, projects and policies ensure a
holistic approach to community development and
the built environment that focus on neighborhood
stabilization, inclusive processes and equitable
access to transit.

BEST PRACTICES

In 2015, Metro began a TOC Demonstration
Program with two main components: a recalibration
of the Joint Development process, focused on active
collaboration with community stakeholders and
local jurisdictions; and building a TOC Toolkit

that draws upon an array of creative community
development tools to support Joint Development
projects in achieving broader TOC goals.

The program selected eight developmental sites to be
used to achieve the program goals of: demonstrating
successful TOCs; expanding the role for Metro in the

Department Initiatives: Countywide Planning and Development
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creation of TOCs; focusing on stations with catalytic

potential along a transit corridor and the greatest
opportunity for success; collaboration with local
stakeholders to identify opportunities to broaden
the impact of individual projects to a one- to 1.5-mile
radius around stations; learning from a diversity

of project types and individual project goals; and
allowing sufficient time for program implementation.
In 2018, Metro staff and the Measure M Policy
Advisory Council TOC Working Group drafted the
TOC Policy, which was adopted by the Metro Board
of Directors. The final approved policy was the
culmination of lessons learned from the three-year
TOC Demonstration Program, as well as a reflection
of Metro’s newly adopted Equity Platform.

PROCESS

The TOC Policy formalized Metro’s commitment to
partner with the 88 cities and unincorporated areas
in LA County to support TOC activities. The policy
links local projects to Metro’s regional transit
investments to achieve five key goals: increase transit
ridership and choice, stabilize and strengthen
communities around transit, engage communities
in visioning, distribute transit benefits to all and
capture value created by transit.

The success of the program relies heavily on

partnering with local jurisdictions, community
members and the private sector.

Metro Best Practices Report 2021

Metro works with local communities and stakeholders
to develop a set of community-supported
improvements along key pathways to Metro stations
and bus stops. New Systemwide Station Design
Standards were created to ensure station designs
integrate unique public art and sustainable landscaping
to tie each station to its surrounding community.

Metro partners with developers, stakeholders and
local jurisdictions to envision, design and build
development projects on Metro-owned properties.
Joint development projects are vetted through a
competitive bid or Unsolicited Proposals process with
extensive community input. The program also seeks
to build community benefits like affordable housing
that can otherwise be difficult to deliver.

The program also supports local jurisdictions in
developing and adopting transit supportive policies
and programs to leverage the value of transit
investments and increase ridership. This work
includes: developing best practice guides and
resources, such as the Transit Supportive Toolkit
and Metro Transfers Design Guide; providing
grant funding and grant writing assistance for
community development and land use planning;
and coordinating with adjacent property owners
and developers through the Development Review
Team to ensure safe construction and strengthen
connections to transit.



Metro is also kicking off TOC Transit Corridor
Baseline Assessments along new—and eventually
existing—transit corridors to understand community
characteristics, look at community development
policies, identify gaps and recommend strategies

to reduce displacement of residents and businesses
that may be at risk due to increased property

value pressures.

RESULTS

In 2015, Metro set an aggressive goal that 35 percent
of the housing built on land the agency owns would be
affordable to households earning less than 60 percent
of the average median income. Today, Metro has

built 2,200 housing units, with 3,200 more units in
construction or in the pipeline and is meeting the

35 percent target.

To date, Metro has provided $24.6 million dollars in
grant funding to cities to develop transit supportive
plans for nearly 100 rail and bus rapid transit (BRT)
stations throughout the county and completed or

is nearing completion on comprehensive First/Last
Mile Plans for 5o planned or existing stations.

Through the TOC Implementation Program, Metro
will soon be launching a technical assistance program
for local jurisdictions to help them leverage the
positive benefits of transit investments and identify
strategies to stabilize communities.

Additional Resources

> TOC Fact Sheet’

> 2018 TOC Implementation
Plan (Final)?

> TOC Lessons Learned?

> TOC Website*

Department
> Countywide Planning
and Development

Contacts

James De La Loza
Chief Planning Officer,
Countywide Planning
and Development
delalozaj@metro.net

Holly Rockwell

Sr. Executive Officer,
Countywide Planning
and Development
rockwellh@metro.net

Nick Sapanora
Executive Officer,
Countywide Planning
and Development
sapanoran@metro.net

Footnotes
"“TOC Fact Sheet.”
dropbox.com/s/fesowf6istxg6km/Fact%20Sheet%20-%20Metro%20Transit%200riented%20Communities.pdf ?dl=o
*“2018 TOC Implementation Plan (Final).”
dropbox.com/s/q6sinf614xjizhk/Metro-TOC-Implementation-Plan-Final.pdf?dl=0
3“TOC Lessons Learned.”
dropbox.com/s/i8gxz3ix1co4apr/TOC%20lessonsLearned.pdf?dl=0
4“TOC Website.”
metro.net/projects/transit-oriented-communities/
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Quarterly Financial
and Performance Review

QUARTERLY
FINANCIAL AND
PERFORMANCE
REVIEW STATUS

. Good
. Bad

State of the Agency

Agency Goals

Department Top 3 Priorities

(Goals)

Needs Improvement

Quarterly Financial and Performance Review

Budget and
FTE Variance

KPI and Target
Achievement

Comprehensive |

Agencywide

Action Plan to Campaign

Below Target KPIs

Performance
Evaluation

GOAL

To serve as a tool to measure
performance management and help
the Los Angeles County Metropolitan
Transportation Authority (Metro)
departments identify their yearly
Mission Essential Task List (METLs)
priorities to align with the Metro
Vision 2028 Strategic Plan Goals.
This initiative falls under Metro’s
Vision 2028 Strategic Plan Goal 5.4:
Metro will apply prudent commercial
business practices to create a more
effective agency.

BACKGROUND

Metro needed a strategy to ensure

the agency maintained internal control
and fiscal responsibility while ensuring
the agency’s many different projects
and programs were moving in the
same direction toward achieving the
same goal of improving LA County’s
transportation system.

BEST PRACTICE

The Office of Management and Budget
(OMB) collaborated with the CEO to
create a tool that would make goals

Capital Project
RAM Cost Savings/ S e
Revenue Generations e e
(to be included starting FY18 Q2)

Resource Allocation
(Mid-Year Adjustments)

attainable and would measure all
aspects of the agency’s responsibilities,
including the planning and building of
projects and operating transit service.
The comprehensive agencywide
performance evaluation (CAPE) is used
to measure performance of budgets
and employees via key performance
indicators (KPIs) that target
achievement, capital project delivery
and cost savings, and new revenue
generation through the Risk Allocation
Matrix (RAM). This program measures

Department Initiatives: Finance and Budget
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how departments are performing compared to

their budgets, and how they achieve their KPI targets
for each of their top priorities on a quarterly basis.
All measurements are linked to the agency goals to
ensure the whole agency is moving together.

CAPE is a unique and first-of-its-kind performance
management system that expands beyond the
traditional transit industry key performance indicators
(KP1) reporting. CAPE monitors all Metro’s
responsibilities as a regional transportation planner
that funds countywide systems, builds new
transportation infrastructure and operates bus and
rail service. The system reviews the achievement of
Mission Essential Task Lists (METLs) and prioritizes
and aligns with the Board-adopted Vision 2028
Strategic Plan Goals. To build CAPE, partnerships
were formed between the Office of the CEO, Office
of Management and Budget, Information Technology
Systems (ITS), and all Senior Leadership Team

(SLT) members. No additional funding or project
costs were required because all aspects of the
initiative were completed in-house.

PROCESS

The implementation of CAPE is ongoing and takes
place every quarter. OMB hosts follow-up meetings
every quarter with departments who are not meeting
expectations. In these follow-up meetings, OMB
provides suggestions for corrective actions that aim
to improve the department’s results.

RESULTS

CAPE’s KPI dashboard serves as a report card
for all departments and evaluates KPls met. The
department receives a score based on how many
KPIs are fulfilled and tracks the cumulative score
for all Metro departments. Based on the KPI
dashboard that is accessible via the CAPE online
portal, Metro’s average overall score improves
annually. CAPE also helps the Senior Leadership
Team gain a better understanding of Metro’s budget
and what’s working and what could be improved.

Metro Best Practices Report 2021

Additional Resources

Departments

> Office of Management
and Budget

> Systems and Analytics

> Finance

Contacts

Parvaneh Ahmadi
Senior Manager,
Transportation Planning,
Office of Management
and Budget
ahmadip@metro.net

Oren Ben-Joseph

Senior Manager, Systems
and Analytics, Office of
Management and Budget
benjosepho@metro.net

Melissa Wang

Senior Executive Officer,
Finance, Office of
Management and Budget
wangm@metro.net



COVID-19
Pandemic
Financial

Cost Control

GOAL

To immediately reduce costs as one
of the mitigation strategies to help
the Los Angeles County Metropolitan
Transportation Authority (Metro)
financially manage the Coronavirus
(COVID-19) pandemic. This initiative
falls under the Metro Vision 2028
Strategic Plan Goal 5.7: Metro will build
and nurture a diverse, inspired and
high-performing workforce.

BACKGROUND

With the implementation of Safer-at-
Home orders issued in March 2020,
nonessential businesses closed, and
residents were directed to stay at home
and only travel for essential needs. As a

result, consumer spending plummeted.

The revenues received from local and
state derived sales tax measures, which
comprise the majority of Metro’s

Management

OMB
publishes
Encumbrance
report daily

Train CAs and
Budget Admins
on Report

Pandemic Financial
Management Cost
Control Process

resources, were estimated to have
declined by a total of $1.06 billion

over FY20 adopted budget expectations
and the FY21 forecast, which was done
prior to the pandemic.

In addition, transit ridership, fare
revenues, tolls, advertising and other
system generated revenues dropped
dramatically while Metro incurred
increased costs. Combined with sales
tax, this resulted in an estimated

$1.8 billion total loss that threatened
to impact all Metro programs.

Although the CARES Act provided relief
funding, it was not enough to offset

the total losses. The uncertain timing
of the reimbursement also presented a
risk to the agency’s cashflow.

BEST PRACTICE

The Office of the CEO ordered the call
to conserve resources, to immediately
reduce expenses and to group all Metro
projects into two buckets.

Bucket 1 was defined as “work to
continue” and included the following
types of items: COVID-19 high priority
tasks such as personnel protection
equipment; cleaning, operating and
maintaining bus and rail service per
the Transit Operations Plan; work on
major infrastructure projects and
projects under executed contracts;
legally required payments as
contractually obligated, and federal
and state regulatory required activities.
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Bucket 2 was defined as all other projects and
programs. Bucket 2 included projects that may have
partial grant funding, projects in various phases

of planning, construction and operation, as well as
Measure M, non-Measure M and Pillar projects.
This project list did not imply a permanent deferral
of projects.

In addition to these measures, the CEO also
instructed an immediate freeze on all hiring of
Metro employees. Any changes would be managed
on an individual basis in order to ensure proper
cost savings from a labor perspective.

PROCESS

An online system with a dashboard was set up
for all departments to use to justify all requests
for expenditures, consistent with the CEO’s
call-for-action.

The CEO then reviewed all requisitions on a weekly
basis to either approve or defer expenditures.

Partnerships were also formed between the Office
of Management and Budget, Local Programming,
Accounting, Treasury, Countywide Planning and
Development and the Office of the CEO to ensure
all financial information was shared quickly.

There was no funding needed aside from normal
staff expenses for this project. All aspects of the
project were completed by regular staff time

and resources.

RESULTS

As a result of staff finding a solution to the

CEO’s call-to-action, all Metro employees remained
employed. There were no furloughs agencywide.
Metro’s survival and the preservation of agency jobs
helped stabilize the local economy and meant that
the agency was able to continue providing essential
trips to residents and workers.

Metro Best Practices Report 2021

Additional Resources

Departments

> Office of Management
and Budget

> Contract Administration
and Management

Contacts

Irene Fine

Executive Officer, Finance,
Office of Management
and Budget
finel@metro.net

Thu Nguyen

Executive Officer, Finance,
Office of Management
and Budget
nguyent@metro.net

Jesse Soto
Executive Officer,
Finance/Controller,
Accounting,
sotoj@metro.net



GOAL

To conduct an agencywide assessment
for cost-saving and revenue-generating
opportunities to ensure Los Angeles
County Metropolitan Transportation
Authority’s (Metro) financial stability.
This initiative falls under the Metro
Vision 2028 Strategic Plan Goal 5.2:
Metro will exercise good public policy
judgment and sound fiscal stewardship.

BACKGROUND

The Risk Allocation Matrix (RAM) was
a CEO initiative that was introduced
during Senior Leadership Team (SLT)
meetings and inter-departmentally.
Metro staff assessed the projection
analysis, determined whether to move
forward with RAM, and ultimately
decided to proceed. The idea was if the
agency took gradual, small steps to
save money and generate revenue
wherever possible, it could avoid drastic
measures should unexpected financial
challenges arise.

BEST PRACTICE

Internal partnerships across the agency
were developed. All SLT members were
asked to participate in this initiative
with Office of Management & Budget
(OMB) and the Office of the CEO

by identifying aspects of their team’s
budget that could be eliminated or
generate revenue. The RAM provides
fiscal discipline throughout Metro via

Risk Allocation Matrix

a strategic mix of new initiatives for
revenue generation and cost savings.
The RAM seeks to take small steps
to avoid drastic measures in response
to future projected deficits. RAM
initiatives are monitored through

the Comprehensive Agencywide
Performance Evaluation (CAPE).

No funding was needed for this
initiative and there were no project
costs, as all aspects of RAM were
developed in-house.

PROCESS

RAM is an agencywide collaborative
process that aims to identify a strategic
mix of cost saving and revenue
generating new initiatives, and to

evaluate the risk of such implementation.

RAM accords with Metro’s internal
savings account. The savings account
captures the RAM savings and revenues
and ensures prudent use of funds. The
RAM process began with the CEO and
his direction to staff. Then, buy-in from
SLT followed and filtered down to the
heads of each department. From there,
the department representatives worked
closely with OMB to understand the
initiative and help OMB assess needs
for each department.

RESULTS

There is now a list of RAM initiatives
approved by the Metro Board that the
agency must fulfill in an effort to remain

fiscally responsible. RAM also led

to the formation of Metro’s savings
account. In Operations, for example,
cost-saving initiatives helped mitigate
financial challenges and the savings
from RAM helped alleviate debt in
the Operations department. That, in
turn, improved financial planning and
decision-making for the agency. RAM
also brought better understanding

of Metro’s finances to the agency and
continues to help the agency work
toward fiscal responsibility.

Additional Resources

Department
> Finance, Office of
Management & Budget

Contacts

Anelli-Michelle Navarro
Executive Officer, Finance,
Office of Management & Budget
navarroa@metro.net

Koreyne Clarke

Senior Manager, Budget,

Office of Management & Budget
clarkek@metro.net
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TAP Mobile App

Metro Best Practices Report 2021

GOAL

To provide a state-of-the-art mobile
app for the Los Angeles County
Metropolitan Transportation Authority’s
(Metro) 25 municipal partners and
enhance multimodal mobility while
maintaining a minimal project cost for
the agency. This initiative falls under
the Metro Vision 2028 Strategic

Plan Goal 1.1: Metro will expand the
transportation network and increase
mobility for all users.

BACKGROUND

The effort to create the TAP app first
began as a result of a Metro Board
action request to produce a TAP
Mobile app for LA County. Metro was
approached by Apple to collaborate on
the TAP app for Apple devices. Metro
later worked with a third party vendor

to produce the TAP app for Android
users. The TAP app was launched for
Apple devices in September 2020 and
the app was launched for Android
devices in January 2021.

BEST PRACTICE

The TAP app offers the ability to

use contactless fare payment via
smartphone with the opportunity to
buy fare for 26 TAP transit systems in LA
County by connecting TAP fare media
with the user’s Apple Wallet or Google
Pay. Metro riders can also manage their
TAP accounts, which includes access to
reduced fare cards and Low-Income
Fare is Easy (LIFE) discounts. TAP app
users can also connect to Metro Bike
Share and Metro Micro on-demand
rides. The app also furthers equity by



serving senior, student, disabled and
low-income riders and offers options
for customers without bank accounts.
These customers can load cash directly
into their TAP accounts for transit,
mobility services and mobile app use
— and no credit card is required. In
addition, customers can use the app to
plan trips and access real-time bus and
train arrival information.

Metro formed partnerships with

private sector companies to accomplish
this. Other Metro departments that
were involved in the development of
the app were the Office of Management
& Budget and Communications. There
was no cost to build the TAP app.

PROCESS

The process of building the TAP app
included frequent meetings with

the partners and consistent planning
to sidestep any issues—such as
technology bugs—in the app. The
organizations also collaborated to
create an app that best suits TAP
customers while focusing on
maintaining equity for Metro riders by
ensuring that all customers could have
access to the app. The app went
through multiple phases of testing for
Apple and Android devices internally
among Metro and its partners. This
testing involved searching for bugs,
grammar and language accuracy and

Footnotes
1“TAP Website.”
taptogo.net/articles/en_US/Website_content/TAP-App

app:
tap, go.

Your phone is the safe,
easy way to pay with
the new TAP app.

ease of use. After several rounds of
testing by each partner, beta testing
was opened to select employees that
worked in transportation and test
user accounts were provided by Apple.
Testers spent several months using the
app at various bus and rail locations,
loading fare and assessing the overall
functionality of the app. This beta
testing went through approximately
three rounds of testing for Android
and Apple.

RESULTS

Metro was the first transit agency in
America to transform a smartphone
into a transit card at a minimal cost.
Debuting this feature for both Apple
and Android phones during the
COVID-19 pandemic also provided

a truly contactless way for riders to
purchase fares. Beyond the pandemic,
this feature makes riding more
convenient and enhances equity by
allowing all Metro riders to access
discount fares and purchase fares
from anywhere.

Additional Resources
> TAP Website’

Departments
> TAP

Contacts

Robin O’Hara

Executive Officer, Finance,
TAP Department
oharar@metro.net

Manish Chaudhari

Sr. Director, Special
Projects, TAP Department
chaudharim@metro.net

Frank Nunez

Sr. Director, Special
Projects, TAP Department
nunezfr@metro.net
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The Human Capital and Development
(HC&D) Department at Metro has a deep
and broad array of responsibilities that

are focused on supporting the Metro
workforce of nearly 11,000 transportation
professionals. Under the mission “We create
the environment for our people to excel,” the
department has 250 employees working to
maintain the headquarters building, recruit
and develop the workforce, manage our labor
contracts, administer employee pension and
benefits, and implement employment
regulations and policies.

The HC&D team is able to quickly pivot to
meet the agency’s changing business needs.

Metro Best Practices Report 2021
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HC&D is comprised of six divisions:

> Helping Employees Access Resources

(H.E.A.R.) Office: administers the Employee
Assistance Program (EAP), Metro’s Violence
and Intimidation Prevention Policy, religious
accommodations, PP grievances, probation
extensions and more.

Talent Management: moves forward the
agency'’s values of attracting, developing,
motivating and retaining a world-class
workforce.

NextGen Workforce: aligns youth educational
development programs and veterans services
with Metro’s workforce demands, focusing on
engagement and professional development.
Labor and Employee Relations: oversees

two functions: navigating the complex world
of federal transit regulations and collective
bargaining agreements, and pension and
benefits of all employees.

Workforce Services: provides finance and
budget, technology implementation, and
analytics to support the HC&D department.
General Services: provides facility and
administrative services at the USG building,
including building management and
maintenance, mail services, travel and

copy services.
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-construction opportunities within
d the transportation industry,
ative Now-Los Angeles
| provide support for applicants
ills development, skill set enhancement

school diploma/GED attainment.

will also increase resources for training

ement of specialized positions in the

tation industry.

WIN-LA

Women Build LA - B

Veterans Program

Transportation Gateway

Introducing talent to Metro, the

Transportation Gateway programs

aim to deliver information and resources
to help individuals in the community
gain a broader knowledge of the public
transportation industry.

oot Camp

GOAL

To create a detailed roadmap and make
it available to all Los Angeles County
Metropolitan Transportation Authority
(Metro) employees to help identify
where they are and where they would
like to go with their careers. This
initiative falls under Metro Vision 2028
Strategic Plan Goal 5.7: Metro will build
and nurture a diverse, inspired and
high-performing workforce.

BACKGROUND

Before forming the Metro Career
Pathways Program model, employees
had to figure out on their own how

to move up within the agency. In the
past, different business units had
attempted to create career tracks for
employees. However, departments
had different methodologies with
disparate practices. The agency, too,
was offering many programs to assist
employees with advancing their
careers, but the overall lack of clarity
was challenging for many employees.
HC&D led the creation of an equitable
approach to career advancement
within Metro.

Career Pathways Program

BEST PRACTICE

The Career Pathways Program offers
training programs at every level of
employment so that all employees have
the foundation to take the next step

in their careers.

There are programs for entry level
employees, middle managers and those
in leadership roles. Among our
offerings are: Department 101 classes,
Supervisory Competency Training,
Metro’s Leadership Academy, the Eno/
MAX Program and Emerging Leaders
through the American Public
Transportation Association (APTA).

To carry out the Career Pathways
Program, Metro also considered those
who don't yet work for the agency, and
how they can get the training needed to
launch their careers. Partnerships

were established with the leadership

of Metro’s Workforce Initiative Now-
Los Angeles (WIN-LA) and the future
SEED School of LA County. Partnerships
were also established with the existing
APTA and Eno programs. The cost
associated with this project was limited
to employee labor hours.

Department Initiatives: Human Capital & Development
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PROCESS

Below is an overview of the step-by-
step process taken to create the
Career Pathways Program:

The Talent Development Team
met with partners.

The team determined the
prerequisites for industry
programs.

The team redesigned the talent
pipeline.

The team gathered various
components from internal
stakeholders to create the
Career Pathway Model.

Metro informed and encouraged

©@ O OO0

employees to participate in the
many programs in the Career
Pathway Model through events
such as onboarding, interacting
with operating divisions through
internal emails and on Metro’s
intranet site.

RESULTS

The Career Pathway Model has
revolutionized how the organization
embraces the importance of learning
and the prerequisites that serve as the
milestones from one career ladder to
the next. The agency has utilized the
model as a blueprint for internal
employee career mobility. The model
also provided the rationale for the

Footnotes
'“Metro Leadership Academy Promotion Report.”

dropbox.com/s/oflilcowqvxiba8/Metro%2ol eadership%20Academy%20Promotion%20Report%E2%80%AF %20.pdf ?dl=0

*“Metro’s Tuition Reimbursement Program.”

creation of a new department within
HC&D called NextGen.

In addition, the following programs

were created or redeveloped as part

of the Career Pathways Program:

> Metro Leadership Academy

> Tuition reimbursement

> Participation in APTA Emerging
Leaders and APTA senior
leaders’ programs

> Participation in Eno programs
including EnoMAX, Eno
Manager | and Eno Transit
Senior Executive Program

> Metro onboarding

> The SEED School of Los
Angeles County

To date, the Career Pathway Model has:

> Successfully created the framework
for employees to identify the right
job at the right time in their careers,
and established transparent and
recognizable prerequisites for
career advancement at Metro.

> Reinforced the notion that Metro
fosters a community of learners,
and encourages employees to
embrace a holistic view of their
jobs, trainings and careers.

> ldentified Talent Development
as a hub of learning for Metro’s
business units.

In short, the program demonstrates
Metro’s values in creating a

learning organization that will attract,
develop, motivate and retain a
world-class workforce.

Additional Resources

> Metro Leadership Academy
Promotion Report’

> Metro’s Tuition
Reimbursement Program?

> Metro Career Pathways Model?

Departments
> Human Capital &
Development
> Talent & Development
> Communications
> Operations
> Office of Civil
Rights & Inclusion

Contacts

Daniel Dzyacky

DEO, Human Resources
dzyackyd@metro.net

Patrice McElroy

Chief Human Capital &
Development Officer (Interim),
EO, Human Capital
Development
mcelroyp@metro.net

dropbox.com/s/km563pjiyom26xk /Metro%E2%80%99s%E2%80%AF Tuition%E2%80%AFReimbursement%20Program%E 2% 80%AF.pdf ?dl=o

3“Metro Career Pathways Model.”

dropbox.com/s/fsubgim6dpappih/Metro%20Career%20Pathways%E2%80%AF %20Model.pdf ?dl=0

Metro Best Practices Report 2021



The SEED School =
of Los Angeles €6tinty

GOAL

To provide students with STEM (science, technology,
engineering and math) programs, mentorships,
hands-on learning, and other opportunities that will
expose and connect youth to transportation and
infrastructure-related career opportunities. This
initiative falls under the Los Angeles County
Metropolitan Transportation Authority’s (Metro)
Vision 2028 Strategic Plan Goal 3.1: To lift up local
communities, Metro will create jobs and career
pathways in transportation.

BACKGROUND

The increasing demand for a skilled transportation
workforce within the agency and across the industry
—combined with local at-risk youth’s employment
needs—created an opportunity for Metro to help
break the cycle of poverty.

