
Metro

Board Report

Los Angeles County
Metropolitan Transportation

Authority
One Gateway Plaza

3rd Floor Board Room
Los Angeles, CA

File #: 2022-0014, File Type: Oral Report / Presentation Agenda Number: 19.

OPERATIONS, SAFETY, AND CUSTOMER EXPERIENCE COMMITTEE
MARCH 17, 2022

SUBJECT: ORAL REPORT ON OPERATIONS AND MOTION 43 UPDATE

RECOMMENDATION

RECEIVE oral report on Operations ridership, hiring and Motion 43 response.

Equity Platform
Operations will collaborate with the Office of Equity and Race to identify and mitigate any concerns to
ensure equitable outcomes relative to service.

Prepared by: Diane Corral-Lopez, Executive Officer, Operations Administration, (213) 922-
7676

Reviewed by: Conan Cheung, Acting Chief Operations Officer, Bus
(213) 418-3034
Bernard Jackson, Acting Chief Operations Officer, Rail
(213) 418-3001

Metro Printed on 4/6/2022Page 1 of 1

powered by Legistar™

http://www.legistar.com/


COO Oral Report
Operations Ridership & Motion 43 Update

O perations,Safety & C ustom erExperience C om m ittee M eeting
M arch 17,2022

ITEM 19



M icroTransitU pdate
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Service Snapshot(as of3/12/2022)
 L ife ofP rogram B oardings (12/12/20 – 3/12/22):347,942

 B oardings through January 2022:218,461
 20% increase from January to early M arch

 A verage w eekdayridership:1,850 (17% increase since January 2022)
 A verage w eekly ridership:11,700 (17% increase since January 2022)
 A verage w aittim e across the program :17.63 m inutes

 P rogram KP Iis m axim um of15 m ins w aittim e forcustom ers
 A verage ride rating (m ostrecentw eek):4.84 of5 stars

 P rogram KP Iis 4.5,lastreported in O ctober2021 w as 4.8 of5 stars
H iring U pdate
• FY22 B udget:147
• A ctive:126
• L eave:13
• In training:5
• Training D uration:5 w eeks
C ontinued Focus O n
• B ring Revenue Service H ours in-line w ith C ustom erD em and
• RightSize Staffing
• FleetRebalancing
• Ride Reliability
• U se C ase P rioritization
N extB oard U pdate
Receive and File atA prilC om m ittee as a follow -up to O ctoberC om prehensive Report



W eekly Ridership U pdate

Ridership A nalysis Relative to Equity Focused C om m unities
• B us:P ercentofallw eekday bus activity occurring w ithin Equity Focus C om m unities increased from 73% in O ct2019 to 76.4% in

Jan 2022 (bus stop data available m onth to m onth)

• Rail:P ercentofallw eekday railactivity occurring w ithin Equity Focus C om m unities increased from 51.7% to 59.9% from FY19 to
FY21 (railstation data available FiscalYearlevel)
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Service Restoration C onditions U pdate
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The follow ing is an update on the fourcriteria
m onitored forfull-service restoration:

1.O peratorC O V ID status
2.O peratorStaffing L evel
3.M inim ized cancelled service
4.M inim ized ordered callbacks (O C B s)



O peratorC O V ID Status
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• Goal:no m ore than 30 new C O V ID cases perm onth foroperators
• January 2022 total:459 operatorcases
• February 2022 total:58 operatorcases
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O peratorStaffing L evel
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• A s of2/26/22,there is a 598 operatordeficit

*N eed = operatorneed to return to fullservice (or4,003 operators)

Week ending Week ending Week ending Week ending

2/5/2022 2/12/2022 2/19/2022 2/26/2022

Operator Bus Rail Total Bus Rail Total Bus Rail Total Bus Rail Total

Need* 3,677 326 4,003 3,677 326 4,003 3,677 326 4,003 3,677 326 4,003

Active 3,129 294 3,423 3,138 308 3,446 3,132 309 3,441 3,095 310 3,405

Deficit -548 -32 -580 -539 -18 -557 -545 -17 -562 -582 -16 -598



Recruitm entEfforts-N ew Stream ed L ined P rocess
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Recruitm entStatus--February 5th to M arch 11th:

• 414 -N ew A pplicants received and are in the selection

process

• 437 -C andidates are pending conditionaloffers

• 85 -C andidates w ith conditionaloffers ready to begin

training

• 154 -Em ployees in training



O peratorH iring & Recruitm entEfforts
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> Im plem ented:
• Starting P ay increase to $19.12 (6-m onth

pilot)– 18% increase in applications
subm itted since February 1st

• Increased training class size from 25 to 85 to
accom m odate increased conditionaloffers

• H eld B us O peratorH iring Eventon
February 26,2022 and registered 177
candidates.