The issue was brought to the department’s attention
by CEO Phillip A. Washington, who presented the
idea to the Metro Board of Directors during a meeting
in April 2017. Eventually, and in response to multiple
staff briefings, Board Directors Mark Ridley-Thomas,
John Fasana, Mayor Eric Garcetti, Kathryn Barger,
Robert Garcia and Jacquelyn Dupont-Walker
instructed Mr. Washington to develop a framework
for a pilot educational and job training program.

The program specifically, though not exclusively,
was to target at-risk youth who had historically been
underserved educationally.

Ty

|

§

BEST PRACTICE

The SEED School of Los Angeles County (SEED LA)

is part of Metro's workforce development plan to
recruit the emerging workforce and build a skilled labor
pool for the transportation infrastructure industry.
The school will serve 400 students from grades nine
through 12. The selection process will include an
admissions lottery weighted for students experiencing
homelessness or housing insecurity, individuals

who have an immediate family member incarcerated,
or those involved with the child protection or juvenile
justice system. SEED LA will be part of a larger
mixed-use development project that will include
Metro's Training and Innovation Center. The school
and the development will occupy a long-blighted lot
in South Los Angeles that was a community eyesore.
After failed attempts to develop the lot privately, LA
County, led by then-County Supervisor Mark Ridley
Thomas, used eminent domain to acquire the land.

PROCESS
To establish SEED LA, the HC&D department
completed the following:

@ Conducted a study to understand the feasibility
of developing and implementing a countywide
college and career training program to meet
the future workforce needs of the agency and
industry while also creating growth opportunities
for the most opportunity youth in LA County.

s
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@ Engaged with internal and
external stakeholders to

determine the resources available

to support the personal and
professional development of
opportunity youth (i.e., at-risk

youth) through the implementation

of a countywide college and
career training program.

@ Developed programming

through its E3 Youth Initiative
to expose LA County educators
and their students about the

career opportunities within the
industry and agency.

@ Utilized internal and external
stakeholder resources and
its industry-specific youth
programming to directly impact

opportunity youth attending
SEED LA.

To execute this ambitious initiative—
one that was unprecedented for a
transit agency— Metro formed
partnerships with Los Angeles County,
the SEED Foundation and ExED. Metro
also committed future operations
funding for the school— $71 million
over 15 years starting in Fiscal Year
2021-22. LA County will match that
amount over the same time period. This
funding will help close the financial gap
anticipated for SEED LA’s operations.

Footnotes
' “Transit Workforce Readiness Guide.”

RESULTS

The agency will use this best practice
to fill the missing link within Metro’s
Career Pathways program. SEED LA
addresses the need to create and
prepare a national and global pipeline
of skilled workers for the transportation
infrastructure industry for years to
come. SEED LA will prepare students
for the workforce by exposing them

to experienced-based learning
activities and practicums, internships,
mentorships and related strategies,
for a meaningful career in the industry.

To date, this best practice has:

> Developed industry-aligned
programming to engage students
and educators through Metro’s
Youth Career Experience,
Educator Exchange and Tours
Program, and Metro’s Teacher
Externship Program.

> Reached 192 educators and over
14,000 students throughout
LA County during its first year
of implementation.

> Continuously facilitated working
groups to engage internal and
external stakeholders throughout
LA County to ensure the school’s
curriculum is implemented through
an equitable and inclusive lens.

apta.com/wp-content/uploads/Transit-Workforce-Readiness-Guide.pdf

*“Feasibility Study.”

libraryarchives.metro.net/DB_Attachments/2018-0358_Attachment_E_Summary_of_Final_Report.pdf
i“How L.A. Metro inspiring, training tomorrow's transportation workforce.”

metro-magazine.com/10007339/how-l-a-metro-is-inspiring-training-tomorrows-transportation-workforce
““Source Post: Metro and L.A. County partner on Transportation School to create the next generation of workers.”

thesource.metro.net/2018/06/18/metro-and-l-a-county-partner-on-transportation-school-to-create-the-next-generation-of-workers/

s“YouTube: LA Metro E3 Youth Initiative: Metro’s Youth Career Experience.”

youtube.com/watch?v=k6UMmagghsM
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Additional Resources

> Transit Workforce
Readiness Guide’

> Feasibility Study?

> How L.A. Metro is inspiring,
training tomorrow’s
transportation workforce3

> Source Post: Metro and
L.A. County partner on
Transportation School to
create the next generation
of workers 4

> YouTube: LA Metro E3
Youth Initiative: Metro’s
Youth Career Experience’

Department
> Human Capital and
Development

Contacts

Maria G. Meleandez
DEO, Next Generation
Workforce Programs
meleandezm@metro.net

Patrice McElroy

Chief Human Capital and
Development Officer (Interim)
mcelroyp@metro.net



Workforce Service Dashboards

GOAL

To provide the Los Angeles County Metropolitan
Transportation Authority (Metro) and its leadership
with real-time data to assist in agency decision-
making, allow for more storytelling with data and
reduce the use of paper. This initiative falls

under Metro Vision 2028 Strategic Plan Goal 5.3:
Metro will develop a transparent data management
policy that addresses open data, data storage and
data protections.

BACKGROUND

Before the development of the Workforce Service
Dashboards, the agency was unable to provide
real-time data to make decisions. Staff would have to
manually input data into Excel spreadsheets to create
the reports for analysis and decision-making. This was
labor intensive and time-consuming for Information
and Technology Systems (ITS), a small department
with limited resources. The issue of collecting

and accessing real-time data was brought to the
department’s attention after receiving many requests
from executive leadership—with response times
inadequate to meet requested deadlines. As a

result, a decision was made by ITS and the HC&D
departments to search for a better tool to assist with
the number of requests they receive on a weekly
basis. The department wanted to have the ability to
provide information immediately by streamlining
the data collection process.

BEST PRACTICE

The Workforce Service Dashboards use
a data intelligence tool called Tableau to
allow the agency to conduct data-driven
decision-making. The dashboards were
developed by HC&D in partnership with
ITS who assisted with the integration

of the tool to the Workforce Service
Dashboard. The funding required

for the project was minimal and was
included in the department’s allotted
annual budget. The funds were used

to purchase additional software licenses
like Tableau, and to train staff on how
to use the interface to generate reports.
The team is currently transitioning
from Tableau to a new tool called Power
BI, which will allow more flexibility for
users since it ties in with the enterprise
software that Metro already uses.

Department Initiatives: Human Capital and Development
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Telecommuting Summary by Employee Type

Pay Period
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PROCESS

Below is an overview of the step-by-
step process used to implement
the Workforce Service Dashboards:

@ The team identified the needs
of HC&D and what they hoped
to accomplish.

@ The team analyzed different
types of Metro data and

determined where information
would be gathered from and
where it would be housed.

@ The team figured out

how to input data into the
intelligent tool (Tableau) and
determined how often the
information would be updated.
Currently, the information is
refreshed hourly, daily or weekly
depending on the information
that is being requested.

HC&D worked with ITS to
clean up and organize the data.

HC&D created a test report in
the appropriate dashboard to
ensure the functionality, filters

® ©

and highlights are working
properly and the data is correct.

@ The team determined how the
information will be presented
using graphs or pie charts.

@ The team reviewed, published
and distributed the report to the

appropriate department(s).

RESULTS

By listening to the needs of internal
clients, dashboards have been
created to capture the patterns

and trends of Metro’s workflow
and workforce.

For example, in light of the COVID-19
pandemic, approximately 15 dashboards
were created to capture leave/
attendance patterns, personal
protective equipment (PPE) inventory
and positive COVID-19 case patterns
in the agency. These dashboards
have provided relevant information
to Metro’s Senior Leadership Team
(SLT) to help them make critical
decisions on a number of fronts in
the pandemic, including:

> HC&D has assisted senior leadership
with data-driven comparisons of
Metro’s COVID-19 caseload versus
the general population’s caseload.

> Tracking PPE inventory, helping
Metro get its workforce the masks,
sanitizer and gloves needed to
continue running transit service
during the pandemic

> Providing information to agency
leadership to help them determine
when it will be safe to reopen
Metro’s headquarters to the more
than 2,000 workers based there

Additional Resources

Departments

> Human Capital
and Development

> TS

Contacts

Donald Howey

DEO, Administration,
Workforce Services
howeyd@metro.net

Patrice McElroy

Chief Human Capital

and Development Officer
(Interim), Human Capital
and Development
mcelroyp@metro.net
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DEPARTMENT INITIATIVE

Information

Tech nology

Information and Technology Services
(ITS) is a forward focused department
at the Los Angeles Metropolitan
Transportation Authority (Metro)
committed to delivering the right
technology solutions by working

with business constituents through
collaboration, partnership and
excellent customer service.

ITS handles high volumes of work—

in 2019 ITS addressed 28,735 incidents,
8,913 work orders and 6,810 service
requests. The department is committed
to transparency, partnerships and
creating solutions that solve Metro’s
current needs while staying ahead

of the curve in the Digital Age and
implementing future solutions.

Metro Best Practices Report 2021

ITS is comprised of four divisions:

> Business Application Services:
transit applications, business
application services, digital strategies
and innovation and enterprise GIS.

> Center of Excellence: governance,
project management office,
budget and administration
and communications.

> Enterprise Architecture and Tech
Integration: IT capacity management,
network engineering, IT service
continuity—database and storage
management and configuration
and data center management.

> IT Operations and Service
Delivery: information security, IT
construction activation, help desk
and technician services.




Expanding Use

of Technology

(Tablets) to Automate
Maintenance Inspections

GOAL

To improve the paper process that
Los Angeles County Metropolitan
Transportation Authority’s (Metro)
Transit Operations (Operations)
staff uses to report maintenance
inspections. This initiative falls under
the Metro Vision 2028 Strategic Plan
Goal 1.2: To improve LA County’s
overall transit network and assets.

BACKGROUND

The project began as a Metro Board
of Directors’ request after staff and
board received reports of unclean rail
platforms that were taking too long
to resolve. One cause of delays was
the reporting process and the agency’s
dependence on paper reports. Such
delays can also compromise rider
safety—a big problem given that
safety is Metro’s top priority.

BEST PRACTICE

After Operations asked for an online
tool to improve the efficiency of the
reporting process, Metro migrated its
manual inspection reporting process
to an automated mobile tablet
inspection process known as the M3
Mobile App. Fleet inspections, facility
inspections and quality checks are
now entered on a tablet that allows
photos to be taken and included in the
reporting process. The inspections

are automatically loaded into the M3
Central Maintenance System in the
field, which generates work orders
automatically. Maintenance employees
across all locations (bus/rail yards,
divisions, etc.) during any work

shift or day of the week can monitor
maintenance-related inspection activities.

Department Initiatives: Information and Technology Services
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PROCESS

Below is an overview of the step-
by-step process that was used to
complete the project:

@ Operations focused on staffing
platforms to help identify any

cleaning needs, and followed
up by sending another employee
to resolve the need.

@ Operations asked if there was
a way to take photos and

submit them for faster results,
as opposed to using the written
documentation process.

@ The M3 Mobile App was created.

On this project, ITS partnered with
Operations to bring advanced
technological solutions to day-to-day
fleet maintenance activities. Funding
for the project came partly from the
Operations Department's budget,
not the capital budget. Tablets are

a relatively small expense and are
seen as a necessary hardware tool.
There is an ongoing project cost for
connecting the tablets to cellular
services. Also, there is a cost to secure
the cloud-based server for the app.

Footnotes
' “M3 Mobility Cost-Benefit Analysis July 2019.”

RESULTS

The agency has utilized this best
practice to implement a digital version
of the reporting process. The time to
complete a maintenance inspection
(on average) was reduced by 40
percent. The tool can now be applied
to bus, rail and maintenance staff at
any bus stop or rail platform. The app
improves accuracy by using checkboxes
instead of handwriting, which can
cause inaccuracies or delays. The M3
Mobile App is cloud-based and can be
accessed from any location. The use
of tablets and the M3 Mobile App

has increased efficiency and accuracy
in the reporting process by reducing
the time it takes for the maintenance
report to be resolved and by decreasing
the chance of human error in the
reporting process.

Today, all maintenance inspectors
receive a tablet to take into the

field and report findings throughout
all Metro platforms, bus stops,
tracks, etc. The initiative has:

> Increased efficiency in the
maintenance reporting process,
and the project’s cost paid
for itself in one year through
time savings.

> Reduced the error rate of
manual entry.

> Significantly reduced and
improved the follow-up time
of maintenance inspections.

dropbox.com/s/jtttbgwznf8h4sx/M3%20Mobility%20Cost-Benefit%20Analysis%20%28)uly2019%29.pdf ?dl=0
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Additional Resources

> M3 Mobility Cost-Benefit
Analysis July 2019’

Departments
> Transit Operations
Systems, Operations

Contacts

Benjamin Wu
Software Engineer, ITS
wub@metro.net

Kathy Phung
Principal Software Engineer, ITS
phungk@metro.net

Al Martinez

DEO, Enterprise Information
Management Transit
Operations Systems, ITS
martinezal@metro.net



DEPARTMENT INITIATIVE

M

Executive Of'ﬁcer

The Office of the Chief Executive OCEO is comprised of the
Officer (OCEO) at Metro supports the following divisions:
CEO in carrying out their vision for the

. ; > Board Relations and Research:
agency and helps with planning and

coordinates staff reports to

coordinating the CEO’s daily operations. e Bosed
The office manages, directs, administers > Women & Girls Governing Council:
and coordinates executive-level programs, looks to remove barriers to success

and to expand opportunities at,
within and on Metro for women.
> Customer Experience:

special projects and activities, and
acts as a first point-of-contact to the

CEO from outside parties and internal coordinates rider improvements.
Metro departments. > Office of Equity and Race:
strives to ensure that access to
Supporting the CEO requires an opportunity is at the center of
understanding of priorities, maintaining decision-making around public

productive communication with the psbibats et i i

14-member Metro Board of Directors
and their transportation deputies,
working with all Metro staff and
ensuring efficient cross departmental
coordination and collaboration.
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Better Bus
Program

Metro Best Practices Report 2021

GOAL

To better serve the people of Los
Angeles County by improving the
speed, reliability, safety and comfort of
the Los Angeles County Metropolitan
Transportation Authority (Metro) bus
system. This initiative falls under the
Metro Vision 2028 Strategic Plan Goal
1.2: To invest in a world-class bus
system that is reliable, convenient and
attractive to more users for more trips.

BACKGROUND

Upon the adoption of Vision 2028,
the agency sought to transform the
bus riding journey in Los Angeles by
putting bus riders front and center
and making critical investments in
our bus system. Metro bus is a lifeline
for riders and non-riders alike, as it

is critical to the functioning of LA
County’s health and economy. The

bus system serves as the foundation
of the agency’s entire transit network.

Seventy-five percent of systemwide
ridership (nearly 500,000 daily
boardings currently; 1.2 million,
pre-pandemic) on Metro’s bus system
disproportionately represent Equity
Focus Communities (communities
Metro defines as high-need based on
income, race and car ownership), with
significant numbers of essential workers
and people in economic distress.

Metro’s annual Customer Experience
Survey revealed that even prior to

the COVID-19 pandemic, customers’
desire and ability to use the bus system
was impacted by wait times, delay or
service advisory information, uninviting
bus stops, concerns about personal



protection and cleanliness at bus stops.
To address bus rider pain points, the
agency created the Better Bus Program.

BEST PRACTICE

The Better Bus Program is a new
agency-wide effort that emerged from
the agency’s Office of Extraordinary
Innovation (OEIl) and was launched by
the Customer Experience unit in the
Office of the CEO (OCEO) and guided
by a multi-departmental working group,
including more than 20 departments
and teams across Metro. The vision

of Better Bus is to serve today’s riders
by delivering dignified trip experiences
and to develop a more equitable,
high-quality service that encourages
ridership growth. The Better Bus
Program advocates for greater
investment in all aspects of the bus
system—everything from the transit
shelter a rider sits under to the priority
bus lane used to whiz through traffic.

Better Bus focuses on the core needs
of bus riders that center on speed,
ease, safety and comfort. Better Bus
goes beyond the system redesign of
NextGen Bus Plan* and seeks to tackle
complex issues such as the waiting
environment at bus stops and onboard
safety and cleanliness, which all impact
rider experience.

Partnerships, both internally and
externally, are an important component
of the Better Bus initiative. This
includes partnerships with various
department units throughout the
agency, as well as working with
stakeholders and external agencies

to develop an advocacy base to help
advance the Better Bus concept

across the region.

Metro will actively seek funding

for improvements under the Better
Bus umbrella, estimated to be an
approximately $1.8 billion investment
over the next five years.

PROCESS

The Better Bus Program began as

a grassroots effort involving a small

number of agency personnel who

over the course of a year-and-a-half

convened around a vision to create

a better bus system for the region.

From there, Better Bus has grown to

involve over 20 agency departments,

all working together to advance

a common goal of building a bus

system that moves more people with:

> Fast, frequent and reliable
service.

> Safe and comfortable waiting
environments.

> Easy and convenient access.

The Better Bus Program provides a
mechanism for the agency to deliver,
in a more comprehensive and
strategic way, improvements to the
bus system and all aspects of the
bus riding experience.

The Better Bus Program incorporates
the work contained in the agency’s
NextGen Bus Plan and is closely
associated with many of the initiatives
in the Customer Experience Plan.

RESULTS

The results and achievements to
date include developing bus stop
standards that can be carried forward,
and working with outside agencies

to create a network of dedicated
bus-only lanes through heavily traveled
corridors to improve bus speeds and
travel time reliability.

The Better Bus Team forged important
partnerships with community
stakeholders and external organizations
to prioritize bus movement and
improve bus speeds through key areas
of the county. This resulted in the
establishment of several new bus-only
lanes in downtown Los Angeles on
sth and 6th streets, Olive Street,
Grand Avenue and Alvarado Street.
The technical and external affairs
working groups dedicated to this
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effort have established a process
for community and stakeholder
engagement that will be used to
expand the bus-lane network in
the LA County region.

Several bus stop pilot projects have
also been developed and launched
throughout the county. Staff is testing
new ideas that include improvements
to lighting, seating, real time
information, bus stop shading and
improved wayfinding signage for

the vision impaired.

During the first year of launch,

Metro dedicated sufficient funding

to increase service, speed and reliability
improvements (bus lanes, transit
signal priority, etc.), Rescue Rides,

vinyl seating replacement on buses,
and a pilot program to clean buses

at several bus layover zones through-
out the day to greatly improve the
cleanliness of the buses in operation.

Footnotes

"“Next Gen Bus Plan.”
metro.net/projects/nextgen/

““Metro Transit Better Bus Stop Program.”
metrotransit.org/better-bus-stops

3“NYCDOT'’s Better Buses Action Plan.”
dropbox.com/s/izvoxasoxkrgxq8/better-buses-
action-plan-2019.pdf?dl=0

““Transit Center’s from Sorry to Superb.”
transitcenter.org/publication/sorry-to-superb

$“WMATA’s Bus Transformation Project.”
bustransformationproject.com

¢“King County Metro Speed and Reliability Toolkit.”
kingcounty.gov/~/media/depts/metro/about/
planning/speed-reliability-toolbox.pdf

7 “Metro 2020 Customer Experience Plan.”
dropbox.com/s/8xsrrjbl3nbmyei/2020-Customer-
Experience-Plan-LA-Metro.pdf?dl=0
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Additional Resources

*NextGen Bus Plan' when fully implemented in December
2021, will offer more frequent, all-day bus service on more
routes, shorter wait times for buses and more reliable
service. NextGen is the first major overhaul of Metro’s
bus system in more than 25 years and these changes will
vastly improve bus service for current and future riders.

Metro Transit Better Bus Stop Program?
NYCDOT’s Better Buses Action Plan3

Transit Center’s from Sorry to Superb#
WMATA’s Bus Transformation Project?

King County Metro Speed and Reliability Toolkit®
Metro 2020 Customer Experience Plan?

V V. V V V V

Departments

Community Relations, Marketing, Public Relations, Customer
Care, ITS — Transit Operations Systems, Digital Strategy

and Innovation, Bus Operations — Central Oversight,

Service Planning and Analysis, Bus Maintenance, Facilities
Maintenance (Stops and Zones), System Security and Law
Enforcement, Arts & Design, Planning, Systemwide Design,
Long Range Transportation Planning, Grants Management
and Funds Administration, Mobility Corridors, First/Last
Mile Planning, Environmental Compliance and Sustainability,
OEl, OCEO, Customer Experience, Equity and Race, Office
of Civil Rights and Inclusion

Contacts

Nadine Lee

Chief of StafffOCEO
leen@metro.net
(outgoing)

Aaron Weinstein
Executive Officer/
Customer Experience
weinsteina@metro.net

Cassie Halls

Senior Transportation
Planner/Customer Experience
hallsc@metro.net



Customer Experien
Plan 2020

GOAL

To minimize pain points for Los Angeles County
Metropolitan Transportation Authority (Metro)
riders, and to maximize smooth and uneventful riding
experiences and find opportunities to occasionally
surprise and delight riders. The Customer Experience
(CX) Plan flows from Metro’s Vision 2028 Strategic
Plan Goal 2.3: Metro will improve customer satisfaction
at all customer touch points.

BACKGROUND

Following the adoption of Vision 2028 and amid
dropping transit ridership at Metro and across the
U.S., a Metro Board Motion required the agency to
create a Customer Experience function and provide
customer experience plans to the Board on an
annual basis on how the agency is addressing and
improving the customer experience for Metro riders.
Complaints received from riders and issues raised
by riders were brought to the department to be
included in initial plans to improve service.

BEST PRACTICE

Metro understands customers need to get around,
and the agency believes that our riders should be
able to do so easily, comfortably, quickly and safely
—without frustration, uncertainty or anxiety.

The 2020 Customer Experience Plan— Metro’s first
such plan—focuses on the experiences of Metro
bus and rail riders, and what we can do to improve

their experiences. As Metro works to improve the
customer experience, our goal is to put riders first
—their safety, time, comfort and peace of mind.

Metro hired an Executive Officer for Customer
Experience in the Office of the CEO to prepare annual
customer experience plans that take an honest look
at pain points that customers tell us about, and make
improvements that are responsive to their concerns.
CX Plans are based on a comprehensive survey

of Metro customers to identify the most pressing
concerns and to track improvements over time.

For the 2020 CX Plan, Metro listened to input from
thousands of riders through surveys, social media,
complaints and community meetings.

Metro’s CX planning also addresses equitable

service to customers, building a customer-first culture
among employees and setting customer acceptance
standards for new products and services.

Funding for improvements recommended in the

2020 CX Plan included $4.9 million added during the
mid-year FY 21 budget, with an additional $35.7 million
included in the FY 22 Budget. A separate $165 million
in funding for more frequent bus service as part of
Metro's NextGen Bus Plan was also included in the
FY22 Budget.

Department Initiatives: Office of the Chief Executive Officer
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PROCESS

Metro interviewed a range of people
affiliated with the agency, from Board
members to bus operators. Staff built a
collaborative effort across the agency
that tapped experts within the various
departments that could help identify
and provide solutions to rider pain
points. Based on this input, 10 priority
areas for improvement emerged. They
include bus reliability, accuracy of real-
time information, bus frequency, bus
stops, ease of payment, speed,
crowding, personal security, dealing
with homelessness and cleanliness.

The CX Plan recaps what customers tell
us about each of the 10 areas for
improvement, looks at what solutions
are in the pipeline, and recommends
what Metro can do to provide relief.
These 10 areas are fundamental to a
reliable, safe and comfortable
experience. As the fundamentals get
better, Metro can shift its attention in
future plans to tackle additional areas
for improvement, as well as go the extra
mile to surprise and delight customers
in a way that distinguishes the Metro
brand. While this is a Metro plan, it is
also a call to action to regional partners
to do their part to improve the
experience of their residents who take
transit. This is especially important for
regional issues like homelessness, and
for local infrastructure that supports
transit users—such as bus lanes, bus
stops and bus stop shelters.

Footnotes
'“Metro 2020 Customer Experience Plan.”

RESULTS

Since the development of the CX Plan

the agency has achieved the following

in the first four months:

> Deployed elevator attendants in
selected elevators to deter human
waste and drug use

> Created a flexible dispatch pilot
test allowing dispatchers to respond
to problems on the system with
appropriate staff, from homeless
outreach or mental health workers
to unarmed security ambassadors
or law enforcement, as the situation
demands

> Enhanced homeless outreach teams
and related mental health, addiction,
nursing, shelter services and short-
term shelter for people experiencing
homelessness on the Metro system

> Added new staff presence at Metro
facilities and on Metro vehicles to
offer rider assistance and connection
to resources

> Also added Ambassadors to fill
gaps in end-station assistance to
intercede with people experiencing
homelessness on Metro

> Created Rescue Rides, a pilot program
that quickly identifies customers
impacted by a missed run or pass-up

in real time and offers them a free ride
code for an on-demand rideshare service

> Replaced fabric seating on buses and

trains with easier to clean vinyl seating

> Created a layover bus interior
cleaning pilot program to provide
onboard cleaning during middays at
bus layover zones

> Provided a three-month Clean Blitz
Pilot program for cleaning train
interiors while in service

dropbox.com/s/8x5rrjbl3nbmyet/2020- Customer-Experience-Plan-LA-Metro.pdf ?dl=o0
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Additional Resources

> Metro 2020 Customer
Experience Plan’

Departments

> Office of the CEO
Customer Experience

> All agency departments

Contacts

Aaron Weinstein
Executive Officer for
Customer Experience
weinsteina@metro.net



Equity Assessment Tools

GOAL

To serve all residents, Metro must
implement and operationalize equity
in planning and decision-making
processes. Implementing equity
ensures that Metro serves even the
most marginalized communities.
Metro’s unique role in the county leaves
the agency poised to improve quality of
life for all Angelenos. This initiative falls
under the Metro Vision 2028 Strategic
Plan Goal 3.3: Metro is committed

to genuine public and community
engagement to achieve better mobility
outcomes for the people of LA County.

BACKGROUND

Though they are often conflated, it is
important to start with key differences
between “equality” and “equity.” We
strive for equality of outcomes, where
everyone has equal opportunity, access
and the rights to fulfill their potential
and positively impact society. However,
our society has many inequalities.

Past discrimination, segregation and
racism are the root of many of the
inequalities that persist today, such

as income and wealth disparities, dis-
proportionate health risks and
imbalances of societal power.

Because of this reality, any counter-

measure to inequality must be equitable.

Equity faces these existing inequalities
head on. Equity accounts for historic
and current disparities to prioritize
resources, services and responses.

If we focus on those with the greatest

need and those that fare the worse,
we'll be able to understand how

to help all. If we simply focus on the
average person and general needs, we
run the risk of perpetuating existing
disparities. At its core, equity is an
effort to mitigate harm and elevate
marginalized experiences so that

our institutions, interrelations and
shared culture become more equal.

Metro identified equity as a critical
strategy to improve its role as
transportation planner and coordinator,
designer, builder and transit operator
of LA County. Staff began developing
a system for implementation, starting
with the 2018 Equity Platform
framework. The Equity Platform
included four pillars:

> Define and Measure

> Listen and Learn

> Focus and Deliver

> Train and Grow

BEST PRACTICE

When the COVID-19 pandemic hit,
transit agencies worldwide were
scrambling to respond to huge drops in
ridership and revenue while adjusting
to safety conditions that changed daily.
What the pandemic truly revealed
were existing social and resource
disparities, rapidly exacerbated by

a public health crisis.

At Metro, we recognized this and knew
it was essential to ensure that equity

was built into our responses and
subsequent recovery. Our core
ridership includes the same populations
hardest hit by COVID-19 — yet
considering their experiences and
needs could have been missed during
the urgency of 2020. Instead, staff
developed the Rapid Equity Assessment
(REA) tool. The tool is a set of
questions to assist Metro staff in
identifying and prioritizing equity
opportunities when actions must be
taken quickly.

Implementing equity cannot always
be reactive. It must also be built into
the foundation of a system, such

as an annual budget. In 2020, staff
also developed the Metro Budget
Equity Assessment Tool (MBEAT),
the first-ever agencywide equity
assessment. During the FY22 budget
cycle, staff worked with 17 Metro
departments, covering budget items
ranging from first/last mile to joint
development projects to train car
battery replacement. The MBEAT
process challenged staff to apply

an equity lens to their budgetary
requests and identify opportunities
to engage with communities and
center their experiences.

PROCESS

REA and MBEAT tools were created and
implemented to benchmark and track
Metro’s performance in meeting its
commitment to equity. They are used to
assess who is benefiting from Metro’s
decisions, specifically the impacts to
marginalized communities (people of
color, older adults, low-income riders,
people with disabilities, etc.)
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The REA is intended to be applied
to rapid actions or decisions that:
> Will impact service, safety,

or customer experience.
> Do not require another

equity analysis.
> Will result in a material

project change.

REA can also be used in

preliminary discussion decisions.
The REA presents a critical guardrail
to ensure already marginalized

and vulnerable populations do

not get lost in the shuffle of rapid
and emergency decisions.

The MBEAT begins with a series of
questions for staff to consider during
the annual budget cycle. MBEAT
questions help staff apply an equity
lens as they consider impacts from
budget adjustments, capital projects
and department budgets. Questions
focus on prioritizing benefits to

and engagement with marginalized
communities, and identifying
opportunities to consider equitable
resource allocation. This represents
a shift from an equality-based
approach to a more strategic equity-
based application.

MBEAT submissions are categorized
based on submission scoring ranges
into general equity assessments,
combined with recommended

next steps to support equity
implementation. These steps may

Footnotes
“Rapid Equity Assessment.”

include developing methods to
monitor for program/project equity
impacts, identifying opportunities

for enhanced benefits and/or harm
reduction to marginalized communities,
and obtaining more detailed
information from department staff

to clarify potential limitations or

need for education.

RESULTS

Both the REA and MBEAT were

piloted in the past year. The REA was
applied to each of the COVID-19
Recovery Task Force recommendations
to help staff prioritize, adjust, rank
recommendations and eliminate others.

Implementation of the MBEAT yielded
results and new information in three
primary areas (with relevant Equity
Platform pillars in parentheses):
> Equity concerns in annual
budget development
> MBEAT reviewed flagged
submissions that could
disproportionately harm
marginalized communities and
recommended budget
reconsiderations (Define and
Measure).
> Facilitated support for projects with
strong anticipated equity outcomes
(Focus and Deliver).
> Equity education opportunities
for Metro staff
> In the longer term, equity tools
serve to build capacity within
agencies to implement equity at
all levels (Train and Grow).

dropbox.com/s/uzoacsuqjehogze/Rapid%20Equity%20Assessment%20v6.pdf ?dl=0

*“Metro Budget Equity Assessment Tool.”

dropbox.com/s/swizgoatyexszjd/MBEAT_2.26.21.pdf ?dl=0
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> Implementation practices for

agencywide equity assessments

> MBEAT pilot has surfaced lessons
and best practices for future
agencywide equity assessments
that account for Metro’s diverse
departmental missions, scopes
and capacity (Focus and Deliver,
Train and Grow).

Budgets can be interpreted as a
statement of values. The MBEAT will
continue to help develop strategies
and actions, through budgetary
decisions, that reduce and eventually
eliminate racial and socioeconomic
inequities and improve access to
opportunities for all groups.

Additional Resources

> Rapid Equity Assessment’
> Metro Budget Equity
Assessment Tool ?

Departments

> Office of the Chief
Executive Officer

> Office of Management
and Budget

> ITS

Contacts

KeAndra Cylear Dodds
Equity and Race/Office of
the Chief Executive Officer
cyleardoddsk@metro.net



Equity Liaisons
Working Group

GOAL

To grow equity-fluent leaders throughout the

Los Angeles County Metropolitan Transportation
Authority (Metro) that are trained and knowledgeable
about issues involving equity, race, diversity and
inclusion. These leaders can also contribute to the
Equity Platform framework by embedding learned
equity expertise into the mission, scope and processes
of their respective departments. This initiative falls
under the Metro Vision 2028 Strategic Plan Goal 5.7:
Metro will build and nurture a diverse, Inspired and
high-performing workforce.

BACKGROUND

After the creation of Metro’s Office of Equity and
Race (OER), staff identified the need to build
internal capacity across the agency to advance
equity. Implementing equity in a public agency as
large and influential as Metro doesn’t end with
the agency’s programs, projects and services. As
directed by the fourth pillar of the Equity Platform
framework (Train and Grow), expanding capacity
and expertise among Metro staff is a critical
component to achieving successful and sustained
equitable processes and outcomes throughout
the agency’s work.

BEST PRACTICE

Equity Liaisons inaugural cohort is composed of 22
staff members, representing 16 Metro departments.
Their collective role is to help advance agency equity
initiatives within each department through the
application of equity assessment tools. The group

is also a forum for liaisons to openly discuss the

challenges of implementing equity and collaborate
on paths forward, which contributes to leadership
and workforce development for the participants.

Meetings generally include two components:

> Education, which includes book reading and
discussion of topics related to equity, diversity and
inclusion or training on equity tools and practices

> Exercises, which includes reviewing and learning
Metro equity policies and practices, such as equity
tools developed by the Office of Equity and Race

Liaisons have helped develop and test multiple
equity tools for the agency. Their understanding
of individual department processes and cultures
are critical to identify opportunities and challenges
to advance equity in their departments.

Qualitatively, the inaugural cohort has also grown
into a tightknit, high-trust group of staff from widely
varied departments and backgrounds. Conversation
is consistently honest, curious and dives deep into
difficult discussion topics such as racism, classism,
violence, politics and fear.

This has been an especially welcome outcome given
the recent pandemic and the accompanying isolation,
health and safety concerns, and social changes
underway. The genuine chemistry and confidence
the cohort shares are something that may be difficult
to curate or predict beforehand but has lent to the
success of the group. Their curiosity and willingness
to do better has permeated the agency.
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PROCESS

With the help of the CEO, the Office
of Equity and Race has created an
internal working group to develop staff
leaders to be well-versed in equity and
bring this expertise to their respective
departments. Staff reached out to

all senior leadership team members
to nominate someone who could
represent their office and participate
in regular meetings, trainings and
discussions. Nominees were selected
to join the inaugural Equity Liaison
cohort to provide feedback on the
development of different equity tools
and truly be a liaison between OER
and their own departments.

Having senior leadership support

is a key component to increasing
capacity and expertise for equity work
throughout Metro. Equity Liaisons
commit to a two-year cohort process,
including two two-hour meetings per
month. Senior leadership’s role in
nominating someone from their
department to join the cohort had
two benefits: selecting a candidate
that is motivated and interested in
the Equity Platform because liaisons
are expected to actively work to advance
equity within their departments,

and selecting a candidate that also
has the time to participate. To grow
widespread internal capacity, it is
important to have a representative
from each department in the

liaison cohort.
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The process for Equity Liaison meetings
includes creating overall curriculum,
schedule and an agenda for every
meeting. Liaisons also receive
“homework” assignments once or
twice per month, such as readings or
reviewing of documents and tools.

It is important that all liaisons are clear
about expectations and committed

to participation in a successful Equity
Liaison Program. This is why the
liaisons worked with OER to draft

a program charter and operational
contract which was signed by all
participants and their supervisors.

RESULTS

OER has built a team of staff leaders
within the entire organization that
are able to use their equity fluency

to serve as an equity resource within
their departments. While it has been
a huge leap forward to build an Office
of Equity and Race at Metro, one team

cannot do this work alone. Although the

Race and Equity Team are experienced
in developing equitable and inclusive

programs and tools, they lack the same

subject matter expertise as the equity
liaisons. Taking anything from theory
into practice requires implementation,
operationalization and acceptance
across a system or an agency. The
equity liaisons help fulfill that role.

Additional Resources

Departments
Liaisons represent
every department
agencywide.

Contacts

KeAndra Cylear Dodds
Executive Officer, Equity
and Race, Office of the
Chief Executive Officer
cyleardoddsk@metro.net



Fareless System
Initiative

GOAL

To identify challenges and offer specific
recommendations on how the Los Angeles County
Metropolitan Transportation Authority (Metro) can
implement fareless transit for all riders on Metro
buses and trains. This initiative falls under the
Metro Vision 2028 Strategic Plan Goal 1.3: To manage
transportation demand in a fair and equitable manner,
Metro will develop simplified, sustainable and
comprehensive pricing policies to support the
provision of equitable, affordable and high-quality
transportation services.

BACKGROUND

Prior to the pandemic-induced decline in transit
ridership, almost 70 percent of Metro customers
were either very low or extremely low income. There
is widespread agreement and data that show the
COVID-19 pandemic has only exacerbated conditions
for these riders and many other people in LA County.

Metro’s CEO Phillip A. Washington had previously
talked about the benefits of fareless transit if adequate
revenue could be secured. The Office of Extraordinary
Innovation was exploring this possibility through the
Comprehensive Pricing Study specified in Vision 2028.
The CEO formed an internal task force to study how
Metro could accelerate the idea of fareless transit,

and to see how this could be accomplished at a time
when COVID-19 was impacting the local economy.

Removing the financial barrier posed by transit fares
is a significant step toward improving the equity of

access to Metro’s system. Additionally, a fareless
system will contribute to the post COVID-19 economic
recovery in LA County, support the reduction of
greenhouse gas emissions, attract riders back to the
system, and lessen fare-related disputes and the costs
associated with fare collection and enforcement.

BEST PRACTICE

The Fareless System Initiative (FSI) involved a
partnership with various agency departments to form
a task force and build consensus on a fareless system
using their expertise and external contacts to obtain
feedback essential to the success of the program.

As a result of this work, the FSI team has proposed

a 23-month pilot program that would offer fareless
transit to K-12 students, community college students
and low-income residents in LA County.

Equity, customer experience, impacts to local transit
providers, ridership surges and agency resource
demands will be assessed during the pilot while
financial partnerships and adequate long-term funding
will be sought. The pilot will provide immediate
economic relief to student and low-income riders.

PROCESS

The FSI task force members were selected by the
CEO from various agency departments. A total

of 19 task force members convened for weekly
meetings between the formal study launch and Board
recommendation, a period of eight months.

Over the following months, FSI members continued
to share updates and collect feedback through a series
of presentations to Metro Service Councils. FSI also
held a countywide telephone town hall meeting to
keep the public informed of the ongoing study while
FSI also provided frequent updates to the Board.

The FSI team also involved local and municipal
operators throughout the region in the discussion.
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An FSI Ad-Hoc Committee, comprised
of local and municipal transit operators
in the region, was convened to identify
and work through regional issues.
Members were invited by the CEO to
offer regional support for the program.

The task force worked closely with
Metro’s Senior Leadership Team to
get them involved and catalog their
concerns with a fareless system.
Public engagement and feedback
were also crucial.

Staff continues to work on preparing

a final FSI Report with specific
recommendations and implementation
preparation, noting that successfully
carrying out a pilot fareless program
requires enormous internal and
external teamwork and coordination.

Problem mitigation was essential to
build consensus among all departments
and team members on this important
initiative. Staff continue to meet with
the agency’s CEO weekly to provide
input where necessary on the FSI and
its implementation.

RESULTS

As of press time for this Best Practices
report, the Metro Board of Directors

is scheduled to vote on launching the
pilot program at the May 2021 meeting.

Staff has identified a leading concept
for a fareless pilot program: A 23-month

Footnotes

'Fareless System Initiative Webpage
metro.net/news/media-kits/fareless-system-initiative/

*Board Item 42, April 2021
boardagendas.metro.net/board-report/2021-0209/

3Board Item 43, March 2021
boardagendas.metro.net/board-report/2021-0074/
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phased pilot that would begin in
August 2021 with K—12 and community
college students; and expand to
include low-income riders in January
2022. The pilot would conclude for
all participants on June 30, 2023.
The pilot will be offered on the Metro
bus and rail system, and is open to
transit agencies within LA County
that are interested in partnering and
cost-sharing during the pilot.

The task force convened six working
groups dedicated to Operations,
Financial, Security, Data collection
(ITS), Access Service/Municipal
Operators and Metro Integration.
The working groups were comprised
of senior leadership and subject
matter experts from across the agency
and focused on deep knowledge
sharing, the vetting of assumptions,
and ensuring alignment with other
agency initiatives.

Staff continue to look at ways of
identifying eligible participants and
enabling their fareless access to the
system in a streamlined and timely way.
This includes building on the existing
LIFE (Low-Income Fare is Easy) and
Reduced Fare programs.

Work has begun between Metro’s TAP
Office and the City of Los Angeles’
Angeleno Connect program to ensure
compatible technology. Metro will work
with other agencies and community

organizations to build partnerships
to ensure immigrants, undocumented
individuals and persons experiencing
homelessness are included in the
fareless program.

The task force sent out a survey on
FSI to the general public (48,000)
with results showing that 86 percent
of riders favored a fareless system
and 8o percent of non-riders also
favored a fareless system, providing
important feedback to the team.

Additional Resources

> Fareless System

Initiative web page’
> Board Item 42, April 2021~
> Board Item 43, March 20213

Departments
All agency departments
are involved in this initiative.

Contacts

doreen Morrissey
Principal Transportation
Planner
morrisseyd@metro.net

Dennis Tucker
Director of Human
Resources (Interim)
tuckerde@metro.net



GOAL
To develop a facility in Los Angeles County to
manufacture, test and deliver transit vehicles that

will also create jobs, promote innovation and
establish synergies with local universities, colleges
and high schools. This initiative falls under the
Los Angeles County Metropolitan Transportation
Authority’s (Metro) Vision 2028 Strategic Plan Goal
5.5: Metro will expand opportunities for businesses
and external organizations to work with us.

BACKGROUND

Metro’s Measure M sales tax measure will double the
size of the Metro Rail system, which is increasingly in
need of new vehicles for these lines. Metro also needs
to keep its current rail fleet in a State of Good Repair.
However, there is a dearth of rail car facilities in the
United States and none in the LA region, making it
difficult for Metro to create and maintain jobs locally.

BEST PRACTICE

The purpose of Industrial Park is to bring engineering,
testing and manufacturing all together within LA
County to become a center for innovation and to
create good local jobs that lead to rewarding and
well-paying careers for area residents.

Our buses and trains must be smarter and more
connected to the operating environment, so we
are better able to provide real-time information to
those who use, operate and maintain our system.

That includes the utilities with whom we partner
to optimize energy management and Metro’s
Operations Department that ensures performance
issues are addressed quickly and efficiently.

By localizing centers of testing and engineering,
manufacturers can more readily address problems
with delivering vehicles as they occur. That, in
turn, can potentially lead to reductions in project
schedules and costs.

Establishing a trained workforce also has many
benefits. Besides good paying jobs that sustain
the local economy, a well-trained workforce
benefits transit riders who depend on trains
that do not break down.

A rail car testing facility is crucial. With an Industrial
Park, manufacturers would have access to testing
facilities for their products —allowing them to have
confidence in the rail cars they deliver to transit
agencies and the taxpayers that fund agencies.

PROCESS

Metro hosted the first roundtable conference
with rail car manufacturers to gauge their interest
on the possibility of establishing a full-scale,

rail car manufacturing facility in LA County that
could build and deliver rail cars to various transit
properties across the nation.
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A second roundtable conference was
hosted that included not only rail

car manufacturers but also bus
manufacturers and major suppliers to
get their interest, reaction, and input
on building a facility locally that could
produce various transit vehicles.

As a result of those meetings,
manufacturers expressed interest,

but also identified a need to eliminate
bottlenecks that impacted delivery

of rail cars. Major impacts included
access to transit agencies’ mainline
track for qualifying the trains, availability
of climate rooms, and regional
availability suppliers to support testing.
It was felt that an Industrial Park with
a test track that included provisions
for manufacturing and assembly work,
and space for vendor support, could
facilitate these projects.

To create an efficient Industrial Park
facility, the agency began the work to
establish a test center with test track
facilities. Once in place, a test center
would be an incentive in bringing
manufacturing and assembly work
to LA County. The next step is to
relocate engineering and suppliers
to support that work. In parallel, a
workforce pipeline needs to be
established to support the center
activities, which Metro is doing
through other workforce initiatives.

Footnotes
"“Transportation Technology Center, Inc.”
ttcitech
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RESULTS

Working with the County of Los
Angeles, the agency has identified
approximately six sites for a possible
testing facility and another 24 satellite
sites for manufacturing, assembling
and testing in LA County.

In a survey of transit vehicle
manufacturers, 100 percent were
supportive of the Industrial Park as long
as they have a workforce available, land
to build the vehicles, and testing facility
to test the vehicles before delivery.

Regarding demand for transit vehicles,
a survey found that over the next 20
years there will be approximately 13,000
rail cars purchased and nearly 16,000
buses purchased by transit agencies.
The survey validated that the demand
exists for transit vehicles.

The agency is working with the
Transportation Technology Center, Inc.,
(TTCI), a whole owned subsidiary of the
Association of the American Railroads,
to locate some of their facilities in LA
County, including a 9-mile test track.

The agency is also evaluating several
different business models for the long-
term operation of the facility. In terms
of funding, Metro is promoting transit-
friendly legislation to support this
endeavor by enhancing Buy America
Legislation to promote more domestic
testing, engineering and manufacturing,
and by enhancing available incentives.

Additional Resources

> Transportation Technology
Center, Inc.

Departments

> Operations

> Vendor Contract Management
> Government Relations

> County of Los Angeles

Contacts

Jess Montes

Senior Executive Officer,
Vehicle Acquisition
montesje@metro.net



Justice Equity Diversity
and Inclusion (JEDI)
Book Club

GOAL

To support staff development under the Los Angeles
County Metropolitan Transportation Authority’s
(Metro) Equity Platform and help normalize
conversations and expand shared understandings
of key concepts related to justice, equity, diversity
and inclusion. This initiative falls under the Metro
Vision 2028 Strategic Plan Goal 5.7: Metro will

build and nurture a diverse, inspired and high-
performing workforce.

BACKGROUND

In early 2020, there was growing interest from
Metro staff asking how they could get involved in
the agency’s work to advance equity. That interest
only grew as the country witnessed the public
health crisis’ disproportionate impact on Black,
Latinx and indigenous communities, the rise in
COVID-19 related racist attacks on Asian Americans
and Pacific Islanders, and the spotlighting of historic
and present systemic racism and anti-Blackness

in America. To support a culture of learning and to
foster inclusive and productive discussions, Metro’s
staff developed and launched the Justice Equity
Diversity and Inclusion (JEDI) Book Club.

BEST PRACTICE

The JEDI Book Club serves as a voluntary opportunity
for staff to learn and grow together as they work to
understand inequities that exist in society, the history
behind them, the role of transportation, and how
Metro’s work can support more equitable outcomes.
The books read in the book club are centered around
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inequity, racism, intersectionality and
other related topics. As an example,
the first book read by employees
participating in the JEDI Book Club
was “So You Want to Talk About
Race” by ljeoma Oluo.

The JEDI book club supports staff
development and capacity building,
and helps normalize conversations
about key concepts related to race,
inequities, diversity and inclusion.

It also fosters better awareness about
historic inequities and how they may
impact current conditions and our
decision-making.

PROCESS

First, Metro staff selected a book to
read, set up an online registration
form, and developed a communications
plan. The registration form asked if
participants would need a book and
provided options for staff to obtain

a book purchased by Metro.

Staff had to develop a list of discussion
questions and ground rules, and
determine the format and frequency

of the discussion events. The first set of
event discussion groups were facilitated
by staff that were trained in advance.
During the second event, breakout
groups did not have trained facilitators.
After each event, Metro staff sent

a survey to all participants to gather
information about what went well

and what could be improved. The last
survey also allowed participants to
vote on the next book.

Footnotes
'“So, You Want To Talk About Race.”

For the discussion events, Metro staff
used an online platform that allowed
for breakout groups and ensured that
there were no more than ten people
in a virtual breakout room. It was
important to have ground rules to
help make sure staff created a space
where people felt comfortable. Staff
encouraged participants to be aware
of the impact of their statements

and be open to further discussions

if their statements did not have the
intended impact.

Other best practices include developing
a set of helpful questions to guide

the discussions in breakout groups and
sharing them in advance. At the end

of the breakout sessions, participants
found it helpful to reconvene as a larger
group to share highlights about what
each group discussed.

RESULTS

As a result of Metro setting up the JEDI
Book Club, many staff have engaged

in conversations about race and equity.
The first round of the JEDI book club

drew nearly 150 participants agencywide

who read the first book and joined in
the discussions. Surveys conducted

after each event showed strong support

for continuing the JEDI Book Club.

Additionally, other transit agencies
and organizations have inquired about
Metro’s book clubs, and some have
launched similar programs, including

the American Public Transit Association

(APTA) in Washington D.C.

sealpress.com/titles/ijeoma-oluo/so-you-want-to-talk-about-race/9781580056779/
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Additional Resources

> So, You Want To Talk
About Race by ljeoma Oluo’

Department
> Equity and Race

Contacts

KeAndra Cylear Dodds
Executive Officer, Equity
and Race, Office of the
Chief Executive Officer
cyleardoddsk@metro.net



GOAL

To create a secure funding stream of local dollars to
fund, build, operate and expand the Los Angeles
County Metropolitan Transportation Authority (Metro)

system through various rail and highways construction
projects to improve the quality of life and reduce
congestion and air pollutions through innovative
transportation solutions/projects. This initiative falls
under the Metro Vision 2028 Strategic Plan Goal 1.1:
To expand the transportation network and increase
mobility for all users, Metro will target infrastructure
and service investments toward those with the
greatest mobility needs and expand the transportation
system as responsibly and quickly as possible.

BACKGROUND

Beginning in the 1960s, LA County voters began
considering transportation initiatives to fund the
building and expansion of the county’s network

of public transportation and freeway improvements.
Half-cent sales tax increases were approved by voters
in 1980, 1990 and 2008, providing hundreds of
millions of dollars for mobility improvements. Still,
the need for new projects—rail lines, bus rapid
transit, bike projects and freeway modernizations,
to name a few— outstripped the supply of funds.
Thus, there was a need to source more options to
raise those funds.