> C ontinue em ployee engagem ent,incentive,
and hiring program s

• W eekend Rew ards
• N ew H ire Sign-O n B onus
• Em ployee ReferralP rogram
• In-P erson H iring Events – Scheduled for

A pril2,2022

Hiring & Retaining Bus Operators

New Pilot
Programs

Engagement
& Incentives

Advertising
& Outreach



B us O perators Separations D uring Training
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• A s ofFebruary 2022,retention is trending upw ard forB us O perator
Training

FY19 FY20 FY21

Total Separations 687 629 503

Separated During Training 256 239 101

% of all Separations 37.3% 38.0% 20.1%

FY22

Jul 22 Aug 22 Sep 22 Oct 22 Nov 22 Dec 22 Jan 22 Feb 22 FY22 YTD

Total Separations 82 49 79 72 59 48 47 23 459

Separated During Training 26 10 8 15 6 2 8 4 79

% of all Separations 31.71% 20.41% 10.13% 20.83% 10.17% 4.17% 17.02% 17.39% 17.21%
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• Goal: No more than 2% systemwide bus service cancellations
• Week ending 2/26/22 averages:

• 2.3% Weekday (compared to 13% week of 2/24/22 –2/18/22)
• 4.0% Saturday (compared to 9.8% on Saturday 2/19/22)
• 9.1% Sunday (compared to 15% on Feb 6 and 28% on Feb 13 Super Bowl)

Goal



0%

5%

10%

15%

20%

25%

10/10/2021 10/30/2021 11/19/2021 12/9/2021 12/29/2021 1/18/2022 2/7/2022 2/27/2022

%
W

o
rk

Ti
m

e
C

an
ce

lle
d

Week Ending

Weekday Saturday Sunday

C ancelled Service (C ontractServices)

11

• Goal: No more than 2% systemwide bus service cancellations
• Week ending 2/27/22 averages:

• 5% weekday (compared to 8% week of 2/20/22)
• 5% Saturday (compared to 3% week of 2/20/22)
• 6% Sun (compared to 5% week of 2/20/22)

Goal



D irectlyO perated C ancellations by L ine – Exceeding 5% (S ince 2/20/22
S ervice C hange)
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L ine N am e
N extGen

Tier

% C ancelled
Trips since

2/20 service
change

% C ancelled Trips
before 2/20

service change % w ithin EFC * A rea
018 Whittier & 6th St 1 12.34% 21.2% 85% East LA-West LA
045 Broadway 1 10.49% 20.7% 98% South LA-Downtown-Lincoln Hts
240 Reseda 1 9.43% 25.3% 13% San Fernando
016 3rd St 1 8.37% 18.0% 48% Downtown - West Hollywood
020 Wilshire 1 8.33% 19.8% 35% Downtown - Santa Monica
060 Long Beach 1 8.09% 15.8% 71% South LA-Downtown
002 Sunset 1 7.94% 19.3% 56% Downtown - Westwood
066 8th St 1 7.37% 16.4% 87% East LA- Downtown- Wilshire
053 Central Av 1 7.22% 25.1% 72% South LA- Downtown
754 Vermont Rapid 1 7.19% 44.7% 100% Hollywood-South LA
210 Crenshaw 1 7.06% 26.3% 63% Hollywood-South LA
081 Figueroa 2 6.58% 23.9% 71% Eagle Rock-DTLA-South LA
158 Devonshire-Woodman 4 6.40% 9.0% 13% San Fernando
051 Avalon 1 6.32% 18.1% 71% South LA- Downtown
010 Melrose-Avalon 2 5.95% 14.4% 79% South LA- Downtown-Westlake
014 Beverly-Adams 2 5.82% 16.2% 70% West LA- Downtown
040 Hawthorne 1 5.71% 24.1% 62% South Bay - Downtown
251 Soto 1 5.67% 17.0% 79% South LA- Eagle Rock
207 Western 1 5.47% 29.6% 89% Hollywood-South LA
055 Compton 2 5.29% 15.7% 93% South LA- Downtown
150 Topanga-Ventura 3 5.18% 21.4% 27% San Fernando
180 Los Feliz 1 5.09% 13.2% 44% Hollywood- Pasadena



C ontractServices C ancellations by L ine – Exceeding 5% (S ince 2/20/22
S ervice C hange)
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L ine N am e

N ext
Gen
Tier

%
C ancelled
Trips since

2/20
S ervice
C hange

% C ancelled
Trips before
2/20 S ervice

C hange

%
w ithin
EFC A rea

96 Griffith Pk Dr
4

9.44% 5.23% 50% Downtown LA - Burbank

266 Rosemead Bl
3

9.43% 15.23% 30% Sierra Madre - Lakewood

603 San Fernando Rd - Rampart St - Hoover St
2

7.62% 5.64% 73% Glendale - Downtown LA

232 Sepulveda Bl - Pacific Coast Hwy
3

7.43% 16.20% 29% LAX - Long Beach

128 Alondra Bl
4

6.67% 6.32% 34% Compton - Cerritos

256 Eastern Av - Av 64 - Washington Bl
4

6.03% 7.54% 35% Commerce - Sierra Madre

205 Wilmington Av - Vermont Av
3

5.36% 10.26% 29% Willowbrook - San Pedro



C ancelled Service by D ivision (Since 2/20/22 Service C hange)