The grandest of these measures is Measure M—the
Los Angeles County Traffic Improvement Plan. With
the passage of Measure M in November 2016, LA
County voters expressed their overwhelming support
for a no sunset transportation sales tax that is

estimated to generate $120 billion in revenue over
the next 40 years. Measure M was brought to the
Planning and Programming Department by the

Office of the CEO as an idea to explore generating
additional revenues for transportation expansion.

BEST PRACTICE

As part of Metro’s overall charter, the agency must
consider the mobility needs of the entire region while
focusing on creating a system that is economically
viable and sustainable. Through building a local
coalition, Measure M was approved overwhelmingly
and will raise $120 billion in its first 40 years. Unlike
2008’s Measure R which was to sunset after 30 years,
Measure M was created without an end date to
expand funding and provide the ability to leverage
local dollars for more state and federal matching
funds. Measure M calls for money to be allocated to
a wide range of needs. The funding breakdown is:

> 35 percent to new transit construction, including
100 miles of Metro Rail and 65 miles of Bus
Rapid Transit

> 17 percent to highway improvements, carpool
lanes and Goods Movement Strategic Plan

> 20 percent to bus operations

> 17 percent for local city transportation
improvements

> 5 percent to rail operations, 2 percent for State
of Good Repair

> 2 percent to keep fares affordable for seniors,
students and the disabled

> 2 percent to active transportation projects

> 1 percent to Metrolink projects

PROCESS

Developing the Measure M plan was a grassroots
approach to building consensus among the region’s
stakeholders and community leaders. A vital component
was to gather support from our sub-regional partners
and Councils of Governments (COG'’s). The agency
sought extensive community outreach to educate

and gather public feedback on the initiative.
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Once Metro and its local partners
across the county developed a list of
projects for regional transportation
needs, the next challenge was
determining the project order—a
monumental and political process.
Metro initiated a process to evaluate
projects through a set of performance
metrics as a method of ranking the
projects to guide the sequencing. Staff
established metrics with detailed data
points to analyze each of the transit
and highway projects for how well they
performed in delivering improvements
in these main areas: mobility,
accessibility, safety, economy,
sustainability and quality of life.

A set of Measure M administrative
guidelines was also developed so

that everyone in the region worked with
the same guidelines and interpreted
the Measure M Ordinance appropriately
for a smooth administration of

the program.

Numerous briefings with the media and
community were essential to educating
the public about the plan, the Local
Return elements and, specifically, the
concept of State of Good Repair.

RESULTS
Measure M was approved with 71.15
percent of the vote on Nov. 8, 2016.

Footnotes

'“Measure M Expenditure Plan.”
metro.net/projects/itoc-measurem/expenditure-plan/
*“Measure M Ordinance.”

Of Metro’s four sales tax measures,
Measure M received the highest
percentage of support. The measure is
also the largest transportation investment
ballot measure in North America.

Measure M will increase economic
benefits to the entire region through job
creation and infrastructure enhancements
and improvements. Measure M will
create an estimated 700,000 jobs in

the region in the coming years.

Because of Measure M, the agency
now has a steady stream of local
transportation dollars that can be
leveraged for greater state and federal
funding participation and bring
projects to the region on a potentially
accelerated schedule. During the

last six years, Measure M helped

the agency secure $9 billion in state
and federal grants for much needed
transportation projects.

Measure M’s Local Return program
also returned funds to all cities and
unincorporated areas of LA County
as a way of ensuring the ballot
measure benefits all corners of a
sprawling county.

As of press time, construction has
already begun on one Measure M
rail project and many other projects
were already in the pre-construction
phase or deep into planning.

theplan.metro.net/wp-contentJuploads/2016/09/measurem_ordinance_16-01.pdf

“Measure M Approved: The Plan.”
theplan.metro.net
+“Internal Measure M Lessons Learned Report.”

theplan.metro.net/wp-content/uploads/2018/o5/report-theplan-lessons-learned-2018.pdf
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Additional Resources

Measure M Expenditure Plan’
Measure M Ordinance?
Measure M Approved: The Plan3
Internal Measure M Lessons
Learned Report*

Departments

>
>

V V. V V V

Planning and Programming
Office of Management

and Budget

Operations

Project Management
Marketing

Government Relations
Community Relations

Contacts

Laurie Lombardi

Sr. Executive Officer, Countywide
Planning and Development
lombardil@metro.net

James De La Loza
Metro Chief Planning Office
delalozaj@metro.net



Women &
Governing Cout

GOAL

To examine Los Angeles County Metropolitan
Transportation Authority (Metro) policies, programs
and services as they relate to women, and to remove
barriers to success and expand opportunities at,
within and on Metro, for girls and women. This
initiative falls under the Metro Vision 2028 Strategic
Plan Goal 5.7: Metro will build and nurture a diverse,
inspired and high-performing workforce.

BACKGROUND

Metro began experiencing ridership declines in
2014. While falling transit ridership was a national
trend, Metro—through focus groups and surveys—
determined that many women no longer felt safe
riding our system and that the lack of mobility was
seriously impacting women who had no choice but
to ride transit. Simultaneously, Metro was tackling
another issue—the transit industry workforce has
often been male dominated. Although Metro had

a good track record of hiring women and putting
them in leadership roles, the agency could do much
better. The Women & Girls Governing Council
(WGGC) was created and charged with improving
conditions for riders and finding ways to expand
opportunities for women at Metro and within the
transportation industry.

BEST PRACTICE

WGGC applies a gender perspective to internal and
external policies, programs and services, to diversify
the agency’s workforce by taking a closer look at the
service Metro is providing. The council's objective is
to reveal and identify potential challenges and barriers
that women face, and incorporate intentional change
to remove those obstacles. Council members offer
real-life experiences they face each day both while
working at the agency and their external experiences.

The council applies a gender lens in three focus areas:
Metro as an employer, Metro as a service provider
and Metro as a catalyst for economic development.

Partnerships were developed with all agency
departments as well as with the Los Angeles County
Women and Girls Initiative. Funding for this initiative
varies from year to year depending on programs
developed and can range up to $1 million annually.

PROCESS

The council is composed of a diverse group of 60
Metro employees representing every department
—union and non-union, entry level to executive—
that meets monthly to determine what policies
within the agency may need to be changed. There

Department Initiatives: Office of the Chief Executive Officer
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are three focus areas WGGC members

examine, including internal workforce,
service provided by Metro and economic
development. WGGC members build
business cases surrounding various
issues and submit the recommendations
to the CEO for consideration as solutions.

Once approval is received, members
begin drafting a strategic plan, working
with internal departments to create
programs to enhance and improve the
problems identified.

RESULTS

The Council’s Understanding How
Women Travel Study was completed in
2019 to analyze the unique and diverse
mobility needs of women in LA County
and how women move and use our
system. The report identified many
areas needing improvement to ensure
the Metro system was safe for women
—and how to make the system a viable
option for more women.

Footnotes
'“Women & Girls Governing Council Webpage.”
metro.net/projects/wggc/
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Other notable achievements include:

> The creation of a Girls Empowerment
Summit, a one-day event that aims
to provide information on the
various careers in transportation.

> Changing some jobs descriptions
for agency job applicants to
encourage more women to apply
for non-traditional jobs at Metro.
Once the job descriptions were
updated, the agency noticed an
increase in the number of women
applicants and hires in that position.

> Changing the way job applications
are reviewed by the hiring
department by offering only the
applicant’s job qualifications and
not their personal information.
This allows for a non-biased
approach in selecting a candidate.

> Worked to create transit options
for pregnant women traveling with
small children or with multiple
packages, strollers. A pilot program
was created on our rail system
to designate priority seating or
dedicated space for pregnant women
and parents with young children.

> Prioritized a transit stop lighting
initiative to improve safety at
bus stops.

Additional Resources

> Women & Girls Governing
Council Webpage’

Departments

> Office of the CEO

> Operations

> Human Capital &
Development

> Communications

> System Security &
Law Enforcement

Contacts

Elba Higueros

Chief Policy Officer
higuerose@metro.net

Claudia Galicia

Sr. Manager,
Transportation Planning
galiciac@metro.net



DEPARTMENT INITIATIVE

The Office of the Civil Rights and
Inclusion (OCR) was created in 2011
to provide compliance oversight

for Metro and its subrecipient/
subcontractors pertaining to the areas
of Title VI and Title VII of the Civil
Rights Act of 1964 and the Americans
with Disabilities Act (ADA). In 2020,
the Diversity & Inclusion unit was
created and added to OCR to assist
Metro in developing a best practices
approach to diversity and inclusion

in the workplace.

OCR is divided into three divisions:

> Equal Employment Opportunity and
Investigations: prepares and submits
the EEO Plan Program (formally
known as the Affirmative Action
plan), provides mandatory sexual
harassment training and investigates
internal, external and patron
complaints involving allegations
of discrimination, harassment and
retaliation based on federal and
state protected categories.

> Accessibility and Title VI: works
to ensure compliance with all ADA
and Title VI related laws, codes and
regulations relating to accessing
Metro’s services, programs
and facilities.

> Diversity and Inclusion: works to
create, streamline and advance the
agency's diversity and inclusion
initiatives, including facilitating the
popular Courageous Conversations
series open to all Metro employees
interested in learning about
implicit bias, microaggressions,
race-centered conflict resolution
and more.

OCR has developed 10 policies that
provide a comprehensive civil rights
framework aimed at protecting Metro
customers, employees and applicants
from discrimination, harassment

and retaliation, and promoting and
maintaining an environment that values
diversity, equity and equal opportunity.

Department Initiatives: Office of Civil Rights and Inclusion
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GOAL
To prevent and remedy unlawful

employment discrimination and
advance equal opportunity for all in
the workplace. This initiative falls
under the Metro Vision 2028
Strategic Plan Goal 5.7: Metro will
build and nurture a diverse, inspired
and high-performing workforce.

BACKGROUND

Metro ensures that its workforce

is diverse and representative of the
availability of minority and female
individuals ready, willing and able
to work.

The Federal Transit Administration
(FTA) requires the establishment

of an Equal Employment Opportunity
Program (EEOP) since Metro employs
more than 50 transit-related employees
and receives federal capital and
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operating assistance in excess of one
million dollars. Agencies often utilize
discretion to analyze processes,
procedures and trends to determine
how to meet and go above and beyond
FTA requirements. During this analysis,
the Office of Civil Rights (OCR) learned
that improvements were necessary

to enhance the concurrence process.

In the former concurrence process,
hiring managers planned their
recruitments without guidance from
OCR. Therefore, they had no knowledge
of agency equal employment
opportunity goals to target recruitments
toward underutilized groups. As a
result, hiring managers would go
through the entire recruitment process,
only to learn at the end of the
recruitment that they did not do their
due diligence to generate a diverse

candidate pool and could not move
forward in the hiring process. As such,
OCR set up meetings with Human
Capital & Development (HC&D) to
brainstorm ways to further incorporate
OCR in the recruitment process to meet
equal employment opportunity goals,
while maintaining a timely recruitment
cycle for HC&D and hiring managers.

BEST PRACTICE

The EEOP ensures that decisions
affecting all Metro employment
practices are made without regard to
race, national origin, gender or any
other basis protected by federal or state
law. Equal employment opportunity
(EEO) principles govern all aspects

of Metro’s personnel policies,

program practices and operations.

OCR works closely with HC&D and
Talent Acquisition, to assist in recruiting
minorities, women and people with
disabilities, particularly in positions
where they are underrepresented or
where the hiring department or cost
center has diversity needs. As part of
this partnership, OCR trains Talent
Acquisition recruitment staff on equal
employment opportunity mandates and
provides staff with in-depth workforce
utilization analyses of each racial and
ethnic category on a quarterly basis.
Additionally, OCR works closely with
hiring managers to assist in managing
diversity goals.

As part of the EEOP submitted to the
FTA, Metro is required to analyze its
present workforce data in comparison
to labor market data in order to identify
jobs and departments where minorities
and females are underrepresented.



Metro is required to use the U.S.
Census Bureau EEO Tabulation (five-
year American Community Survey
data) to identify underutilizations and
concentrations by race, ethnicity and
gender and currently hires a consultant
to analyze the external data needed

for Metro to assess its diversity needs.

The funding required for EEOP is
approximately $13,000 every six to
10 years. In partnership with HC&D,
all new job specifications and
preferred qualifications are reviewed
by OCR to determine if there is

a potential disparate impact for
women or minorities.

PROCESS

OCR is committed to developing a
written non-discrimination program
that sets forth policies, practices and
procedures, with goals and timetables,
to advance equal opportunity. To reach
utilization and diversity goals, OCR
works in partnership with HC&D on
the recruitment and selection process
in the following methods:

> Job specification and preferred
qualifications review

Job postings

Hiring plans

Concurrence review

Applicant pool analysis

Outreach sources

Interview review process examination
Policy review

EEOP training

V V. V V V V V V

RESULTS

OCR’s best practices have been
integrated into HC&D’s recruitment
and selection process. OCR has
established strong partnerships with
HC&D, which includes providing
technical training and support to
recruitment staff to ensure EEO
goals and policies are met.

EEO’s top three initiative achievements
are to meet and exceed all FTA civil
rights requirements; to prevent and
remedy unlawful employment
discrimination; and to advance equal
opportunity for all in the workplace.

In 2016 and 2020—2021, OCR
partnered with HC&D to address an
FTA mandate requiring agencies to
evaluate the performance of their
managers, supervisors and others
based on the success of the EEOP

in the same manner that the agency
evaluated their performance in other
agency programs. To meet this
requirement, HC&D added Agency
Goal 9 (Uphold Affirmative Action
and EEO goals), and then in 2021
added Vision 2028 Strategic Plan
Goal 5.7 (Metro will build and nurture
a diverse, inspired and high-performing
workforce.) to supervisory employee
performance evaluations as a
mandatory requirement.

OCR conducts EEOP Trainings
semiannually for HC&D
recruitment staff.

Additional Resources

Departments

> Equal Employment
Opportunity

> Accessibility and Title VI

> Diversity and Inclusion

Contacts

Jonaura Wisdom

Chief Civil Rights Officer
wisdomj@metro.net

Cinthya Lupian
Senior Manager EEO
and Civil Rights
lupianc@metro.net
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‘Innovation

The Office of Extraordinary Innovation (OEI) was
created in 2015 to be an incubator and implementer
of new ideas for the Los Angeles Metropolitan
Transportation Authority (Metro). The office adopted
the dual goals of 1) Improving mobility, environment,
equity, safety and customer experience in LA County
through innovative, low-cost approaches; and 2)
Improving internal Metro processes and strategies
and breaking down silos at Metro to create a more
effective public agency. OEl accomplishes these
goals through using two critical tools— Strategic
planning and Public-Private Partnerships (P3).
Strategic Planning includes the development and
monitoring of Metro’s Strategic Plan, Vision 2028,

as well as specific initiatives that emerged from that
plan such as Metro’s Traffic Reduction Study.

P3 includes the development of projects with
private sector partners that range from multi-billion-
dollar capital projects with a private financing
component, to smaller piloting and testing of

new technologies and products. The P3 program

is anchored by Metro’s Unsolicited Proposal Policy,
which was released in 2016, and allows anyone
with a new idea to submit their proposal to Metro
for consideration. Since its inception, Metro has
received over 250 such proposals, dozens of which
have been adopted. In 2020, OEl was designated
by the CEO to lead Metro’s Recovery Task Force i
order to suggest ideas for how LA County could
emerge from the pandemic in a stronger positig

in terms of equity and mobility.




Mobility
on Demand

GOAL

To see if transportation network
companies could be aligned with transit
services to serve as an effective first/
last-mile solution, and to deliver a
cost-effective service that provides
equal access to individuals with
disabilities, low-income riders and
riders who do not have bank accounts

or smartphones. This project falls
under the following goals in the
Los Angeles County Metropolitan
Transportation Authority’s (Metro)
Vision 2028 Strategic Plan:

\Y

1.1. To expand the transportation
network and increase mobility
for all users
> 1.2. To improve LA County’s
overall transit network and assets
> 1.3. To manage transportation
demand in a fair and
equitable manner
> 2.3. Metro will improve customer
satisfaction at all customer
touch points

BACKGROUND

Metro had been studying ridesharing
and transportation network companies
(TNC) as a potential first/last-mile
mobility solution when a Federal Transit
Authority Mobility on Demand (MOD)
Sandbox Demonstration Program grant
became available, designed to allow
transit agencies to experiment with
integrated mobility solutions that
increase travel options and improve
customer experience. The awarded
grant allowed Metro to pursue the idea
with the help of federal funding.

BEST PRACTICE

The MOD pilot launched as an
innovative first/last-mile solution in
partnership with the company Via to
provide rides to and from key transit
stations in designated zones.

The project required key partners within
Metro, with labor unions, with the private
sector and with nonprofit researchers.
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Staff partnered closely with Metro’s
Operations and Planning teams to
select service zones in areas that are
traditionally underserved by TNC
services; are representative of the
county’s diversity; and had low-quality
first/last-mile station access. Zones
were also carefully designed to ensure
that the operation of MOD didn’t
conflict with existing bus and rail
operations. Staff also negotiated with
Metro’s labor unions for buy-in since
operators for this service would be
private contractors.

The project also required a private
partner to provide the technology,
staffing and vehicles for the service.
After significant negotiations, Metro
was able to come to an agreement
with Via for the new service.

Staff also worked with the Eno Center
for Transportation, which was Metro’s
research partner on the project, along
with King County Metro in Washington,
a sub-applicant on the Federal
Transportation Administration (FTA)
grant. The project’s first year was
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funded partially by the FTA grant with
a local match. Its second year was

funded locally. Costs consisted of a
small Metro staff, and its contract with
Via, which covered setup, administrative
and technology support, insurance

and driver hours.

PROCESS

Metro had been researching TNC
services, their effects on congestion
and the possibility of harnessing that
technology for public policy purposes.
To execute a pilot, Metro worked to
first identify funding and then develop
a private partner relationship. Next,
staff worked to design the service in

a way that ensured the ability to be
flexible as needed. At the same time,
staff worked to ensure political support
for the project, since the idea of a
public transit agency facilitating a ride-
sharing service was still a new concept.

Once launched, staff continually
monitored the contract and key
performance indicators (KPIs) while
collecting and analyzing data to
ensure the highest level of service
and to make changes as necessary.



The COVID-19 pandemic required
significant agility. While ridership

at first dropped by 30 percent due

to emergency service adjustments,
the service not only quickly recovered
but also increased to nearly three
times pre-pandemic levels. These
adjustments included the suspension
of shared rides, adding point-to-point
rides anywhere within the zones

and adding essential destinations
outside of the zones.

Staff also identified an additional
opportunity to serve the community
by partnering with First 5 LA to use
Mobility on Demand to deliver meals
to vulnerable families in key equity
areas in LA County.

RESULTS

The MOD pilot project was a success
that provided more than 272,000

rides in LA County; met its most
important KPIs; stayed within budget;
received high ratings from customers;
and provided rides that cost the agency
less than Metro’s lowest-performing
bus lines.

In addition, the pilot served as a
successful model and test bed for
Metro Micro, the agency-run
microtransit ride-share service that
launched in December 2020.

Footnotes

MOD provided invaluable lessons
learned, best practices and allowed
for a seamless transition from a
partnership model to a Metro-run
model. MOD also introduced the
idea of a publicly operated ride-
sharing service to the public and key
stakeholders, building confidence
and support for the project.

Metro continues to partner with
First 5 LA Best Starts network of
community-based organizations
(CBO) and Via through February
2022 for food delivery to better
understand the equity and
efficiency of bringing food to
people instead of people to food.

The project’s three biggest
achievements are: successfully
experimenting and testing a
new, innovative service; pivoting
to food delivery for vulnerable
families during the pandemic;
and delivering a new, high-quality,
time-saving and cost-effective
service with a superior customer
experience that is fully accessible
to those with disabilities, low-
income riders and customers
who do not have smartphones
or bank accounts.

"“Source Post: Metro launches partnership with Via for on-demand rides at three station.”

thesource.metro.net/2019/01/28/metro-launches-partnership-with-via-for-on-demand-rides-at-three-stations
2“Source Post: Metro’s Mobility on Demand pilot makes emergency food deliveries.”

thesource.metro.net/2020/06/15/metros-mobility-on-demand-pilot-makes-emergency-food-deliveries

Additional Resources

> Source Post: Metro
launches partnership
with Via for on-demand
rides at three stations’

> Source Post: Metro’s
Mobility on Demand
pilot makes emergency
food deliveries?

Department
> Office of Extraordinary
Innovation

Contacts

Avital Shavit

Senior Manager—
Transportation Planning,
Office of Extraordinary
Innovation
shavita@metro.net

Shaun Miller

Senior Transportation
Planner, Office of
Extraordinary Innovation
millers@metro.net
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GOAL

To incubate and implement innovative
ideas that help achieve the goals of the
Los Angeles County Metropolitan

Transportation Authority (Metro). This
initiative led to the creation of the
Vision 2028 Strategic Plan.

BACKGROUND

The public sector traditionally has been
slower to adopt new ideas than the
private sector. Meanwhile, private
transportation companies have become
more and more competitive in the
space by offering innovative, customer-
friendly options that don’t necessarily
align with Metro’s public policy goals.

CEO Phillip A. Washington saw a critical
need for Metro to embrace innovation
in order to remain competitive given
emerging technology and competitive
forces in the industry. He created the
Office of Extraordinary Innovation (OEI)
in 2015, leveraging his experience with
Public-Private Partnerships (P3s) at the
Denver Regional Transit District and the

latest in transportation leadership and
research from his experience on the
Board of the Eno Center for Transpor-
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tation. He saw an opportunity to use
the P3 model to deliver capital projects
in LA faster, better and cheaper.

BEST PRACTICE

OEl was designed to develop Metro’s
strategic direction, serve as a conduit
for innovative ideas and foster a
culture of change within the agency.

Partnership is at the center of
everything the department does, as it
can do very little without the assistance
of other Metro departments. OEI

is a small department but works on
projects across virtually all aspects

of the agency. As such, it has developed
trust with other departments that it

can offer innovative tools to solve
difficult challenges.

Externally, the office has worked to
build confidence among private sector
partners that could be an effective
and nimble partner for Metro.

OEI has been able to overcome initial
skepticism both within the agency
and in the private sector by focusing



on relationship-building, picking

battles carefully and delivering results.

However, none of that success would
have been possible without the full
backing of the CEO every step of

the way.

OEl has a small budget relative to

the rest of the agency. Most projects
require little funding for development,
with some exceptions, and the goal
for OEI projects is to develop them to
the point that they can be handed off
to the appropriate department for

full implementation. Most of the OEI
budget is targeted toward financial
analysis of major capital projects in

order to determine appropriate project

delivery methods.

PROCESS
OE!’s success took significant work
against significant odds.

A key factor in building trust and
overcoming skepticism was
demonstrating early success. OEl's
first quick win was a partnership
with a private transportation network
company to encourage rides to and
from Metro’s E Line (Expo). That
partnership also helped build

confidence and interest from the private

sector, which now sees Metro as a
potentially valuable partner. This also
made it clear that the department and
the CEO would not be deterred by
folks who just wanted to do things the
same way they had always done them.

Footnotes

“Office of Extraordinary Innovation Home Page.”
metro.net/projects/oei/

2“OEl 2019 Innovation Portfolio.”

RESULTS

OEI has changed the fabric of Metro.
It created the Vision 2028 Strategic
Plan, charting a course forward

with a set of shared goals for every
aspect of the agency’s efforts.

The department has developed an
Innovation Portfolio detailing the
numerous projects and initiatives
that have been incubated by OEl in
partnership with private companies
and other Metro departments. It
helped launch what will be the largest
publicly operated microtransit service
in the U.S., Metro Micro; developed
the idea for an aerial tram to

Dodger Stadium; and initiated the
Fareless System Initiative, a study

of potentially making all of Metro’s
transit services free.

OEIl has become integrated with
the DNA of the organization,
providing new tools to tackle
problems throughout the agency.

OEl’s top three accomplishments

to date are the creation of the Vision
2028 Strategic Plan; the launch

of the ambitions Traffic Reduction
Study, an innovative study to find
solutions to LA County’s most
daunting traffic challenges using
congestion pricing; and the creation
of a multi-firm Predevelopment
Agreement on the Sepulveda Transit
Corridor, an innovative public-private
partnership to design the largest
public infrastructure project in
North America.

dropbox.com/s/rbpr62xvkegurgt/OEI-Innovation-Portfolio_2019.pdf ?dl=0

Additional Resources

> Office of Extraordinary
Innovation Home Page’

> OEIl 2019 Innovation
Portfolio?

Department

> Office of
Extraordinary
Innovation

Contacts

Joshua Schank

Chief Innovation Officer,
Office of Extraordinary
Innovation
schankj@metro.net
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P3 Program

GOAL

To expand the number of tools

Metro has to develop and deliver
major capital projects as defined by
Measure M and to combine the best
of what the private and public sectors
have to offer in terms of design,
operation, performance, maintenance
and customer experience.

This program embodies all five goals
of the Vision 2028 Strategic Plan,
particularly the following:

> Goal 2.3: Target infrastructure and
service investments toward those
with the greatest mobility needs.
> Goal 2.3: Metro will improve

customer satisfaction at all customer

touch points.

> Goal 3.1: To lift up local communities,

Metro will create jobs and career
pathways in transportation.

> Goal 3.2: Metro will leverage its
transit investments to catalyze
transit-oriented communities and
help stabilize neighborhoods where
these investments are made.

> Goal 4.1: Metro will work with
partners to build trust and make
decisions that support the goals
of the Vision 2028 Plan.

> Goal 4.2: Metro will help drive
mobility agendas, discussions, and
policies at the state, regional and
national levels.

Metro Best Practices Report 2021

> Goal 5.1: Metro will leverage funding
and staff resources to accelerate the
achievement of goals and initiatives
prioritized in this Vision 2028 Plan.

> Goal 5.2: Metro will exercise good
public policy judgment and sound
fiscal stewardship.

> Goal 5.4: Metro will apply prudent
commercial business practices to
create a more effective agency.

> Goal 5.5: Metro will expand
opportunities for businesses and
external organizations to work
with us.

BACKGROUND

Metro CEO Phillip A. Washington had
used public-private partnerships (P3)
successfully at the Denver Regional
Transportation District. He wanted
to bring that tool to Metro in order
to partner with the private sector to
deliver more projects quicker and on
budget to meet Measure M goals.

He created the OEl in part to explore
public-private partnerships in order
to find innovative project delivery tools
that leverage the expertise of the
private sector while executing public
policy goals.

BEST PRACTICE

The Public-Private Partnership (P3)
Program allows Metro to partner with
the private sector to design, deliver,
operate and/or maintain projects by
incentivizing on-time and on-budget
delivery, and transferring risk while
ensuring that public policy goals are
being met.



This program is designed to build
partnerships with the private sector,

but also requires assistance from
multiple Metro departments. The
program has led to a multidisciplinary
matrix-based project development
structure that integrates team members
throughout the agency, as opposed to
traditionally siloed roles.

The majority of the costs for the P3
Program are in terms of due diligence
on the front end. These are highly
complex projects and initiatives that
often require specialized financial,
legal and engineering advisors to
ensure success and accountability.

If a P3 is successful, however, it would
ideally reduce the overall costs of a
project or initiative through private
innovation, performance guarantees,
and incentives for the private partner
to deliver high-quality results early
and under budget.

PROCESS

The P3 process begins by defining the
objective and the desired outcome,
whether that might be accelerated
delivery, cost savings or some
combination. The project is then
screened through the OEl’s unsolicited
proposals process to determine its
viability, due diligence and to confirm
market interest.

Once approved, an overall team
structure is developed, along with a
detailed timeline of events, deliverables,
scope of work and accountabilities.

The team then works to execute the
work plan.

Footnotes
'“P3 Homepage.”
metro.net/projects/public_private_partnerships/

RESULTS

The P3 Program has provided Metro
with a powerful, innovative tool to
expand how it can deliver major capital
projects by harnessing innovations
from the private sector. It has also
fostered a culture of innovative
thinking, where creative solutions
can be sought to think through
project challenges, whether a P3
project or otherwise. Perhaps
equally as important, the integrated,
horizontal teamwork model used in
developing P3 projects is something
that can be replicated on other
projects where it could prove useful.

Through the P3 Program, Metro

has expanded its procurement
options—for some of the most
challenging projects in the state and
country—to focus on delivering
design and performance excellence.
Metro is currently pursuing two
major P3 projects for the Sepulveda
Transit Corridor Project and the West
Santa Ana Branch Transit Corridor
Project, representing tens of billions
of dollars in infrastructure.

The top three achievements of this
program have been the creation of a
predevelopment agreement for the

Sepulveda Transit Corridor, an innovative

partnership model that integrates the
private sector into the earliest stages

of a capital project; the launch of Metro

Micro, the agency’s publicly operated
microtransit, ridesharing service;
and the paradigm-shifting, breaking
down of departmental silos that has
accompanied the P3 method of
designing and delivering projects.

Additional Resources
> P3 Home Page’

Department

> Office of
Extraordinary
Innovation

Contacts

Colin Peppard

Senior Director of

P3 and Innovation,
Office of Extraordinary
Innovation
peppardc@metro.net
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Traffic
Reduction

Study

GOAL

To improve mobility for all people in Los Angeles
County by reducing traffic congestion through the
employment of congestion pricing, and providing
more high-quality transportation options. This
initiative falls under the Los Angeles County
Metropolitan Transportation Authority’s (Metro)
Vision 2028 Strategic Plan Goal 1.3: To manage

transportation demand in a fair and equitable manner.

BACKGROUND

LA County is part of one of the most congested
metropolitan regions in the world, and finding
solutions to this enormous problem will require
innovation. As such, congestion pricing was identified
as an initiative to explore when the Vision 2028
Strategic Plan was developed and took on greater
prominence through discussions of how to achieve
the goals of Metro’s Twenty-Eight by "28 Initiative.

Congestion pricing has been successful in several
cities outside of the U.S. in reducing congestion,
despite the political challenges that have often arisen
in trying to implement such initiatives. No major
city in the U.S. has been able to implement a robust
congestion pricing program yet, but LA County

and several other U.S. cities already use a limited
form of congestion pricing called High Occupancy
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Toll (HOT) lanes. Metro’s Office of Extraordinary
Innovation was tasked with thinking big to find
solutions to LA County’s congestion, and began
building support within the agency for exploring
the idea.

BEST PRACTICE

The Traffic Reduction Study will focus on determining
if, where and how a potential pilot program would be
successful in LA County.

The challenge with congestion pricing is primarily
political rather than technical, and success will
require significant buy-in both within the agency and
from the larger community. Staff encountered initial
skepticism toward the idea within the agency, but was
able to get buy-in on a pilot study of the initiative.
The agency then was able to find a potential partner in
the City of Los Angeles, which was willing to explore
the idea further. Other cities, such as Culver City,
West Hollywood and Santa Monica, have also
expressed interest.

Public engagement is the most critical component
of this work. Metro has already conducted significant
outreach with community-based organizations and
the public at large. We have created a menu of ways



for people to participate in the process, such as
one-on-one and small group discussion, advisory
groups, equity-focused conversations or meetings,
virtual public meetings and surveys.

Current funding for the project is focused on a study.
Ifimplemented, additional funding would be required
for some capital assets such as tolling mechanisms
and other possible mobility improvements associated
with a pilot program. However, the project is likely

to lead to significant revenue generation, which is
anticipated to substantially outweigh the costs of

the project.

Exact costs are yet unknown and are a part of the study.

PROCESS

This process began with the development of the Metro
Vision 2028 Strategic Plan, which included greater mobility
as a goal and congestion pricing as a critical initiative to
explore. In order to address the likely political challenges
to implementation, staff recommended starting with a
study to build support with a local partner, and working
up to a pilot program as a proof of concept.

RESULTS

While the study is ongoing, its very existence is proof

of its success so far. Congestion pricing was thought to
be a non-starter in a car-centric city like Los Angeles and
yet Metro has been given the green light to pursue the
study, and already has a prominent municipal partner
to potentially develop pilot congestion pricing areas.

The greatest successes of this project so far are launching
the study, identifying potential pilot areas and performance
metrics, and building a solid coalition of stakeholders

to be partners. The project has also pioneered new
methods of public engagement for Metro, and developed
a playbook for how to move forward with politically
challenging initiatives.

Footnotes
“Traffic Reduction Study Page.”
metro.net/projects/trafficreduction

Additional Resources

> Traffic Reduction
Study Page’

Departments

> Office of Extraordinary
Innovation

> Communications

> Congestion Reduction

> Countywide Planning
& Development

> Transit Operations

> Program Management

> Vendor/Contract
Management

Contacts

Tham Nguyen

Senior Director of Special
Projects, Office of
Extraordinary Innovation
nguyentha@metro.net

Department Initiatives: Office of Extraordinary Innovation 8y



Unsolicited
Proposals
Program

GOAL

To partner with the private sector to
solve mobility challenges in LA County.
This program is designed to incubate,
develop and implement projects and
initiatives to solve those challenges.
The program encompasses all five
major goals of the Los Angeles County
Metropolitan Transportation Authority’s
(Metro) Vision 2028 Strategic Plan.

BACKGROUND

CEO Phillip A. Washington came to
Metro with the intention of developing
an innovative program to harness the
ingenuity and expertise of the private
sector to help solve transportation
challenges. Simply put, the goal was
to search the world for the best ideas
in transportation and to be the most
innovative transportation agency in
the world.

At the same time, the Measure M
initiative committed to an ambitious
slate of major capital projects requiring
similarly ambitious planning and

execution to meet those commitments.
The Unsolicited Proposals Program

86 Metro Best Practices Report 2021

was developed to help find innovative
solutions to deliver those projects by
identifying opportunities to partner
with the private sector to shepherd
innovation, potentially accelerate
projects, share the risks associated and
develop performance-based standards
to ensure successful outcomes.

BEST PRACTICE

The Unsolicited Proposals Program
at its heart is about relationships,
working to harness the best of private
innovation to further public policy
goals. The project helps ensure good
stewardship of Measure M by ensuring
that Metro has a wide array of tools
to plan, design, deliver and operate
major capital projects. In addition

to informing Metro’s approach to
major capital projects, it has helped
the agency improve organizational
practices, test new technologies and
approaches and bring new mobility
service offerings to market.

As such, it is reliant upon building
relationships with the private sector.
That requires building trust and
ensuring that there are adequate
incentives for private industry to
propose solutions that companies
can realistically achieve.

The program also relies upon a close
partnership internally between the
Office of Extraordinary Innovation

and Vendor Contract Management to
develop a streamlined procurement
process. But more importantly, it
requires buy-in and collaboration

with every department in Metro as
unsolicited proposals have the potential
to touch every aspect of what the



agency does. As such, Metro has
multidepartment review teams with
team members at all levels of the
agency to help vet, analyze proposals
and pursue project concepts.

Funding requirements are minimal
for this initiative. The Unsolicited
Proposals Program itself requires
a small team to manage proposals
and the process. The largest costs
tend to accompany large-scale

P3 proposals, which can require
outside consultants to fully vet.

PROCESS

The Unsolicited Proposals Process
can be initiated by the private sector
proposing solutions or by Metro
communicating specific problems
in need of solutions.

Once a proposal is received, Metro
evaluates it to determine whether it
is a viable project to pursue. This
phase is designed to be completed
within go days, at which point the
team will either decline the proposal,
request additional information or
pursue implementation.

If pursued, staff puts together an
implementation memo that indicates
the scope of the project or initiative
along with how it could be funded.

Finally, the implementation memo
is provided to the CEO to make a
final decision.

Footnotes
1 “Unsolicited Proposals Policy.”

RESULTS

Metro has received more than 250
unsolicited proposals that have
touched every aspect of the agency.
So far, 19 projects have been
implemented and eight proofs of Policy’
concept have been developed. In

addition, the program has brought Portfolio?

every department into the process,
which has led to invaluable cross-
departmental partnerships and
developed a culture of innovation

across the agency. Finally, the Innovation

process has built trust with private
industry, which has seen the value Contacts
of partnering with Metro.

> Unsolicited Proposals

> 2019 Innovation

Department
> Office of
Extraordinary

Nolan Borgman

Additional Resources

Manager of Transportation

The three biggest achievements

of the program are the Sepulveda
Transit Corridor Predevelopment
Agreement—an innovative public-
private partnership to design the
largest public infrastructure project
in North America; the launch of
Metro Micro, the innovative, agency-
run microtransit service, and the
development of the Los Angeles
Aerial Rapid Transit (LAART),
aerial gondola project from Union
Station to Dodgers Stadium.

More broadly, the program has
expanded Metro’s willingness to take
thoughtful risks throughout the agency,
with departments pursuing their

own proof of concept ideas outside of
the Unsolicited Proposals Program.

dropbox.com/s/y7dbw43zsikcworgunsolicited_proposal_policy.pdf?dl=0

2 “2019 Innovation Portfolio.”

dropbox.com/s/rbpr62xvkegurqt/OEI-Innovation-Portfolio_2019.pdf?dl=0

Planning, Office of

borgmann@metro.net

Extraordinary Innovation

Department Initiatives: Office of Extraordinary Innovation
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Vision 2028 < i
Strategic Plan

GOAL

To establish a more effective
organization and align all efforts
across the Los Angeles County
Metropolitan Transportation Authority
(Metro) toward a set of unified goals
as the agency embraces an ambitious
set of projects and initiatives to
transform LA County.

BACKGROUND

Metro had no strategic plan in place
when CEO Phillip A. Washington joined
the agency in 2015, and he created the
Office of Extraordinary Innovation (OEI)
in part to develop one. It is difficult

to be successful if you are unsure of
what you are trying to achieve in the
first place. The CEO recognized that
clarifying Metro’s mission, vision and
goals was crucial for innovation and
for the overall success of Metro.

BEST PRACTICE
Having a strategic plan itself is a best

practice, and one that was recognized
as a need for an agency of this size
and ambition.

Metro Best Practices Report 2021

The effort required partnerships within
and outside of the agency. Developing
Vision 2028 was a partnership between
Metro’s Board of Directors, senior
leadership and stakeholders in every
department. An agencywide survey
helped get feedback from thousands of
employees. Outside the agency, Metro
surveyed customers to identify key
challenges, determine their concerns
and solicit ideas on how to move
forward. The team also consulted
experts and influencers from across
the transportation industry.

The costs for developing the Vision
2028 plan were minimal. Aside from
the OEI staff working with staff from
multiple departments, Metro hired a
facilitator to lead workshops with senior
leadership and consultants to help

with surveys, focus group research

and copyediting.



PROCESS

The development of Vision 2028
required the gathering of information,
reviewing existing plans, mapping out
organizational functions, identifying
trends and researching industry

best practices to develop a baseline.
Next, OEl gave presentations to each
department and conducted surveys
on employees and customers (both
riders and non-riders). Staff inter-
viewed key stakeholders, including
board members, elected officials

and key influencers on transportation
needs and concerns, and how these
concerns related to social and economic
priorities. The agency then developed
a comprehensive list of opportunities,
challenges, trends and themes.

Using the data collected, staff worked
with senior leadership to establish
the vision, mission and principles

for the plan.

The final steps included the distribution
of the draft plan for public comment,
incorporation of public feedback,
adoption by Metro’s Board of Directors,
implementation of the plan and
continual monitoring of progress.

RESULTS

Vision 2028 has changed the very
direction of the agency. The vast
majority of high-profile initiatives that
are now being undertaken by Metro

Footnotes
"“Vision 2028 Plan.”

emerged from Vision 2028. The goals
set out in the strategic plan are in
the DNA of every effort by the agency.
All proposals are required to be
viewed through the lens of Vision
2028 by citing which specific goal

is being met. Metro’s budget is also
required to be viewed through the
lens of Vision 2028 to ensure that

it fully aligns with the goals of the
strategic plan. Employee evaluations
are also designed to measure
expectations and outcomes against
the principles laid out in Vision 2028.

The strategic plan has been
successful in realigning the agency’s
efforts toward a set of unified

goals. More specifically, its biggest
accomplishments to date include:
the Better Bus Initiative, which
focuses on improving Metro’s bus
system; a greater focus on improving
the customer experience on the
system, which led to the adoption

of the agency’s first Customer
Experience Plan in 2020; Metro’s
Traffic Reduction Study, which is
seeking innovative solutions to
reduce traffic in LA County through

a suite of cutting-edge tools; and

the Fareless System Initiative, which
seeks to improve equity and mobility
by offering fareless transit to millions
of Angelenos.

dropbox.com/s/6usyrngpkdiokkn/report_metro_vision_2028_plan_2018.pdf?dl=0

2 “Vision 2028.”
metro.net/about/metro-vision-2028-plan/

Additional Resources

> Vision 2028 Plan’
> Vision 20282

Department

> Office of
Extraordinary
Innovation

Contacts

Tham Nguyen

Senior Director of Special
Projects, Office of
Extraordinary Innovation
nguyentha@metro.net
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DEPARTMENT INITIATIVE

Program
Management

The Program Management Department at Metro successfully
delivers quality capital projects safely, on-time and within
budget. Our mission is to build world-class transportation
that transforms the quality of life in our communities.

The department is comprised of the following divisions:

> Transit/Major Capital Program: > Construction Management: provides

90

oversees $20 billion in capital projects
from development, through construction
and project handover.

Highway Program: delivers transportation
improvements on streets and freeways
throughout LA County. Highway Program
advances planning, environmental
clearance and design of highway projects.
Regional Rail Program: administers
projects and coordinates with key rail
stakeholders such as Metrolink, California
High Speed Rail Association, LOSSAN
and local municipalities.

Engineering: provides civil and systems
engineering across all engineering and
architectural fields supporting design and
construction of capital projects. This unit
also provides third party coordination for
capital projects.

Capital Projects: manages the design and
construction of special capital projects.

Metro Best Practices Report 2021

construction oversight of capital
improvement and highway projects.
Quality Assurance: oversees

Metro’s Quality Management Program
and ensures quality requirements are
accomplished by consultants, contractors
and design-builders.

Environmental Compliance/Sustainability:
includes environmental services
(compliance/remediation), sustainability
services and management of
sustainability projects.

Program Control: assists with managing
capital projects scope, status, life of
project budgets/schedules, independent
estimates, document/change controls and
risk management.

Finance/Project Administration: oversees
the department-wide annual and capital
budgets, financial management matters,
cost controls, human resources
requirements, performance indicators
and provides executive/project
administration support.



GOAL
To provide an annual comprehensive

review of the risks associated with the
cost and schedules of the Los Angeles
County Metropolitan Transportation
Authority’s (Metro) multi-billion-dollar
capital program. This initiative falls
under the Metro Vision 2028 Strategic
Plan Goal 5.2: Metro will exercise good
public policy judgment and sound
fiscal stewardship.

BACKGROUND

In the Chief Executive Officer’s January
2016 State of the Agency address, the
Annual Program Evaluation (APE)
was introduced as a priority initiative
to evaluate Metro’s Capital Program.
Given the challenges of managing

a multi-billion-dollar capital program,
such as project costs increasing at

a higher rate than inflation, longer
project duration and staff turnover,

a comprehensive review of the risks
associated with the cost and schedules
of the program is to be conducted

on an annual basis.

BEST PRACTICE

The APE is a comprehensive evaluation
of Metro’s Capital Program, including
transit, highway and regional rail
projects. The APE initiative focuses

on capital projects managed by
Program Management (major transit
construction projects, other capital
projects, highway projects and
regional rail projects), with a total
project cost greater than $5M.

In addition, APE serves as a project
management tool bringing greater
consistency, transparency and discipline
to project managers to better manage
and deliver Board-approved projects.
The APE also served as means of
demonstrating proper Measure M
fund allocation, checks and balances,
reporting, processes and protocols.
The APE is a dynamic tool, which

is updated annually as projects move
toward completion and any changes
approved by the Board are incorporated.

The APE is utilized by Program
Management staff throughout the fiscal
year; however, compilation is on a
real-time basis and is used during

the budget process. Metro’s Annual
Program Evaluation does not have
any specific funding, budgetary impact
or financial impacts as it is created

by Metro staff.

Department Initiatives: Program Management
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PROCESS

As part of the APE process, staff
reviews and updates all project costs
and schedules to current conditions
and challenges. Any changes to
project budgets and schedules—
and the reasons for the adjustments
—are reported annually to the

Board for approval.

Metro’s FY22 APE includes 54
projects valued at approximately
$20.5 billion in total approved budget.
The project breakdown is as follows:
> 10 major transit

construction projects
> 17 other transit capital projects
> Five regional rail projects
> 22 highway

The Program Management department
compiles a comprehensive evaluation
of Metro’s Capital Program through

a collaborative process within the
following Program Management units:
> Program Management

Finance and Administration
Facilities Engineering

Systems Engineering

Transit Project Delivery

Highway Project Delivery

Regional Rail Project Delivery
Facilities Capital Projects

V V.V V V V V

Environmental Compliance/
Sustainability

The annual process to update the

APE entails a detailed review of

project risk, costs and schedules.

> Updated project capital cost
estimates to current conditions,
including price trends and changes

Footnotes

> Coordination with project teams
to ensure bottom-up cost estimate
is prepared for cost at completion
to determine any potential
cost increases

> A focus on budget to complete
current project phase/milestone

> Inclusion of APE results in the
FY22 Budget review and adoption
by the Board

RESULTS

The APE serves as a project
management tool bringing greater
consistency, transparency and discipline
to better manage and deliver Board-
approved projects. The APE report
serves as an annual and early notice
instrument to assess the scope, cost
and schedule risk items affecting
the respective projects under the
oversight of Program Management.
Additionally, risk items affecting
scope, cost and schedule are
identified on a project-by-project
basis within the APE presentation.

To date, APE has:

1. Established more reliable Life of
Project budgets based on improved
scope development and enhanced
risk assessments.

2. Implemented a readiness review
process at key stages of project
development to ensure that projects
are ready to advance.

3. Programmatically reviewed project
issues and challenges to mitigate
where possible on current and
future projects.

4. Identified potential future
funding needs.

'“Los Angeles County Metropolitian Transportation Authority: Program Management Plan.”

theplan.metro.net/wp-contentjuploads/2016/11/report_prgm_mgmt_2016_11.pdf

* “Program Management Master Schedule.”

dropbox.com/s/63h47ce9gmz1igfv/PMP%20Master%20Schedule%20%28FY %29%20%28]an%202021%29%20UPDATE.pdf ?dl=0
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Additional Resources

> Los Angeles County
Metropolitan Transportation
Authority: Program
Management Plan’

> Program Management
Master Schedule*

Department
> Program Management

Contacts

Bryan Pennington
Interim Chief Program
Management Officer,
Executive Office,
Transit Project Delivery
penningtonb@metro.net

Julie Owen

Interim Senior Executive
Officer, Program Control
owenj@metro.net



GOAL
To provide a capital project delivery

roadmap on how the Los Angeles County
Metropolitan Transportation Authority
(Metro) would manage and implement
Measure M. This initiative falls under
the Metro Vision 2028 Strategic Plan
Goal 5.1: Metro will leverage funding
and staff resources to accelerate the
achievement of goals and initiatives
prioritized in the Vision 2028 Plan.

BACKGROUND

Metro leadership wanted to build
confidence with the public that Metro
could deliver Measure M projects

on time and within budget.

In June 2016, the Metro Board of
Directors approved placing a sales

tax ballot measure titled Los Angeles
County Transportation Traffic
Improvement Plan, officially designated
as Measure M, on the November

2016 general election ballot.

BEST PRACTICE

The Program Management Plan (PMP)
is a strategic roadmap that illustrates
how Metro will manage and implement
Measure M’s Capital Project. The PMP
is a dynamic tool, which is updated

as required to best deliver Measure M.

The implementation of the PMP allows

the agency to:

> Summarize the Measure M Program,
including the scope, schedule and
capital budget.

> Establish goals and objectives that form
the basis of the Measure M Program.

> Provide information about the
organization, control systems,
processes, roles and responsibilities,
and lines of authority within the
Measure M Program.

> Cite definitive and authoritative
references, including specific policies
and procedures.

> Describe inter-relationships between the
Measure M practices and agencywide
policies and procedures.

> Establish consistent management
practices.

> Establish mechanisms for managing
technical and financial risks.

> Demonstrate to stakeholders that the
plan is structured in accordance with the
regional planning process and federal
requirements.

The Measure M PMP was crafted through
a collaborative process between Metro
departments and their regional
stakeholders, and with additional input
from the public.
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All contributing internal partners

are as follows:

> Office of the CEO

> Office of Management and Budget

> Countywide Planning and
Development

> Program Management

> Vendor/Contract Management

Risk, Safety, Emergency and

Asset Management

\%

System Security & Law Enforcement
Communications

Employee/Labor Relations
Congestion Reduction

Office of Extraordinary Innovation
Office of Civil Rights and Inclusion
Management Audit Services
Information Technology Services

V V. V V V V V V V

Operations and Maintenance

Metro’s Program Management Plan
does not have any specific funding,
project costs, budgetary impact

or financial impacts as it is created

by Metro staff.

PROCESS

To establish the PMP, the Program
Management Department conducted
meetings with the CEO and all senior
leadership team members. Program
Management also conducted one-on-
one interviews with every department
outlining the PMP’s objectives.
Department outlines included the PMP
document framework, and the Capital
Lifecycle phases or project phases from
initiation to closure. Each department

Footnotes:
'“Program Management Plan.”

was responsible for delivering a chapter
for the PMP document that outlined
their organizational structure, overall
functions, and its contribution for
capital project delivery, including key
interfaces with other departments.

RESULTS

The PMP successfully provides a
roadmap for Metro with a great
measure of confidence. The PMP offers
a proactive approach as to what the
prerequisite for the next phase for each
project entails. Each department
utilizes this best practice to manage
and implement their portion of the
Measure M projects, and to understand
the duties of other departments. In
addition, the PMP provides guidance
regarding whether proper expectations
are set around what projects can be
delivered, and their cost and schedule.