14*Equity Focused C om m unities

Directly Operated
Divisions

EFC* (Y/N)
Scheduled
Worktime

Canceled
Worktime

Percent
Cancelled

From Dec 19,
2019-February

19, 2022

1 - Downtown LA Y 16,670 1,193 7% 15%

2 –Downtown LA Y 16,866 896 5% 12%

3 –Cypress Park Y 15,005 578 4% 12%

5 –South LA Y 15,427 332 2% 17%

7 –West Hollywood N 20,029 1,007 5% 13%

8 –Chatsworth N 17,095 636 4% 15%

9 –El Monte Y 16,283 251 2% 9%

13 –Downtown LA N 16,057 244 2% 14%

15 –Sun Valley Y 20,516 190 1% 8%

18 –South Bay N 23,199 932 4% 17%

Total 177,146 6,259 4% 13%

Contract Services
Divisions

EFC* (Y/N)
Scheduled
Worktime

Canceled
Worktime

Percent
Cancelled

From Dec 19,
2019-February

19, 2022

95 - Southland N 5,204 343 7% 11%

97 - MV N 8,003 390 5% 7%

98 - Transdev N 6,877 396 6% 9%

Total 20,083 1,129 6% 7%
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• Goal:N o m ore than 200 m andatory(ordered)callbacks perw eek system w ide

• January2022 ordered callback average:771

• O rdered callbacks forw eek ofFeb 27-M arch 5:338

Goal



Status of Conditions for Service Restoration

16

GO A L
L A S T TIM E
A C H IEV ED

GO A L

S TA TU S
(w eek ending

2/5/22)

S TA TU S
(w eek
ending

2/27/22)

O perator
C O V ID C ases

30 orless per
m onth

N ov 2021
459

Jan 2022
(m onth)

58
Feb 2022
(m onth)

O perator
S taffing L evel

4,003
operators

P re-C ovid 3,423 3,405

C ancelled
S ervice

2% orless per
day

M ay 2021

11.0%
w eekday
8.0% S at

20.0% S un

2.3%
w eekday
4.0% S at
9.1% S un

O rdered C all
B acks

200 orless per
w eek

D ec 2020 766 perw eek
387

(338 forw eek
ending 3/5/22)



O peratorRetention Survey
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S tartD ate:Tuesday,February22,2022
End D ate:O ngoing

O bjective:S urveyatleast500 operatorsto betterunderstand O peratorpain points and discover
opportunities to im prove conditions forfrontline em ployees in orderto retain m ore operators

S trategy:S urveyteam to visitall10 bus D ivisions and M etro M icro locations.C reated a Q R C ode to take
the surveyfrom a m obile device.S urveyis anonym ousand confidential.

P rogress to D ate:
• A s of3/14/22:642 responses
• Fulltim e:522
• P arttim e:120

P relim inaryFindings Include
O pportunities forim provem entand reasons w hyO peratorsconsider
leaving M etro:
• L ow P ay
• S afety
• S tress

N extS teps:C ontinue to review and analyze data,and concentrate on a setofactionable & feasible
deliverablesto ultim atelyretain and attractoperatorsforM etro



O peratorRetention Survey – A dditionalInform ation
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P relim inary Survey H ighlights
Q 8.Ienjoybeing an O perator
• 62% favorable
• 12% unfavorable
• 26% declined to answ er

Q 13.Iam satisfied w ith the benefits M etro offers m e
• 51% favorable
• 21% unfavorable
• 28% declined to answ er

O peratorSam ple Responsesto O pen Ended Q uestions
Q 11.W hatdo you like m ostaboutbeing an O perator?

“Ireally enjoydriving busses from ourfleetand helping the public.W e m ake itlook easy
butit’s a true skillsetthattakes years to m aster.”

“There is an im portance ofbeing an operatorand m y passengers m ake m e feelgreat
w hen theyappreciate m y perform ance on the road.”

“The independence involved.Justyou and yourbus.”



O peratorRetention Survey – A dditionalInform ation
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Q 18.W hatsuggestions do you have to create a betterO peratorw ork
environm ent?

“P rovide m ore running tim e during rush hours.M ore layovertim e.H ave better
restroom s facilities atlayovers.”

“Justhaving m ore m oralsupportforoperators.W e dealw ith a lot.”