Achievements Include:

1. Strengthen the project budget
process

2. Integrated Project Management
Office (IPMO)

3. Established refined project
assessment through Project
Readiness Reviews

4. Increased effectiveness and
efficiency for future use project:
“How to Pass Mega Transportation
Measure: LA County’s Measure M
Lessons Learned”

theplan.metro.net/wp-content/uploads/2016/11/report_prgm_mgmt_2016_11.pdf

*“Program Management Plan Lessons Learned.”

theplan.metro.net/wp-contentjuploads/2018/05/report-theplan-lessons-learned-2018.pdf

3“Program Management Plan Master Schedule.”

dropbox.com/s/63h47ce9mz1igfv/PMP%20Master%20Schedule%20%28FY %29%20%28/an%202021%29%20UPDATE.pdf ?di=0
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Additional Resources

>

>

>

Program Management Plan’
Program Management Plan
Lessons Learned?
Program Management Plan
Master Schedule?

Departments
Program Management:

>

V V.V V V V V V V

Program Management
Finance and Administration
Program Control

Quality Control

Facilities Engineering
Systems Engineering
Transit Project Delivery
Highway Project Delivery
Regional Rail Project Delivery
Facilities Capital Projects
Environmental Compliance/
Sustainability

Contacts
Bryan Pennington
Interim Chief Program

Management Officer,

Executive Officer,

Transit Project Delivery

penningtonb@metro.net

Julie Owen

Interim Senior Executive
Officer, Program Control
owenj@metro.net



GOAL
To develop and implement a

systemized approach to Los Angeles
County Metropolitan Transportation
Authority (Metro) project oversight for
the Program Management Department.
This initiative falls under the Metro
Vision 2028 Strategic Plan Goal 5.4:
Metro will apply prudent commercial
business practices to create a more
effective agency.

BACKGROUND

The idea of Metro considering
improvements to its contractor
oversight approach was described in a
peer review conducted by Kevin
Diviness of Denver's RTD transit
agency. Denver’s RTD success with a
similar approach for program and
project oversight prompted Metro’s
Program Management department to

explore the possible implementation
of similar oversight techniques and best
practices in Metro’s capital program.

The peer review conducted by Diviness
became the catalyst in the development
of the Quality Management Oversight
(QMO) Program.

BEST PRACTICE

The QMO Program monitors Metro's
consultants and contractors activities
and performance throughout project
delivery. The QMO Program monitoring
includes the implementation of
management systems, design and
construction work products. The
program is a consistent and effective
platform for all project teams at Metro
to oversee quality and management

of their Capital Program projects.

Department Initiatives: Program Management 95



The QMO Program is a collaborative
effort among project teams and senior
executives of Program Management
and other supporting departments
during the development and
implementation of this initiative.

The anticipated costs for the QMO
Program will be offset by savings
resulting from a reduction of
engineering and construction
management consultant staff
resources. This is due to the
implementation of the risk-based
priority planning and sampling
methods, progressive acceptance and
related accelerated project closeout,
and the efficiencies of executing
oversight activities through the
integrated QMO database, which
project participants use to execute their
role in the processes. These savings are
augmented with mitigations of potential
claims, rework and scope creep, which
are achieved through the defensible
requirements-based approach to
oversight, greater focus on activities
with higher risk activities of the
contractors and overall continuous
improvements on the projects.

Aside from the minimal annual
QMO Program wide management
resources, there are no financial
impacts beyond what the Board
authorizes through the life-of-project
(LOP) budgets.

The costs associated with this initiative
are limited to consultant fees.

Metro has contracted with a quality
management consultant team of
experts to assist with the development
and implementation of the

QMO Program.

Metro Best Practices Report 2021

PROCESS

The proposed QMO Program will apply
to all Metro groups supporting the
Program Management depart'ment,
including engineering and construction
consultants performing oversight on
capital projects. The proposed QMO
Program requires the replacing or
updating of the current policies and
procedures which will result in a
standardized, consistent and integrated
oversight approach to measure
contractor performance of both end-
products and processes to control the
work. The approach uses a risk-based
prioritization and sampling to focus on
higher risk activities. Performance data
is leveraged for data analytics, trend
identification and to provide
constructive performance feedback for
continuous improvements.

The Quality Management Department,
a function of the Program Management
Department, completed a thorough
review and revision of all quality related
sections of the design-build and design-
bid-build contracts, and construction
management support services
contracts to ensure consistency in
language and approach. This exercise
was done to ensure that potential
bidders are clear on Metro’s policy for
managing quality and that the results of
their performance will be transparent to
project stakeholders.



RESULTS

The Program Management Department and the
quality management consultant began implementing
the QMO Program on two pilot projects 14 months
ago. Pilot projects include the Purple (D Line)
Extension Sections 2 and 3, where 8o percent of the
QMO Program procedures are utilized, and the
results are favorable for Metro and well received by
the contractors.

The QMO Program provided Metro the

following benefits:

> Transparent performance results on key design
and construction activities

> Improved communications through monthly
QMO Program reports, quarterly reviews of
performance and improvement actions

> Improved effectiveness of staff resources,
through training and reallocation of resources
focus and efforts

> Improved quality of contract requirements and
Metro procedures because of the review and
analysis of Metro policy’s, plans, procedures
and procurement documents

The Quality Management Department is working
toward the I1SO 9o01: 2015 registration for the Capital
Program projects. An I1SO Steering Committee has been
established to lead this effort through to registration.
Continued implementation of the QMO Program on
current and newly added projects is the primary focus
over the next two years. Metro plans to award multiple
major capital improvement projects in FY22 and FY23,
most of which will utilize the QMO Program.

The QMO Program’s top three achievements:

1. Buy-in on the approach from Metro leadership
and project stakeholders

2. Program- and project-level quarterly reviews
of contractor performance supported by
performance data and resulting trend analysis

3. 80 percent of the QMO Program Processes
and Procedures have been implemented on
the pilot projects

Additional Resources

Departments
> Program Management Department
> Quality Assurance/Compliance

Contacts

Camelia Davis

DEO Quality Management,
Quality Assurance/Compliance
davisc@metro.net

Herman Gallardo

Sr. Director Quality Management,
Quiality Assurance/Compliance
gallardoh@metro.net

Erin Hoy

QMC Project Director,

Metro Quality Management
Consulting team,

Quiality Assurance/Compliance
erin.hoy@pqminc.com

Tim Stokes

QMO Program Manager,
Metro Quality Management
Consulting team,

Quality Assurance/Compliance
tim.stokes@parsons.com
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DEPARTMENT INITIATIVE

Risk,

The Risk, Safety & Asset Management (RSAM) department

at Metro safeguards our customers, employees and assets by
proactively advancing a safe working and operating environment,
implementing good asset practices and actively managing

risk and the consequences of loss to protect financial assets.

RSAM is comprised of the following divisions:

> Risk Management: manages > Corporate Safety: improves the safety

enterprise risks consistent with
organizational tolerance with a
balanced approach to risk financing
and administration. This unit protects
the assets of the public by identifying,
evaluating and responding to the

risk exposures of Metro.

Enterprise Transit Asset
Management: implements a
comprehensive and coordinated
process to effectively manage the
performance, risks and costs of
renewing Metro's existing asset base
used to provide transit services.

Metro Best Practices Report 2021

culture at Metro through visible
management commitment and
promotion of Safety Management
System principles to continuously
improve Metro’s safety performance.
Emergency Management Services:
leads organizational planning and
risk communications for major
disasters. The unit also formulates
innovate resilience preparedness
strategies to include implementation
strategies for all agency emergency
and disaster operations, establishing
partnerships with LA County, LA City
and Homeland Security Advisory
Offices to integrate emergency
management.



Enterprise
Transit Asset

Management

GOAL

To effectively manage risk through
efficient expenditures of limited public
funds to operate, maintain and renew
assets to help ensure delivery of safe,

reliable and high-quality transit services.

This falls under the Los Angeles County
Metropolitan Transportation Authority
(Metro) Vision 2028 Strategic Plan Goal
5.6: Metro will foster and maintain a
strong safety culture.

BACKGROUND

The Federal Transit Administration
(FTA) Transit Asset Management
(TAM) rule took effect October 1, 2016,
and includes requirements for public
transit operators to report on asset
performance and set targets each
October for the next fiscal year. TAM
is a business model that uses the
condition of assets to guide optimal
prioritization of funding to keep
transit networks in a State of Good
Repair (SGR).

BEST PRACTICES

Metro CEO Phillip A. Washington
created an independent TAM
department named Enterprise

Transit Asset Management (ETAM)

to ensure compliance with the FTA.
The department oversees annual

target setting for TAM performance,
maintaining asset inventories,
conducting condition assessments and
developing processes for prioritizing
State of Good Repair. The ETAM
Department originally began with three
employees from Metro’s Construction,
Operations and Planning departments
and has expanded to 10 employees who
manage the data and processes needed
to track about 374,000 transit assets
valued at over $19 billion. The ETAM
Department provides objective
information for agencywide capital
decision-making that cannot be overly
influenced by any one department.

In addition, Metro’s ETAM has
developed requirements for mandatory
structural inspections to ensure that all
structures are safe, in good condition
— and to identify opportunities to
extend the useful life of the bridge

and tunnel inventory. Lastly, Metro’s
ETAM ensures FTA mandated facilities
assessments are performed as outlined

Department Initiatives: Risk Safety and Asset Management
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in the TAM Rulemaking and reported
in the National Transit Database on
a four-year cycle.

PROCESS

Metro’s ETAM developed a software
system to track State of Good Repair
that incorporates the following
elements: asset inventory, condition
assessment, decision support tools,
investment prioritization, TAM and
SGR policy, implementation strategy,
list of key annual (TAM) activities,
identification of resources and an
evaluation plan. To do this, ETAM
submitted compliance forms to the
National Transit Database (NTD),
conducted mandatory structural
inspections to ensure all structures
are safe and in good condition, and
created a schedule and templates
for conducting facilities condition
assessments. Vast amounts of asset
data have been efficiently, effectively
and accurately uploaded into the
NTD by ETAM staff who are TAM
subject matter experts.

Metro’s ETAM worked with asset
stakeholders across the agency—
including Operations, Countywide
Planning, Vendor and Contracts
Management, Construction,

Finance and ITS — to implement a
comprehensive asset management
program. ETAM also worked closely
with the FTA and Southern California
Association of Governments (SCAG).

Footnotes
'“Transit Asset Management Policy (GEN 61).”

dropbox.com /sfeusg8en2gzfyzp6/Transit%20Asset %20Management%620Policy%20E TAM%2001%20-%20GEN%2061.pdf ?dl=0

““Metro TAM Plan.”

RESULTS

With Metro expected to more than
double the size of its transit system in
future years, the agency now has a
much better grip on the condition of
its assets. This, in turn, has allowed
Metro to better conduct multi-year
financial planning as it considers its
future operations and Capital Programs
costs. ETAM has provided a vital
40-year outlook of State of Good
Repair needs—which are expected
to cost $26 billion.

ETAM also allows Metro to make
more informed decisions when it
comes to overhauling and extending
the life of its equipment—whether
it’s buses or rail cars.

To date, Metro has conducted
mandatory structural inspections that
have resulted in repair of 12 State of
Good Repair hotspots. This also set a
precedent to create processes and
scheduling for conducting structure
conditions. The results informed
Metro’s Public Transportation Agency
Safety Plan (PTASP), which is required
by the FTA.

ETAM staff have also participated in
and spoken at FTA Roundtables, TAM
conferences and webinars and have
been available to other transit agencies
when called for TAM advice — making
Metro one of the nation’s leaders in
Transit Asset Management.

dropbox.com/s/znfbmoilis8twoq/Metr0%202018%20TAM%20Plan%:20.pdf ?dl=o
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Additional Resources

> Transit Asset Management
Policy (GEN 61)"
> Metro TAM Plan?

Departments

> Risk, Safety & Asset
Management

> Enterprise Transit Asset
Management

> Corporate Safety

Contacts

Denise Longley

Deputy Executive Officer,
Enterprise Transit Asset
Management/Risk, Safety &
Asset Management
longleyd@metro.net

Randy Lamm

Director, Enterprise Transit
Asset Management/Risk, Safety
& Asset Management
lammr@metro.net



GOAL

To reduce the Los Angeles County
Metropolitan Transportation Authority’s
(Metro) light rail train versus car
accidents, enhance safety, improve
operational performance and reduce
employee injuries. This initiative falls
under the Metro Vision 2028 Strategic
Plan Goal 2.2: Metro is committed to
improving legibility, ease of use, and
trip information on the transit system.

BACKGROUND

Left turn accidents are the predominant
type of accidents involving street
running light rail lines—both in LA
County and across the nation. The
disregard for traffic signals and warning
signs by motorists results in casualties,
injuries and property damage.
Furthermore, such behaviors also
impact agencies by disrupting
operations, reducing reliability, and
rising employee-injury costs and third-
party claims costs—all of which
adversely impact transit costs. The
funds expended on such accidents,
service interruptions and liability could
be better used for other safety and
operational projects that improve the
organization’s performance.

BEST PRACTICE

To mitigate this vexing issue, Metro
completed a demonstration project on
October 24, 2017, on the A Line (Blue)
to showcase a device, a mechanism
box with a gate arm adjacent to the #1
lane, that was found to deter motorists
from unsafe behaviors.

The initiative for Left Turn Mitigations
Across LRT Tracks consists of
multiple stakeholder partnerships
including the City of Los Angeles,
Caltrans, the California Public Utilities
Commission (CPUC) and Metro’s
Operations Department.

Project costs for Left Turn Mitigations
Across LRT Tracks consisted of design
and construction of $250,000, and
on-going operation and maintenance
costs of approximately $10,000
annually.

PROCESS

The process for Left Turn Mitigations
Across LRT Tracks has involved the
coordination of obtaining permits,
developing design documents for
review and approval, construction,
testing, and securing the necessary
approvals from the City of Los Angeles,
Caltrans, CPUC and Operations.

RESULTS

Installed in October 2017, results from
the project have only included one
collision where a motorist made an
illegal left-hand turn from the No. 2
lane into the path of a train. Prior to the
pilot gate, there had been more than
70 collisions since 2013 on the A Line
(Blue). The project’s success has led

to plans to expand this safety measure
to future Metro light rail projects,
including the Crenshaw/LAX Line and
the East San Fernando Valley Transit
Corridor. There has been overall good
compliance with limit line (75 motorists
over two-week period observed to go
beyond LL) and positive feedback from
operators and motorists.

Additional Resources

Departments

> Risk, Safety & Asset Management

> Corporate Safety

Contacts

Vijay Khawani

Executive Officer, Risk,

Safety & Asset Management—
Corporate Safety
khawaniv@metro.net

Leon Bukhin

Deputy Executive Officer,

Risk, Safety & Asset
Management—Corporate Safety
bukhinl@metro.net

Department Initiatives: Risk Safety and Asset Management
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On-board
Fire Mist
Suppression
System
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GOAL

To enhance safety, improve operational performance
and reduce employee injuries. This initiative falls
under the Los Angeles County Metropolitan
Transportation Authority’s (Metro) Vision 2028
Strategic Plan Goal 2.2: Metro is committed to
improving legibility, ease of use and trip information
on the transit system.

BACKGROUND

Rail car fire suppression systems are currently non-
existent in the United States. While there are safety
measures in place for underground rail stations

(i-e., non-combustible construction), an arson fire on
board a rail vehicle can grow at a faster rate compared
with an accidental fire without an accelerant inside a
tunnel and cause higher casualties and result in the
complete loss of rail cars. Tunnels have much lower
ceilings as opposed to a station ceiling, so smoke and
heat can accumulate quickly. Evacuating from a tunnel
is also more confusing and ventilation may help or
hurt in a tunnel.

Due to tragic events such as the South Korean Daegu
subway arson in 2003 that killed 192 people and injured
another 151, Metro established the first-of-its-kind
On-board Fire Mist Suppression System to prevent

life and property damage. Metro’s heavy rail car
specifications did not include requirements for an
on-board fire suppression system. This project will
require the current heavy rail cars to be retrofitted

with an on-board fire mist system.



BEST PRACTICE

The On-board Fire Mist Suppression
System on heavy rail cars is a major
safety initiative that has never been
implemented in the U.S. Currently, if an
on-board train fire occurs in a tunnel
and people are forced to evacuate, the
ventilation system and the associated
ventilation structures will provide a
safe tunnel environment.

The installation of an On-board Fire
Mist Suppression System will provide
for a more controlled environment
within a train by increasing the tenable
time for Metro passengers during an
on-board fire event in an underground
tunnel. The system is designed to
detect an on-board fire and smoke
event in the very incipient stages of
such incidents, alert the train operator
of the event, and activate a water mist
suppression system. This system
improves the tenable environment
within the rail car such that persons do
not need to evacuate immediately in the
tunnel and allows the train to proceed
to the next station where evacuation

is safer. The On-board Fire Mist
Suppression System also negates the
need to build expensive structures,
such as ventilation shafts.

The initiative for On-board Mist
Suppression System has an estimated
cost of $11 million to retrofit 64 existing
A650 heavy rail cars and $2.4 million
to install the mist system on current
procurement of the HR4000 heavy

rail cars.

PROCESS

Since a fire suppression system is
unique in North America, extensive
research was conducted in the
international arena to determine
what systems were currently in use.

Based on European standards for

mist systems and through significant
coordination with European equipment
manufacturers, staff developed its

own specifications by adopting the
best protocols and standards from

the agencies who have significant
experience and expertise with
developing and implementing fire

mist suppression systems.

RESULTS

Possible outcomes include no
passenger and employee casualties
in a tunnel fire and station fire,
significantly reduced spread of fire,
minimal damage to rail vehicles,
and quicker restoration of service.
An on-board suppression system is
superior to a station-based ventilation
system which does not provide any
mitigation when an on-board fire
occurs. This initiative will also result
in cost savings by eliminating
ventilation shafts in tunnels.

Additional Resources

Departments

> Risk, Safety & Asset
Management

> Corporate Safety

Contacts

Vijay Khawani

Executive Officer, Risk, Safety
& Asset Management,
Corporate Safety
khawaniv@metro.net

Leon Bukhin

Deputy Executive Officer, Risk,

Safety & Asset Management,
Corporate Safety
bukhinl@metro.net
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GOAL

To enhance safety, improve operational
performance and reduce employee
injuries. This initiative falls under the
Los Angeles County Metropolitan
Transportation Authority’s (Metro)
Vision 2028 Strategic Plan Goal 2.2:
Metro is committed to improving
legibility, ease of use, and trip
information on the transit system.

BACKGROUND

When the G Line (Orange) began
revenue service in 200, a rash of
collisions with automobiles occurred
during the first several months of
operations. In response, Metro
Operations issued slow orders where
buses were required to slow to 10 mph
before crossing intersections. This slow

Metro Best Practices Report 2021

order along with red lights at
intersections resulted in a significant
increase in the end-to-end travel time
and slower travel times for G Line
riders. In an effort to reduce collisions
and increase the travel speed on the G
Line, Corporate Safety staff put forward
an innovative project that will involve
the implementation of railroad-type
gates at intersections on the G Line.
Metro's Measure M sales tax measure
— approved by voters in 2016 —
supplied funding for a project to
improve the G Line. In October 2017,
the Metro Board approved technical
study findings, recommendations and
project development for the Traffic
Control Across a BRT Alignment.



BEST PRACTICE

Such a novel concept involving railroad
type gates to control vehicle traffic
across the G Line has never been
implemented to date in North America.
This pioneering project, which focuses
on controlling traffic across a BRT
alignment, will have a dual benefit of
significantly improving safety by
mitigating accidents while at the same
time improving operating speeds and
reducing bus travel times to move
customers more efficiently. The
operation will likely make riding the

G Line more attractive, while increasing
ridership and improving ride comfort
for our passengers since the buses will
no longer have to constantly slow or
stop at intersections and then speed
back up.

The project consists of multiple
stakeholder partnerships including
LA City Council, LA Department of
Transportation, property owner/
tenant contacts, elected officials,
community open house meetings
and the San Fernando Valley
Service Council.

The project costs, including design
and installation at 44 intersections,
is estimated by Metro to be about
$120 million.

PROCESS

Project development included technical
studies, public outreach and reports

to the Metro Board of Directors.
Several community meetings were held
to explain the scope and benefits of
the project. Currently, the project is in
the design phase and the project is
scheduled for completion in 2024.

The project was made possible largely
by the passage of Metro’s 2016 Measure
M sales tax, which is expected to raise
about $120 billion in its first 40 years.

RESULTS

The project will provide the following
benefits for G Line trips between the
two end points of the line, North
Hollywood and Chatsworth:

> Bus travel time during rush hour
will be reduced by 17 minutes over
approx. 18 miles.

> Ridership and capacity will improve
with an average of 25,000 weekday
boardings due to faster trips
and the ability to run more buses.

> There will be 15 buses per hour
running in each direction at four-
minute headways during peak hours.

> Right-turn-on-red violations will
be minimized.

> Traffic collisions will be reduced.

> Safety will be improved.

> There will be reduced agency
claims costs.

> There will be improved passenger
comfort and reduced maintenance
costs by eliminating the need to
reduce the speed motor vehicles
at several intersections.

Additional Resources

Departments

> Risk, Safety & Asset
Management

> Corporate Safety

Contacts

Vijay Khawani

Executive Officer, Risk,

Safety & Asset Management-—
Corporate Safety
khawaniv@metro.net

Leon Bukhin

Deputy Executive Officer,
Risk, Safety & Asset
Management—
Corporate Safety
bukhinl@metro.net
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System Security & Law Enforcement (SSLE) at the Los Angeles

Metropolitan Transportation Authority (Metro) is charged with
ensuring Metro patrons and employees can ride and work safely,
without fear, 100 percent of the time. To fulfill that mission,
SSLE strives to lead the transit industry in the development and
implementation of innovative security and law enforcement
strategies, advance the use of crime analysis tools, problem-
solving methodologies and technology, and build and sustain
regional community and law enforcement partnerships.

SSLE is comprised of 200-plus employees working in the following divisions:

> Executive Office: sets the mission
and vision for the SSLE Strategic
Plan in coordination with the newly
formed Transit Public Safety Advisory
Committee and the Metro Employee
Survey Working Group.

> Transit Security: ensures the protection
and safety of the patrons who rely on
Metro's service, the employees who
provide this service, and the property
owned and operated by Metro.

> Physical Security: safeguards
Metro’s infrastructure.

> Emergency Management: leads
and coordinates recovery for
Los Angeles Metro.

Metro Best Practices Report 2021

> Special Projects: responsible for
the sexual harassment and human
trafficking awareness programs,
as well as the quarterly LA Metro
Regional Law Enforcement
working group meetings.

> Homeless Outreach and Engagement:
spearheads Metro’s Homeless
Action Plan and serves as a
community liaison for employees
and customers on security and
law enforcement matters.

> Finance and Administrative
Management Services: oversees the
department’s annual operating and
capital budgets and more.

> Compliance and Administration:
efficiently monitors the private
security guard service and law
enforcement service contracts’
compliance.



Homeless
Outreach and
Engagement Teams

GOAL

To offer unhoused individuals shelter
and social services, and to provide a
safe environment for all transit patrons,
the Los Angeles County Metropolitan
Transportation Authority (Metro) made
a coordinated effort to reach unhoused
individuals on its bus and rail system.
This initiative meets Metro’s Vision
2028 Strategic Plan Goal 3.4: Metro will
play a strong leadership role in efforts
to address homelessness in LA County.

BACKGROUND

Homelessness has for many decades
been a serious issue in the Los Angeles
region and by most counts and other
indicators has grown worse in the past
decade. As the operator of the nation’s
third-busiest transit system, Metro is
greatly concerned about homelessness,
with many unhoused individuals
seeking refuge on buses, trains and at
stations. In 2016, Metro’s Board of
Directors asked the agency to establish
a Homeless Task Force as year-over-
year homeless counts continued to

rise and ridership challenges grew
more prominent.

BEST PRACTICE

Metro has taken the following actions since 2016:

> Metro created a Metro Homeless Action Plan
hat provided the framework for the agency’s
response to the issue.

> Metro began contracting with People Assisting
the Homeless (PATH) to provide comprehensive
outreach services to homeless individuals on
the Metro system. The $4.9-million contract is
in the process of being extended two additional
years to 2023.

> Two successful pilot programs were conducted,
which included using two homeless outreach
teams on the B Line (Red) subway to engage
unhoused individuals and connect them with
social and housing services. Metro expanded
from two to eight teams in 2018.

> Metro deployed its Operation Sheltered the
Unsheltered Program that focused on connecting
homeless individuals at busy transit stations
to social services and shelters.

> Metro developed a methodology for counting
unsheltered individuals on our system using
security and law enforcement personnel.

> Metro began purchasing shelter beds for
unhoused individuals.
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As part of these efforts, Metro
collaborated with the L.A. County
Department of Public Health and the
City of Los Angeles. Both the city and
county are drawing funds from 2016’s
Measure H and Measure HHH ballot
measures to build new housing for the
unhoused. Metro’s efforts to help the
unhoused are funded with revenues the
agency receives from local sales taxes.

PROCESS

Metro’s Memorandum of Agreement
with Los Angeles County Department
of Health Services spells out the
specific scope of work for homeless
outreach services. It contains
timeframes and performance metrics
that are reported back to Metro every
month. This information is included in
monthly reports to Metro’s Board of
Directors, who can see the growing
number of individuals connected to
social services and/or housed on an
interim and permanent basis directly by
PATH.

Five performance metrics track the

program'’s progress:

1. Number of unduplicated individuals
where contact was initiated.

2. Number of unduplicated
individuals engaged.

3. Number of unduplicated individuals
engaged who successfully attained an
interim housing resource (this
includes crisis and/or bridge
housing).

4. Number of unduplicated individuals
engaged who are successfully linked
to a permanent housing program.

Footnotes

"“Metro Homeless Task Force.”
metro.net/riding/homeless-task-force/
2“Metro Transit Homeless Action Plan.”

5. Number of unduplicated
individuals engaged who are
permanently housed.

If a homeless individual is reunited with
family, PATH tracks these statistics and
provides testimonials of success stories
to its Board of Directors and System
Security & Law Enforcement
Department. These testimonials
include the team’s location and
outreach success, and describe how
this effort has been tied to Metro’s
related “Operation Shelter the
Unsheltered” initiative.

RESULTS

Metro has seen an increase in the
number of individuals assisted with
housing services in all five of its
performance measures.

The agency’s most important
performance measure has been
number of homeless individuals who
have accepted interim and permanent
housing. Operation Shelter the
Unsheltered Program that began in
April 2020 has connected more than
765 unhoused individuals to services
and helped move many of them from
Metro trains and buses into temporary
shelters and permanent housing.
This created the impetus for Metro to
purchase 80 dedicated beds for
unhoused individuals on the system.
That initiative began on March 1, 2027,
and by the end of the month all 8o
beds were occupied.

Metro has successfully conducted two
separate homeless outreach counts
that— after years of guesswork—

dropbox.com/s/s3zbdt384amjj1t/metro_homeless_plan_report_2017-0524.pdf?dl=0
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showed how many homeless were on
the agency’s system. The agency is
now planning to conduct homeless
counts every quarter to help
demonstrate the need for additional
pilot programs, ambassador programs
and assistance from community-based
organizations to more effectively

help address the homeless crisis on
Metro’s transit system.

Additional Resources

> Metro Homeless Task Force’
> Metro Transit Homeless
Action Plan?

Department
> System Security &
Law Enforcement

Contacts

Joyce Burrell Garcia

Project Manager, Emergency
Preparedness, System Security
& Law Enforcement
burrellgarciaj@metro.net

Steve Fiechter

Senior Director, Metro
LA Programs, PATH
stephenf@epath.org

Malik Rahh

Program Manager, Street-Based
Engagement, L.A. County
Department of Health Services
mrahh@dhs.lacounty.gov



KING 1, HOME

GOAL

To take proactive steps to address the dire homeless
crisis on the Los Angeles County Metropolitan
Transportation Authority (Metro) system by helping
unhoused individuals find housing. This initiative falls
under the Metro Vision 2028 Strategic Plan Goal 3.4:
Metro will play a strong leadership role in efforts to
address homelessness in LA County.

BACKGROUND

Addressing homelessness is one of the major areas

of improvement in Metro’s Customer Experience Plan.
A 2018 customer survey found that nearly 65 percent
of our riders agreed there are too many homeless
people on the system, which led to many avoiding
public transit entirely.

Metro’s Vision 2028 Plan also calls for the agency to
address homelessness by helping people who are
experiencing homelessness and to curtail behaviors
and conditions that adversely affect the health and
safety of other riders. Metro also wants to offer
shelters for unhoused and other vulnerable individuals
who—for their own safety and the safety of other
transit riders—may desperately need social service
assessment, shelter or mental health services.

Following direction from the Metro Board of
Directors, Metro has also been focused on
reallocating resources normally devoted to policing
to other forms of community safety. Metro has
directed all three of its law enforcement agencies
to focus on supporting homeless outreach.

BEST PRACTICE

Operation Shelter the Unsheltered is a twofold effort
that combines offloading passengers at strategic
terminus points in the Metro rail system so the rail
cars can be cleaned and disinfected, while also
providing outreach services to unhoused individuals
from organizations, such as People Assisting The
Homeless (PATH), Dream Center and L.A. Door.
The operation is supported by Metro Transit Security
and Metro’s contracted law enforcement partners.

The $4.9-million project is funded through Metro’s
Homeless Outreach contract with PATH. Metro
added $1.5 million to a four-month pilot that includes
80 dedicated shelter beds for unhoused riders on
the Metro system. The four-month pilot started
March 1, 2021. The pilot added five generalists to

the PATH teams who work directly with unhoused
individuals. Multidisciplinary staff include substance
abuse specialists, mental health specialists,
generalists and medical staff.

Department Initiatives: Systems Security & Law Enforcement
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PROCESS

Metro’s Operation Shelter the
Unsheltered process is designed to
disrupt the pattern of the unhoused
taking residence on the system who
have no end-point destination. At the
end of the lines, trains are stopped
and security personnel board trains
and ask everyone to disembark. For
those unwilling to disembark, law
enforcement is present to encourage
them to leave trains. Once riders have
left trains, they must exit the platform
and turnstiles. The PATH outreach
teams are positioned beyond the
turnstiles and provide program
resources, as well as water and snacks
to individuals perceived to be homeless.
If medical attention is needed, PATH
team members will take persons in
need to get appropriate services or
contact LA Christian Health Center
and directly request a nurse or a
physician meet them.

Operation Shelter the Unsheltered

has been ongoing since April and has
proven to be effective and well received
among many of the unsheltered.

Metro has built strong partnerships
with diverse social service agencies

— PATH, the Dream Center and L.A.
Door — to successfully get people
experiencing homelessness into
housing services daily. These outreach
partners collaborate with the Los
Angeles Police Department, the Los
Angeles Sheriff’s Department, the Long
Beach Police Department and Metro
Transit Security. Each law enforcement

Footnotes
1“Source Post: Operation Shelter the Unsheltered.”

agency has specialized units that
are trained to engage with people
experiencing homelessness.

RESULTS

Since the inception of Metro’s
Operation Shelter the Unsheltered
Program, approximately 765 unhoused
individuals that sought shelter on Metro
trains have been placed in temporary
shelter and permanent housing.

The program has led Metro to
implement another pilot program
deploying Transit Ambassadors who
have been incarcerated in the past

and who are seeking a second chance
through WIN-LA, Metro’s workforce
training program. The ambassadors will
be meeting and greeting riders at the
Metro rail system’s terminus points
and will be working with our team to
facilitate having all riders exit the rail
cars while directing people experiencing
homelessness towards services.

Metro’s Transit Homeless Action Plan,
which includes Operation Shelter the
Unsheltered, is included in UCLA’s
homeless study that is focused on
homelessness and the transit system.
The uniqueness of Metro’s program
elicits inquiries from diverse transit
authorities across the country in

part due to Metro committing funding
to deal with homelessness. Metro’s
homeless program is being expanded
and partnerships with the L.A.
County Department of Health
Services and PATH will be extended

thesource.metro.net/2020/05/01/metro-helping-more-unhoused-people-get-into-shelters-during-covid-19

2 “Metro Transit Homeless Action Plan.”

dropbox.com/s/s3zbd384amijj1t/metro_homeless_plan_report_2017-0524.pdf?dl=0
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two additional years and the program
capacity expanded.

Metro’s Transit Homeless Action
Plan 2.0—in conjunction with the
agency’s customer experience
plan—are working hand-in-hand to
enhance the ridership experience.
Through Metro Board actions, more
funding is being allocated to the
development of pilot programs and
funding for shelter services.

Additional Resources

> Source Post: Operation
Shelter the Unsheltered’

> Metro Transit Homeless
Action Plan?

Department
> System Security &
Law Enforcement

Contacts

Joyce Burrell Garcia

Project Manager, Emergency
Preparedness, System
Security & Law Enforcement
burrellgarcialj@metro.net

Ron Dickerson

Deputy Executive Officer,
System Security &

Law Enforcement
dickersonr@metro.net

Steve Fiechter

Senior Director, Metro
LA Programs, PATH
stephenf@epath.org



DEPARTMENT INITIATIVE

Transit Operations

Transit Operations at Metro is committed to delivering the following
goals: safety, service, reliability, cleanliness and development with a
workforce of over 8,000 employees, a bus fleet of 2,548 buses serving
1,433 square miles, six-line rail lines (four light/two subway), with a
fleet that has 454 vehicles (352 light rail/102 subway vehicles), serving
101.5 miles of track and 92 stations.

This department is comprised of the following divisions:

> Central Oversight and Analysis: manages > Rail Fleet Services: responsible for the

and monitors the Operations budget,
operating and capital budget activities

for Metro’s bus and rail service delivery,
maintenance program, which includes

State of Good Repair activities.

Bus Transportation: oversees the revenue
service delivery of a 2,500+ bus fleet, which
includes directing the efficient allocation of
operating and supervisory staff resources to
ensure that service objectives are delivered
in a safe, clean, reliable, on-time and
courteous manner.

Rail Transportation: responsible for the
revenue service delivery of four light rail and
two subway rail Divisions (A /E, B/D, Land C
lines) and all movements on the rail rights-
of-way, and the dispatch and control for all
train service, maintenance of way and
personnel on the rights-of-way.

Rail Operations Control: manages the
control of trains, power, station ventilation,
voice and data communications and
monitoring of gas and fire sensors.

Rail Instruction: provides introductory and
advanced training programs to all rail staff.
Bus Maintenance: responsible for 10

bus divisions that provide preventive and
corrective maintenance activities to a
2,500+ bus fleet.

Central Maintenance: which includes
fabrication locations, rebuilds and provides
overhaul for major bus and rail components.

maintenance and repair of our light and
heavy rail vehicle fleet and manages rail
vehicle scheduled preventative maintenance,
unscheduled corrective maintenance and
component overhaul programs in support
of a clean, safe and reliable fleet.

Service Development: comprised of
Scheduling, Service Performance and
Analysis and Regional Service Councils.
Scheduling develops Metro's transit service
concept, generates all bus and rail service
schedules, implements service changes

for the efficient service interface between
bus and rail lines, makes recommendations
on service policies, and develops service
operations staffing and fleet requirements.
Service Performance Analysis is responsible
for all Metro bus and rail service data,
including data collection, ridership, on-time
performance, and other performance data.
Operations Liaison: provides system-wide
operational planning, design review and
technical support for all capital rail projects,
including new and rehabilitation of existing
rail lines.

Vehicle Engineering and Acquisition:
responsible for developing specifications
and administering bus and rail vehicle
acquisition activities to meet service
requirements and ensure service reliability.

Department Initiatives: Transit Operations
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Metro Micro
Communications

GOAL

To make Metro Micro accessible to

those without a smartphone. This

initiative falls under the Los Angeles

County Metropolitan Transportation

Authority’s (Metro) Vision 2028

Strategic Plan Goals: 1, 2, 3 and 4:

> Goal 1: Provide high-quality
mobility options that enable people
to spend less time traveling.

> Goal 2: Deliver outstanding trip
experiences for all users of the
transportation system.

> Goal 3: Enhance communities
and lives through mobility and
access to opportunity.

> Goal 4: Transform Los Angeles
County through regional
collaboration and national
leadership.

Metro Best Practices Report 2021

BACKGROUND

In 2016, Metro received an unsolicited
proposal to pilot the concept of
microtransit using Metro Operators,
but private sector technology. The
Office of Extraordinary Innovation
(OEIl) worked with departments across
the agency to develop this initial idea
into an unprecedented two-phase
procurement process that enabled
multiple private sector firms to
compete on the design of the
on-demand program—and which
transferred a substantial amount of
risk to private sector partners.

The result was a pilot program
introduced into Metro’s existing fixed-
route network to help capture the short
trips (under five miles) that make up
more than 50 percent of trips taking
place in LA County today. Metro Micro
provides continued opportunities for
the agency to improve on customer
service and equity by shortening

trip times, eliminating transfers and
reducing reliance on single-occupancy
vehicles, while accommodating
customers of every age, ability

and circumstance.

Metro Micro is also a key component
of Metro’s NextGen Bus Plan—

to restructure routes and offer more
frequent service—and an important
member of Metro’s family of services.
Metro identified some areas with bus
service that is perpetually underused
or areas that are difficult to serve with
full size buses on fixed routes, and
Metro Micro is filling in the gaps. For
customer ease of use and personal
space, most vehicles are configured to
carry seven to 10 customers, although
capacity at press time was capped

at 50 percent due to the COVID-19
pandemic. The Metro Micro fleet
also includes vehicles with bike racks,
as well as wheelchair ramps and
securement devices.



One key challenge was to ensure the vehicles could
be summoned by all customers—especially those
without smartphones.

BEST PRACTICE

Metro Micro will not only improve reliability

and allow for guaranteed transfers across our

multi-modal system, but will also offer riders the

opportunity to customize their experience by

ordering a trip and linking to the next leg of their

Metro journey. However, many Metro riders do

not have access to a smartphone or may have limited

or no data plans. In order to make Metro Micro as

accessible as possible, Metro Micro provided three

options for customers trying to book a ride:

> Download the new mobile app on the App
Store or Google Play.

> Book a ride online at book.metro-micro.net.

> Call 323.GO.METRO (323.466.3876).

The Metro Call Center agent, using a Metro Micro
web portal designed for agent-based booking,
provides the customer with a vehicle arrival time,
along with confirming pick-up and drop-off locations.
Metro users can also book rides in any of the
languages available through the Metro Call Center.
Agents are provided with ongoing training to support
Metro Micro—which has been developed and
tested in close partnership with Transportation
Communications International Union. This element
of the pilot also serves as a workforce investment
opportunity as the agents learn new skills along with
new technology use.

Metro Micro, operated by Metro Operations, partners
closely with all departments in the agency and an
external technology partner for this three-year pilot.
Funding for current and future years of Metro Micro

Footnotes
Metro Board Report on MicroTransit Implementation.”

service is included within Metro’s
annual Operations budget. Additional
private financing and public grant
monies are also being pursued to
support this program.

RESULTS

Since its introduction in December

2020, Metro Micro has:

> Been downloaded more than 13,000
times in Google and Apple Stores.

> Provided more than 14,000 rides
since launch (as of press time).

> Received an average rating of 4.8
out of 5 from customers.

> Maintained an average wait time
of eight minutes for pick-up.

Additional Resources

> Metro Board Report on
MicroTransit Implementation’

> Metro Micro Homepage?

> Eno Center for Transportation
article on MicroTransit?

Departments

> Operations

> Communications

> Office of Extraordinary
Innovation

Contacts

Rani Narula-Woods
Senior Director, Special
Projects, MicroTransit
narulawoodsr@metro.net

dropbox.com/s/hkjvsgsrtobvqoh/MicroTransit-Pilot-Project-Part-B-Implementation.pdf?dl=o

““Metro Micro Homepage.”

micro.metro.net
:“Eno Center for Transportation article on MicroTransit.”
enotrans.org/eno-resources/uprouted-exploring-microtransit-united-states
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GOAL
To restructure the Los Angeles

County Metropolitan Transportation
Authority’s (Metro) bus network into
a comprehensive and intuitive system
of high quality and integrated transit
services that are relevant, reflective of
and attractive to the diverse customer
needs within LA County.

This initiative falls under the Metro
Vision 2028 Strategic Plan Goal 1.2:
To improve LA County’s overall transit
network and assets, Metro will invest

in a world-class bus system that is
reliable, convenient and attractive to
more users for more trips.

BACKGROUND

There has been a systemic decline in
bus ridership throughout the region,
along with new transportation options,
such as Transportation Network

14 Metro Best Practices Report 2021

Companies and micro mobility
e-scooters and e-bikes. Despite being
the second most heavily used bus
system in the country, and voter
endorsement for continued transit
growth through Measure M, Metro’s
systemwide ridership declined by 25
percent since April 2014, consistent
with national trends. A survey of past
riders completed in 2016 found that

19 percent of respondents stopped
using Metro services primarily because
their travel patterns changed, and
another 12 percent stated that it is

too hard to get to and from transit
stops. Eighteen percent and 11 percent,
respectively, mentioned slow speeds
and service reliability were their

main reasons for leaving transit.

The ridership declines could also
be attributed to shifts in customer



demographics and lifestyles, changing
workforce travel patterns, safety and
security concerns, new technology and
opportunities for other travel options,
such as shared mobility on-demand.
As such, Metro embarked on a project
to reimagine the bus network to retain
current riders, reclaim past riders and
recruit new riders.

BEST PRACTICE

The NextGen Bus Study aims to
increase transit use in the county
over the next decade by attracting
customers to ride more. In addition,
the re-baselined bus network will set
the foundation for future growth from
transportation investments provided
through Measures R and M.

The NextGen Bus Study and
countywide outreach included a
significant number of partnerships and
relationships formed throughout the
course of this project, including with
regional service councils, advisory
councils, business and community
organizations, chambers of commerce,
educational institutions, government
agencies, non-profit, faith-based
institutions, transportation agencies
and labor unions.

The team utilized different strategies
for outreach to match specific audience
needs. Metro had to tailor its approach
to certain neighborhoods to gain
public trust, such as working with faith-
based organizations and community
leaders to encourage people to attend
workshops. Workshops were festive
and interactive, unintimidating and
accessible. The process was a highly
collaborative team effort between the

consultant team and Metro staff, which contributed
to the success of the project.

The project also resulted in an ongoing Interagency
Speed and Reliability Task Force between Metro and
LADOT to plan and implement speed and reliability
projects within the City of LA, including bus lanes,

bus bulb outs and enhanced transit signal priorities.

The technical contract amount was $2 million.

PROCESS

Below is the step-by-step process that was taken

to implement the NextGen Bus Plan Initiative:

> A comprehensive understanding of Metro’s past,
current and potential customers.

> l|dentifying the strengths, deficiencies, gaps and
opportunities of the existing Metro bus network.

> Developing a regional service concept that best
matches the travel demand and service attributes
most important to customer groups.

> Translating the regional service concept into a
set of planning parameters for redesigning the
bus network.

> Identifying transit preferential infrastructure to
enhance speed and reliability of bus service along
key regional corridors, as well as infrastructure
to support new service delivery methods, and
customer service infrastructure for major transfer
points and activity centers.

> Developing the Service Restructuring Plan.
The contractor and Metro Service Planning
and Scheduling staff will work hand-in-hand to
develop a transit network based on the Regional
Service Concept and design guidelines that are
anticipated to maximize ridership and improve
customer experience.

The Communications and Outreach contract
included the following tasks:

> Strategic Communications

> Copywriting, copying, printing and mailing support
> Meeting planning, facilitation and logistics

Department Initiatives: Transit Operations
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> Development of graphic design, photography,
digital and video production

Digital and social media

Special event planning and outreach

Door-to-door canvassing and literature distribution

vV V V V

Multi-Ethnic/Multilingual interpretation and
translation services

Targeted outreach support

Media Relations support

Interactive website development

V V. V V

Innovative methods for reaching diverse
community stakeholders

> Opinion research

> Media buying

RESULTS

The NextGen Bus Plan is currently being used to
restructure the bus network. It is also the platform/
basis for the Better Bus Initiative and Customer
Experience Plan. Finally, the work of the Speed and
Reliability Program has influenced the Metro Board
to consider early action programs for the top corridors
identified in the Measure M funded Bus Rapid Transit
Vision and Principles Program.

Additional achievements include:

> Extensive use of big data and analytics in better
understanding travel patterns, potential ridership
demand, transit competitiveness and impact on
transit mode share.

> Significant Board focus on improving and
enhancing the Metro bus system as a result of the
robust public outreach/engagement/support/
buy-in on NextGen by advocates and communities.

> Establishment of interagency speed and reliability
program between Metro and LADOT.

> Recipient of the 2021 Metro CEO Award.

> Recipient of the 2019 TRB Innovations in Transit
Performance Measurement (Runner Up Award).

> Recipient of the 2021 ITE Planning Award (currently
considered for Western District and International
Award; announcement expected in July 2021).

Footnotes
"“ITE Awards 2021.”
dropbox.com/s/blo33jilrfz2fdt/ITE%20award%202021.pdf ?dl=0
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Additional Resources
> |ITE Awards 2021’

Departments
> Procurement
> Operations
> Service Planning
> Regional Service
Councils
> Communications

Contacts

Conan Cheung

Senior Executive Officer,
Service Development
Scheduling & Analysis,
Operations
cheungc@metro.net

Jody Feerst Litvak
Director, Community Relations
litvakj@metro.net



DEPARTMENT INITIATIVE

Vendor/Contract Management’s (V/CM) mission is to be the industry
leader in providing efficient acquisition, supply chain and small business
development solutions with integrity, trust and ethical practices, and

with a vision to deliver efficient, cost effective, value added services that
are responsive to, and supportive of, Metro’s internal and external clients.

V/CM is comprised of several divisions organized to achieve Metro’s mission, vision and goals:

> Supply Chain/Logistics: controls Metro’s
inventory assets to deliver efficient and

> Contract Administration and Management:
responsible for efficient and cost-effective

acquisition of goods, services, construction
and rolling stock.

Diversity & Economic Opportunity:
promotes procurement opportunities for
small businesses and DBE firms in support
of Metro policy and regulatory requirements;
and is responsible for enforcing federal and
state labor compliance, as well as the Project
Labor Agreement and Construction Careers
Policy programs.

Planning/Management Audit Services
Department/The Office of the Inspector
General/Creative Services: provides
procurement advisement and guidance to

all Metro’s strategic business units requiring
contracts for professional services.

cost-effective services that are responsive to
client demands and expectations. Included
are inventory accounting, inventory storage
and timely distribution of materials, parts
and supplies.

Support Services: aids the core business
systems and administrative functions of the
various units of V/CM, and their clients in
the day-to-day business system operation.

Department Initiatives: Vendor/Contract Management
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GOAL

To expand the range of tools that the
Los Angeles County Metropolitan
Transportation Authority (Metro)

has to plan, design and deliver major
mobility projects, and the breadth of
opportunities for Metro to contract
with outside firms in order to achieve
project goals related to innovation,
performance, risk, schedule and cost.
This initiative falls under Metro’s Vision
2028 Strategic Plan Goal 1.1: To expand
the transportation network and increase
mobility for all users by providing high
quality mobility options that enable
people to spend less time traveling,
and Goal 5.4: Metro will apply prudent
commercial business practices to
create a more effective agency.

BACKGROUND

After the passage of the Measure M
sales tax ballot measure in 2016, Metro
was challenged with delivering about 40
major capital projects across LA County
over the next 40 years. These kinds of
projects can take decades to plan,
design, fully fund and then build. With
alternatives to driving needed in the
often-congested Los Angeles area,
there was high interest among the
public and elected officials in LA County
to explore whether Metro could
complete these projects more quickly.

Metro Best Practices Report 2021

In addition, there was also interest in
determining whether private financing
could potentially be used to supplement
public funds given the high cost

of many projects and limited state
and federal funding opportunities.
Finally, there was a desire to ensure
innovation in project design, delivery
and implementation, and ensure the
long-term performance of these
complicated and costly assets.

BEST PRACTICE

The Office of Extraordinary Innovation
(OEIl) was created to enable greater
private sector participation in Metro
capital projects. Metro and OEI
developed and launched an Unsolicited
Proposal (UP) Program that gives
private firms the opportunity to
submit innovative and creative ideas
and proposals. As projects were
identified through UP submittals,
Metro structured a rigorous project
assessment process to identify how
alternative delivery could add value

to a project, and established the
analytical framework needed to
support development of a high-quality
procurement. Metro documented key
commercial decisions in a series of
white papers, for review and to serve
as a playbook for project managers
and contract administrators.

For each project, Metro formed
integrated project teams and work
plans representing all departments
responsible for all aspects of a project’s
lifecycle. The agency conducted
industry market sounding forums

with a variety of private firms to attain
insight and information on how Metro
could procure projects as public-
private partnerships (P3s).

As part of the effort to pursue
potential P3s, Metro led open and frank
discussions with other agencies and
third parties, and subsequently created
a Metro-specific draft P3 Project
Agreement that integrates with Metro’s
existing systems and administration
requirements. The agency also created
its own Pre-Development Service
Agreement (PDA). These PDAs

allow early contractor involvement

in the planning of projects, including
development of cost estimates,
constructability review and technical
analyses as the project proceeds
through environmental review.

PROCESS

Metro identified projects that may be
suited for alternative delivery in one

of two ways: either through acceptance
of an unsolicited proposal, or internal
staff analysis. Once a potential project
candidate had been identified,

Metro undertook additional analysis
to validate assumptions regarding
potential value of alternative delivery.
A working group of executives involved
in delivery and implementation
reviewed staff recommendations

to affirm further investigation

of the suggested approach.