“Ihad no transportation experience and because I’m a rookie Ihave been on and offthe
extra board.Iam surprised how m any hours Iw ork w eeklyw ith only one dayoff.D o you
think one dayoffis enough?Iunderstand the shortage ofdrivers butw hy is itour
problem .Iknow forsure as operators w e are fatigued.M etro should really think about
rotating days off.O ne w eek O C B the follow ing w eek tw o days off.”

“The m ain issue forevery operatoris uncontrollable safetyfrom ourpassengers.D aily
w e are faced w ith im m ense dangerfrom passengersw ho sim plyw ould justlike to cause
harm ,along w ith passengers w ho are very intoxicated.These passengersthreaten us and
physicallyattack us and there’s nothing w e can do.They m ake the ride uncom fortable for
allpassengersand scare custom ers aw ay from taking oursystem .“



ExitInterview P rocess Im provem ent
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•ExitInterview s
•O n February 28,2022,M etro began a robustexitinterview surveythatw illprovide
additionaldata to inform retention strategies:

•Q uestions now include:
•W hatprom pted you to leave M etro?
•D id you take advantage ofM etro’s C areerP athw ayP rogram s?
•H ow did you feelaboutyoursalary and benefits?
•H ow frequentlydid you discuss yourcareergoals w ith yourm anager?

•The follow ing are questionsthatfocus on B us O perators w ho are leaving in
training:

•D id anything happen during yourtraining thatyou w ere dissatisfied w ith?
•C ould M etro have done anything betterordifferently?
•D id yourinstructors provide you w ith accurate inform ation?
•D o you feelthe training atO perations C entralInstruction w as helpful?
•D o you feelthe training w as difficult? Ifyes,w hatdifficultiesdid you have
w ith the training?
•D o you feelthatM etro cares aboutyourw ork environm ent?
•H ow w ould you rate the overallB us O peratortraining?



O peratorW ellness & M entalH ealth Inform ation
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M etro has a robustEm ployee A ssistance P rogram (EA P )through its contractor
Guidance Resources.W e respond to the m entalhealth and w ellness needs of
em ployees w ho are victim s ofassaultw hile on assignm entby offering:

– Traum atic IncidentC ounseling P rogram (TIC P )

• Im m ediate telephonicsupportservice offered forem ployees directly
involved orw itnessing a traum a directly

• Sym ptom s oftraum a are assessed,strategies forselfcare are
provided,and em ergency services ifnecessary

– C riticalIncidentStress M anagem ent(C ISM )

• O nsite counselors are dispatched to offerdebriefing services
including griefcounseling forfatalities,nearm iss,em ployee assaults,
and accidents

– Em ployee Initiated C onfidentialC ounseling Services

• A vailable 24/7 via w eb,m obile app and phone



O peratorSafety
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• L aw enforcem entpartners and SS L E
C om m unity L iaisons attend m onthly
D ivision Rap sessions w ith railand
bus operators to share safety
initiatives,tips,build relationships
w ith operators and heartheirsafety
concerns to help enhance safety
strategies.
 W illw ork w ith the D ivisions to

extend these sessions to
custodialstaff

• W eeklynew sletterlaunched on
2/24/22 to address safetyand security
tips,w ellness,em ergency
preparedness,and othersafetytopics

• B ystanderTraining is being finalized
and w illintroduce operators to
scenario-based training forresponse
options

Safety B egins W ith M e



D evelopm entofan English S econd L anguage (ES L )B us O perator
Training P rogram
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B ienvenidos a M etro

• Tap into the labor market of individuals who do not speak
English as their primary language.

• Provide job opportunities and potential career paths

• Allows Metro to offer job candidates a way gain the English
proficiency required for this job classification

• Continue to advance equity and diversity in the workplace

• Program is still in the conceptual phase and will require a
multi-partnership approach including internal and external
stakeholders to advance and/or accelerate



D evelopm entofan English S econd L anguage (ES L -S panish)B us
O peratorTraining P rogram -C oncept
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B ienvenidos a M etro -C oncept

• Program is still in the conceptual phase and will require a multi-partnership
approach including internal and external stakeholders to advance and/or
accelerate

• One avenue to be considered is a program that will teach English proficiency
to those whose native language may not be English with an emphasis on
transportation concepts and terminology for seamless movement into
successful completion of bus operator training and DMV licensing
obtainment

• Requires addressing unknown challenges and resource needs such as:

• Existing state requirements including:

• DMV Skills Tests (pre-trip, skills, and road tests) are to be conducted in
English only

• DMV Applicant and Examiners are not allowed to communicate in any
language other than English during the Skills Tests

• Attaining the expertise required to launch this concept

• Identifying employment status



N extSteps
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• C ontinue to m onitorFebruary 20,2022 service changes
and adjustas necessary in an equitable m anner

• C ontinue to m onitorconditions to m inim ize im pactof
service reductions

• C ontinue achievem entofconditions forfullservice
restoration