Metro then undertook a more
in-depth analysis of the project
characteristics. This included
qualitative delivery/procurement
options assessment, detailed risk
assessment and quantitative cost
and schedule modeling, preliminary
financial and commercial structuring,
comparative financial analysis
(“value for money” assessment),

and funding/affordability reconciliation
to inform each project’s optimal
commercial and financial structuring.
These analytical tools informed an
integrated recommendation for
project delivery and a corresponding
procurement strategy.

As part of this process, Metro
developed detailed white papers that
outline each major commercial issue,
the objective at hand, the options
available, some recent precedents
from similar projects, Metro’s proposed
approach and the reasoning behind
this recommendation.

During this process, Metro proactively
engaged private irms—and other
agencies—from across the U.S. to

best understand how to deliver a
project using alternative methods

early in the planning and design phase.
As a result, Metro gained critical

insight into how best to model alternate
procurement delivery methods so

they would attract more interest.

Footnotes

RESULTS

Metro has completed one alternative
delivery project (Sepulveda Transit
Corridor PDA), continues to develop
a second (West Santa Ana Branch
LRT DBFOM P3) and has made
recommendations for a third (East
San Fernando Valley Transit Corridor
progressive design-build).

Of five qualified responses to Metro’s
first alternative delivery solicitation,
a PDA for the Sepulveda Transit
Corridor, the Metro Board of Directors
in March 2021 awarded two PDA
contracts. One contract is to

explore monorail technology, while
the other will explore heavy rail
technology. Each proposal included
numerous innovations in design,
construction and operations that
Metro may not have identified
through more traditional models.
While the West Santa Ana Branch
(WSAB) project is not yet ready for
delivery, P3 development efforts have
identified several key commercial
and contracting insights that may
add value to the project regardless
of how it's delivered.

Overall, alternative delivery activities
have helped to support more
integration between departments
during the project development
process, enhanced risk assessment,
improved standard form contracts,
and opened new opportunities for
project delivery to a range of Metro
departments and staff.

'"Metro Board report on PDA contracts for Sepulveda Transit Corridor Project.”

boardagendas.metro.net/board-report/2021-0072
*“Metro Unsolicited Proposal Policy.”

dropbox.com/s/y7dbw43sikcworgunsolicited_proposal_policy.pdf?dl=0

With funding for transit projects across
the U.S. always challenging, Metro has
identified a path forward to identify and
possibly use improved financing
methods to build much-needed projects.

Additional Resources

> Metro Board report on
PDA contracts for Sepulveda
Transit Corridor Project’

> Metro Unsolicited
Proposal Policy?

Departments

> Program Management
Office

> Office of Extraordinary
Innovation

> Vendor/Contract
Management

> Planning

> Communications

> Operations

Contacts

Carolina Coppolo
Executive Officer, Vendor/
Contract Management
coppoloc@metro.net

Joshua Schank

Office of Extraordinary
Innovation
schankj@metro.net
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GOAL

®
B u SI ness To help small businesses thrive
‘ during and post construction of transit
I nte rru ptlon projects by offering financial assistance
to eligible businesses located along the
F d Crenshaw/LAX Transit Project, the Little
u n Tokyo Area of the Regional Connector
and the D Line (Purple) Extension
Sections 1, 2 and 3. This initiative
falls under the Los Angeles County
Metropolitan Transportation Authority
(Metro) Vision 2028 Strategic Plan
Goal 3.2: Metro will leverage its transit
investments to catalyze transit-oriented
communities and help stabilize
neighborhoods where these
investments are made.

BACKGROUND

In the agency’s first two decades,
Metro had sometimes met resistance
to projects because of construction
impacts to struggling businesses that
are unavoidable when building new

rail lines in dense urban environments.
In recognition of the importance of
supporting small businesses during
construction, Metro’s Board of
Directors authorized the establishment
of the Business Interruption Fund (BIF)
to offer direct funding to businesses
whose revenue was directly impacted
by construction. The program launched
with the mission of helping impacted
businesses persevere through
construction and ultimately take
advantage of opportunities arising
from the completion of three new
Metro rail lines.
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BEST PRACTICE

With the establishment of the BIF,
Metro provides financial assistance to
directly impacted small mom-and-pop
businesses through grants to cover
revenue loss and certain delinquent
fixed operating expenses. The BIF
receives $10 million in funding per year.

The BIF is delivered by Metro in
partnership with a private, non-
profit small business development
corporation that assists small business
owners in succeeding and is certified
by the U.S. Treasury as a Community
Development Financial Institution
(CDFI). The vendor has over 40

years of experience offering technical
financial assistance and serves as the
contracted BIF Fund Administrator.

PROCESS

Small mom-and-pop businesses must
meet a variety of eligibility criteria to
apply for a BIF grant. A small business
for the purposes of the BIF is defined
as a for-profit business or nonreligious,
nonprofit with 25 or fewer full-time
employees. Additionally, eligible
businesses must be located

Footnotes

'“Business Interruption Fund Webpage.”
metro.net/projects/business-interruption-fund/
*“Metro Small Business Report.”

immediately adjacent to the rail
corridors under construction and
must be directly impacted by Metro
construction. Businesses must also
be in continuous operation for at
least two years along the corridor
prior to construction, have the ability
to provide relevant financial records,
be solvent and be in good standing
with all local, state and federal taxing
and licensing authorities. Businesses
may file multiple requests for financial
assistance through the BIF. However,
the maximum grant amount paid

by the BIF per impact year is $50,000
or 60 percent of a firm’s annual
revenue losses.

RESULTS

During its six years in operation, the
BIF has awarded 1,230 grants to 422
businesses totaling more than $30.9
million—including 303 businesses that
were repeat grantees. The program
has been very well-received and in
2016 the Metro Board voted to expand
the BIF to Section 2 of the Purple

(D Line) Extension and subsequently
to Section 3 of the project.

dropbox.com/s/4ai6bwibnkndbzzo/bif_bsc_report_spring_2019.pdf?dl=0

*“Business Interruption Fund Fact Sheet.”

dropbox.com/s/p755et4vwqo3a9b/BIF-Quarterly-Fact-Sheet-June.pdf?di=o

Additional Resources

> Business Interruption Fund
web page on metro.net’

> Metro Small Business
Report 2019*

> Business Interruption
Fund Fact Sheet?

Departments

> Diversity & Economic
Opportunity Department

> Construction Relations

> Program Management

Contacts

Miguel Cabral

Executive Officer, DEOD
cabralm@metro.net

Michael Flores
Director (Interim), DEOD
floresm@metro.net

Kyle Wagner

Manager BIF Program & Services
(Interim), DEOD
wagnerk@metro.net

Sidney Urmancheev
Transportation Associate, DEOD
urmancheevs@metro.net
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Business
Solutions
Center

Metro Best Practices Report 2021

GOAL

To help small businesses near the
Crenshaw/LAX Transit Project thrive
during and after construction of the
8.5-mile light rail line. This initiative
falls under the Los Angeles County
Metropolitan Transportation
Authority’s (Metro) Vision 2028
Strategic Plan Goal 3.2: Metro will
leverage its transit investments to
catalyze transit-oriented communities
and help stabilize neighborhoods
where these investments are made.

BACKGROUND

Metro has met resistance to projects
because of construction impacts
that are unavoidable when building
new rail lines in dense urban
environments. Metro’s Board of
Directors recognized the importance
of supporting small businesses that
contribute heavily to the economic
sustainability and vitality of
communities along the new rail line.
In July 2014, the Board approved
creating a Business Solutions Center
(BSC) pilot and formally launched
the program in February 2015 with
the mission of helping impacted
businesses persist through
construction, and ultimately take
advantage of opportunities arising
from the completion of the rail line
that will improve access to the
Crenshaw corridor.



BEST PRACTICE

The Business Solutions Center was
designed to help Metro provide
hands-on support services to small
businesses, while also serving as a
trusted community builder, partner
and stakeholder.

The BSC provides hands-on business

development and support services
to the small businesses near the
Crenshaw/LAX Transit Project. The
BSC provides a number of support
services, including hands-on case
management, expert business
advice and coaching, technical
assistance in website creation and
website development, and referrals
to expert professionals.

The BSC is delivered by Metro in
partnership with a consultant and
through a collaboration with two
trusted community organizations.
Together, this team consists of
small business and economic
development professionals.

The project has received $1.8
million in Metro funding to date.

PROCESS

Small businesses near the Crenshaw/

LAX Transit Project corridor begin

by filling out an intake form and then

scheduling an appointment with

Footnotes

'“Business Solutions Center.”
metrobsc.net

?“Small Business Report 2019.”

BSC staff to assess their service

needs. Businesses can then access the
BSC for overall business and technical
assistance, including business
development services, long-term
business planning and referrals to
partnering business resource providers.
Other key BSC areas of service include
accounting management, capital
access, commercial real estate
counseling, industry-specific assistance
(i-e., cosmetology and restaurateurs)
and other advice. Metro’s BSC also
provides services related to branding,
marketing, social media and develops
first-ever business websites for small

and micro businesses along the corridor.

RESULTS

Since launching six years ago, the BSC
has contacted over 450 individual
businesses and provided direct support
to over 340 businesses. The program
was deemed so successful and popular
that the Metro Board in 2019 authorized
the CEO to transition the program

from pilot to permanent, and expanded
it to all upcoming light rail and

bus rapid transit projects in Metro’s
Measure M pipeline. A phased, regional
program expansion and implementation
is anticipated as these light rail and

bus rapid transit projects transition
from the planning and design phase
into construction.

dropbox.com/s/4ai6wibnkndbzzo/bif_bsc_report_spring_2019.pdf?dl=0

3“Business Solutions Center 2020 Fact Sheet.”

dropbox.com/s/p755et4vwqo3a9b/BIF-Quarterly-Fact-Sheet-June.pdf?dl=0

Additional Resources

> Business Solutions Center’

> Small Business Report 20192

> Business Solutions Center
2020 Fact Sheet?

Departments

> Diversity & Economic
Opportunity Department

> Community Relations

> Construction Relations

Contacts

Miguel Cabral

Executive Officer, DEOD
cabralm@metro.net

Michael Flores
Director (Interim), DEOD
floresm@metro.net

Kyle Wagner

Manager BIF Program &
Services (Interim), DEOD
wagnerk@metro.net

Sidney Urmancheev
Transportation Associate, DEOD
urmancheevs@metro.net
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Mentor-Protégé
Program

GOAL

To provide small businesses working
on Los Angeles County Metropolitan
Transportation Authority (Metro)
contracts the opportunity to learn

valuable skills and insights from Metro
prime contractors that will help small

firms gain and retain future work.
This initiative falls under the Metro
Vision 2028 Strategic Plan Goal 3.1:
To lift up local communities, Metro
will create jobs and career pathways
in transportation, and Goal 5.5:
Metro will expand opportunities

for businesses and external
organizations to work with us.

BACKGROUND

Small businesses work hard to build
relationships with prime contractors
in order to team up and pursue
Metro contracting opportunities.
These small firms have also expressed
concerns over how best to learn

and live up to a prime contractor’s
expectations, work style, culture and
other contracting requirements.

Metro’s Diversity & Economic
Opportunity Department (DEOD)
regularly works with small businesses
to hear their concerns and provide

Metro Best Practices Report 2021

support. As a result, DEOD implemented
several programs to foster relationships
between primes and subcontractors—
including, “How to do Business with
Metro,” “Meet the Primes” and others.

With the number and variety of contracting
opportunities growing at Metro, creating

a Mentor-Protégé program was a natural
next step. The Metro Board of Directors —
who are very interested in seeing small firms
thrive—approved the program in September
2015. The program was first implemented

on the Purple (D Line) Extension Section 2
project and subsequent projects with a
contract value greater than $25 million.

BEST PRACTICE

Metro makes it clear from the beginning of
the Request for Proposals process that prime
contractors must include a Mentor-Protégé
Program on select contracts. Metro outlines
the minimum criteria for such a program

as part of its Contracting Outreach and
Mentoring Plan (COMP).

Proposals are subsequently evaluated, in
part, based on the creativity they show in
explaining how their mentor programs will
work in either the design and/or construction
phases of the project. A four percent weight
is given on the COMP evaluation. Metro
makes clear that its goal is for mentors to
assist in the advancement of participating
protégés, including measurable plans to grow
and compete for contracts on a larger scale.

As the COMP is designed as a part

of the prime and subcontractor relationship,
there is no cost—or very minimal cost—
to Metro for this program. Metro also
believes it is beneficial to taxpayers for
more firms to become eligible to compete
for government contracts in the future.



PROCESS

COMP program language was
developed to include in procurement
templates on all solicitations that
require the COMP program. This is
important as it informs project
managers, contract administrators

and others that the COMP requirement
may be included in their project.

Metro staff identify contracts meeting
the $25-million threshold and review
solicitations to determine the

COMP requirements. Once COMP
requirements are determined,

DEOD staff tracks the solicitation
and participates at the pre-bid/pre-
proposal conference. Staff explains
the purpose and requirements of the
COMP program and answers any
bidder questions. When proposals
are received, staff reviews and scores
the submitted COMP plans on

the thoroughness of the plan and
demonstrated understanding of the
mentor-protégé requirements.

Upon contract award, DEOD staff
attends the project kick-off meeting
to foster a partnership with the new
mentor, answer questions and explain
the objectives of the COMP program.
Staff provides feedback and assistance
implementing the COMP program
and meets with mentors and protégés
as required. Staff also reviews COMP
reports submitted by the mentor and
communicates issues with contract
administrators as needed.

Footnotes
1 “Metro Connect for small businesses.”

RESULTS

To date, 73 certified small businesses
and 26 contractors have taken part

in Metro’s Contractor Outreach
Mentoring Plan program. Feedback
from participants has been positive
and used to further refine the program.

Staff continues to work with contractors
on implementing their mentor-protégé
relationships to assist their
subcontractors to grow, build capacity
and work on larger projects, and
eventually become prime contractors.

Staff provides feedback to mentors
on implementing and revising their
plans and on the effectiveness of
their mentoring. Staff also meets with
protégés periodically to get status
reports on how the mentoring efforts
are going.

If requested by the protégés on a
project, a meeting is scheduled with
mentors to resolve any concerns and
ensure everyone is on the same page.
This also allows staff to discover other
compliance issues that can be brought
to the appropriate Metro staff’s
attention. In one case, a subcontract
dispute between a prime and
subcontractor that Metro was not
aware of was uncovered while
conducting a routine COMP check-in.
After involving the proper Metro

staff, the subcontractor was paid the
underpayment and the contract
dispute was resolved according to

the compliance procedure manual

for this project.

Additional Resources

> Metro Connect for
small businesses’

Departments

> Diversity & Economic
Opportunity Department

> Vendor/Contract
Management

Contacts

Miguel Cabral

Executive Officer, DEOD
cabralm@metro.net

Keith Compton

Director, Capacity Building & Data

Integration in DEOD
comptonk@metro.net

business.metro.net/VendorPortal/faces/home/smallBusinessTools/metroConnect?_adf.ctrl-state=vofkifskh_4&_afrLoop=43494264370524
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Small Business

Prime Program
(Set-Aside)

GOAL

To pave the way for small businesses

to bid on and win contracts as prime
contractors. The program sets aside
certain contracts worth up to $5 million
for which only Los Angeles County
Metropolitan Transportation Authority
(Metro) certified SBEs can complete,
thereby opening a direct route to
contract opportunities. This initiative
falls under the Metro Vision 2028
Strategic Plan Goal 5.5: Metro will
expand opportunities for businesses and
external organizations to work with us.

BACKGROUND

In February 2012, Metro was required
to submit a proposal to FTAto add a
new small business component to
the Disadvantage Business Enterprise
(DBE) program, in accordance with
49 CFR Part 26.39 Fostering Small
Business Participation. Metro
submitted a proposal to implement
a race-neutral small business set-
aside program on FTA-funded
contracts and was granted approval.

To fulfill the requirement to utilize
race-neutral measures to achieve

DBE participation, Metro adopted the
SBE set-aside program in 2014 to help
small businesses compete for contracts
as primes by "setting aside" specific

Metro Best Practices Report 2021

purchases for exclusive competition among
Small Business Enterprise (SBE) firms.

This includes FTA-funded, competitively
negotiated contracts, sealed bids

and public works (RFPs and IFBs)
meeting threshold criteria, as well as
non-federal, competitively negotiated
procurements (RFPs).

For the first time, SBEs were able to

bid on Metro’s prime contracting
opportunities without having to compete
with larger, more established firms.

This aligned with the agency’s goals to
use our mobility programs to help small
businesses. Metro has an annual budget
of approximately $8 billion and is planning
or building dozens of projects funded

by the agency’s four successful sales tax
measures. With so many contracting
opportunities, the agency wants to
ensure that firms of all sizes can compete
for, win and grow from government
contracting opportunities.

During the 2016 California State Legislative
session (and effective January 1, 2017),
Metro successfully obtained approval
through the passage of AB 2690
(Ridley-Thomas), to expand the program
to include non-federally funded low-bid
procurements (IFBs).

BEST PRACTICE

Metro’s Small Business Prime Program
is a breakthrough initiative that paves
the way for small businesses to bid

and win contracts as prime contractors.
Small Business Prime set aside applicable
contracts—up to $5 million—for

which only Metro certified SBEs can
complete, opening a direct route to
contract opportunities.



Internal partnerships include all Metro
departments with contracts ranging
from $3,000 to $5 million, and SB
Prime applies to all federal and non-
federally funded contracts.

The small business element component
of the DBE Program is a federal
requirement. Funding to support the
DBE Program is included in Metro’s
annual budget for multiple capital and
non-capital projects. For activities that
impact capital projects, funding has
been included in the life-of-project
budget for each project.

SB Prime’s costs are essentially
included in project budgets as noted
above.

PROCESS

The program applies to both federally
and non-federally funded, competitively
negotiated contracts, sealed bids and
public works projects, from $3,000 up
to $5 million, depending on the type of
procurement.

Procurements are set aside for
competition among SBEs when, and
if, there is a competitive pool of three
or more SBE firms certified by Metro
in the applicable or relatable NAICS
codes. If there aren’t three or more
such SBEs, or if no responsive bid or
proposal is submitted, then the
procurement will be opened to all
firms, regardless of size.

Footnotes
“Metro Connect for small businesses.”

business.metro.net/VendorPortal/faces/home/smallBusinessTools/metroConnect?_adf.ctrl-state=vofkifskh_4&_afrLoop=43494264370524

““Localizing Federal Procurement 2021 article.”

RESULTS

SB Prime has been vital to increasing
small business participation and
competition in Metro's contracting,
demonstrating measurable growth
since program launch:

> From program inception (June 2014)
to date, Metro has awarded more
than $170 million in over 1,400 SBE
awards for 50 percent growth year-
over-year since 2014. Despite facing
COVID-19 economic challenges
late in FY20, SB Prime awards
only slightly decreased from $42.5
million in FY19 to $38.7 in FY20.

> In 201 the U.S. Department of
Transportation noted that DBEs are
small businesses, and that program
provisions that help SBEs (race/
gender neutral program) can also
help DBEs (race conscious). In FY20,
of the 167 SBEs that received prime
contract awards, 157 (or 94 percent)
were also DBEs.

> As part of Metro’s dual goals to
promote small business development
and innovation, agency staff has
actively encouraged certified SBEs
to flip the model by using traditional
primes as subcontractors to help
mentor and build capacity with
increasing levels of responsibility.
This non-traditional approach has
been a significant step for Metro,
demonstrating how small firms can
elevate themselves to be primes
on key contracts.

thenewlocalism.com/newsletter/localizing-federal-procurement

“Milken Institute 2018 white paper praising LA Metro SBE program.”

lisc.org/media/filer_public/64/16/64165a54-93d5-47fc-9011-74c8873d2d7b fa_case_for_inclusive_public_procurement_practices.pdf

““University of California article on modeling small business set-aside program.”

ucop.edu/procurement-services/uc-procurement-news/uc-leverages-purchasing-power.html

Additional Resources

> Metro Connect for
small businesses’

> Localizing Federal
Procurement 2021 article?

> Milken Institute 2018
white paper praising
LA Metro SBE program?

> University of California
article on modeling small
business set-aside program+*

Departments

> Vendor/Contract
Management Department

> Diversity & Economic
Opportunity Department

> Agency-wide departments
and project managers

Contacts

Miguel Cabral

Executive Officer, DEOD
cabralm@metro.net

Department Initiatives: Vendor/Contract Management
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GOAL
To create pathways in the transportation

industry for disadvantaged and
marginalized groups throughout LA
County. This initiative falls under the

Los Angeles County Metropolitan
Transportation Authority’s (Metro) Vision
2028 Strategic Plan Goal 3.1: To lift up
local communities, Metro will create jobs
and career pathways in transportation.

BACKGROUND

The transportation industry is sorely in
need of a skilled and highly trained labor
force. Many employers, including Metro,
are facing a wave of retirements in the
near future and Metro needs to develop
and train the next generation of

transportation professionals to plan, build,

maintain and operate a growing system.
Before becoming CEO of Metro, Phillip
A. Washington created the Workforce

Metro Best Practices Report 2021

Initiative Now (WIN) program while
leading the Denver RTD. When he
arrived at Metro, he challenged staff
to develop a larger and more robust
version of the Denver program

to identify, recruit and train our

next generation workforce. Equally
important, Workforce Initiative

Now (WIN-LA) tries to connect
disadvantaged and marginalized
populations throughout LA County
to the kind of good jobs and potential
careers that can lift people and
families from poverty.

BEST PRACTICE

WIN-LA helps people obtain the
education, training and support
services they need to access career
opportunities at Metro and within
the transportation industry. WIN-LA



is delivered through established
regional partnerships between Metro
and regional Workforce Development
Board networks — including the

Los Angeles Regional Community
College Consortium, the Transportation
Workforce Institute and community-
based organizations. All partnerships
and trainings are at no-cost to the
participants or to Metro, which
budgets about $250,000 a year for
WIN-LA administrative costs. This is
made possible via a non-financial
Memorandum of Understanding with
LA County and City of LA partners.
The program provides support for
participants in areas, such as life skills
development, skill set enhancement
and educational attainment services.
WIN-LA will also increase the resources
needed for training and placement

of hard-to-fill positions in the
transportation industry.

PROCESS
There are six steps for participants from
entry to the program to employment:

1. Participant registers online on the
WIN-LA website and selects a
Career Service Center.

2. Participant attends a WIN-LA
orientation where they complete an
assessment and are introduced to
the program.

3. Participant meets with his/her career
coach and completes a Career
Pathway Guidance Plan.

Footnotes
"“WIN-LA Homepage.”
winla.metro.net

4. The participant is deemed “job
ready” by the career coach and
begins their job search.

5. The participant is offered optional
training, support and foundational
services to help with applying for
a job. These resources are provided
to participants from their Career
Service Center.

6. The participant engages in
interview preparation, customer
service training and other
supportive services as needed.

RESULTS

Since the inception of the program,
Metro has trained and hired over

30 new Metro employees into service
careers. These WIN-LA participants
went through the entire process —
confirming it works—and have become
part of the Metro team. Many of these
participants have now moved up into
other careers at Metro and continue
to deliver on the agency’s mission

to deliver world-class transportation
for all. The program is still relatively
new, and Metro continues to refine it.
The agency is pleased that many
stakeholders have praised the
program and see value in Metro’s
goal to provide both mobility for all
and careers in mobility.

Additional Resources
> WIN-LA Homepage'

Departments
> Diversity & Economic
Opportunity Department

Contacts

Miguel Cabral

Executive Officer, DEOD
cabralm@metro.net

Michael Flores
Director (Interim), DEOD
floresm@metro.net

Kyle Wagner

Manager BIF Program &
Services (Interim), DEOD
wagnerk@metro.net
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Board of Directors 2021

Eric Garcetti

Chair

Mayor

City of Los Angeles

Hilda L. Solis

First Vice Chair

Los Angeles County Supervisor
First Supervisorial District

Ara Najarian
Second Vice Chair
Councilmember
City of Glendale

Kathryn Barger
Los Angeles County Supervisor
Fifth Supervisorial District

Mike Bonin
Councilmember
City of Los Angeles
Council District 11

James T. Butts
Mayor
City of Inglewood

Jacquelyn Dupont-Walker
Appointee
City of Los Angeles

Fernando Dutra
Councilmember
City of Whittier
Council District 4

Janice Hahn
Los Angeles County Supervisor
Fourth Supervisorial District

Contact

Joni Honor

Metro, Executive Officer,
Communications,
Public Relations

Paul Krekorian
Councilmember
City of Los Angeles
Council District 2

Sheila Kuehl
Los Angeles County Supervisor
Third Supervisorial District

Holly Mitchell
Los Angeles County Supervisor
Second Supervisorial District

Tim Sandoval
Mayor
City of Pomona

Tony Tavares

Caltrans District 7 Director
Non-Voting

Appointed by the Governor
of California

Metro
One Gateway Plaza
Los Angeles, CA 90012-2952

213.922.6931 W
213.864.1065 M
honorj@metro.net
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