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Welcome & Introductions

Caitlin Vargas, Board Chair
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Board Training | SDAO
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BREAK
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Exploring the Role of
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Exploring the Role of the Board
Mock Scenarios

1 2
~ \\ // \\
\ / \
The General Manager The General Manager
presents a general presents a study that
solution to improve aligns with the Strategic
service that does not align Business Plan and
- with the the Board is focused on
strategic plan and has not details that will not
been identified as a high impact the outcome of
priority for most LTD \ the project.
customers. / \ /
/ \ /
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BREAK
10 mins



Role of the Board

Oversight versus Management
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Role of Board

Review

General Manager’s
Performance

ROOt for

General Manager’s
Success

Hire
General
Manager
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“Deciding what not to do Is as
Important as deciding what to do.”

— Steve Jobs




Role of the Board
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WHO

I 1
- Mission Measur'able - Performance
- Vision Strategic - Milestones Metrics
- Values y Qutcomes - Budget - Monitoring

% %
Ensure that LTD has clear direction Empower staff to manage how
and is delivering on its mission, and who is responsible for getting
vision, and outcomes the work done that produces the

overall outcomes
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4 Key
Questions

1. How does the Board define success?

2. Has the Board Chair shared the adopted
definition of success with the General
Manager?

3. What metrics will the Board monitor to
ensure that management is on track to be
successful at the end of the year?

4. Has the Board tied the General Manager’s
performance evaluation to the adopted
definition of success?

12
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Role of the Board Chair and
General Manager
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Roles of the GM and Board

General Manager Board of Directors

Annually Prepare and Present Outcomes Adopt Outcomes

Use Metrics (KPIs) to Manage

Quarterly Activities to Achieve Outcomes

Monitor Metrics (KPISs)

Present Self-Evaluation compared Provide feedback related to
to Outcomes and share Outcomes and share perspective
perspective related to Values related to Values

14
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Strategic Business Plan

 Defines Success (Mission, Vision,
Outcomes)

- T =
\

STRATEGIC
BUSINESS

e |dentifies the metrics that the Board will
monitor

e Qutlines how the management team will
prioritize key activities to deliver the

2022 _ 24 outcomes

Fiscal
Years
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Activity vs Outcomes
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Activity Outcome ' Success Outcome'
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Purchase of Reduced Greenhouse A Reduction in
electric buses Gas Emissions

/0%

Achieve a Net
Promoter Score of 55%
. by the end of the year |
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Improved levels of

Customer Satisfaction

’ |
' Greenhouse Gases of ;
Interaction with Customers i ;



CUSTOMER SATISFACTION

Our goal is to deliver outstanding customer
service that increases the willingness of our
customers to recommend our services to others.

EMPLOYEE ENGAGEMENT

Qur goal is to attract and retain a high quality
workforce through high levels of employee

engagement.

COMMUNITY VALUE

Qur goal is to provide strong value to the
community through the services we offer, whether
or not they use our services directly.

FINANCIAL HEALTH

Our goal is to maintain LTD's strong financial
position to sustain our operations for the future.

SUSTAINABILITY

Our goal is to do our part to preserve and protect
the environment through a reduction in greenhouse

gas emissions.

A Net Promoter Score of 55%.

An Employee Engagement Score
of 65%"*.

Establishment of a baseline for
the percentage of the community
that believes we provide value
and improve 5%.

Achievement of 3-year rolling
financial plan targets.

A reduction in Greenhouse Gas
Emissions of 70%.

Clear Definition
of Success for

FY2022

17



Personal Life

Oversight of Outcomes

Achieve a Body S Achieve a Customer
uccess
Mass Index of 4= ‘ Net Promoter Score

less than 20 Outcomes of 55%

Set an EXEICISe ¢ummm A ctivities ) igﬁ:?nmenrtom:aerrnator
regimen (GM/Staff) g Prog

Monitor calorie ¢mssm |\etricsS mssss)p Monitor number of
intake preventable accidents

Public Transit

AKX
l

.J- 'o .
e 0 °0 ™
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Customer Satisfaction Work Plan Tactics E m p O W e r G e n e r a.l

Measure Customer Satisfaction - Fixed Roufte

Measure Customer Satisfactio

Improwe Trip Efficiencies & Peai

Maintain On-Time Perfarmanc

Conduct Courtesy Training For

Enhance Customer Convenien

Comprehensive Dperations &n

Establish Baseline Analysis OF

Manager and staff to

Employee Engagement Work Plan Tactics d el | Ver t h e Ou tC omes

Manage Employee Turnover

Implement Workforce Diver

Conduct Internal Customer

Conduct Employes Events

Provide Development Dppol

IT Process Improverment

Continuous Improvement P

IT Task Scheduling Commu

Succession Planning

- 0000000000000
Community Value Work Plan Tactics

Conduct Comprehensive Operations Analysis (COA)

Create Sustainable Services Stability Fund

-
Financial Health Work Plan Tactics

Develop IT Hardware/Software Replacement Plan

Strengthen & Streamline Vendor & Partner Relat

Ensure Diversity Equity Inclusion Participation In

IT Disaster Recovery & Resiliency

Define Financial Forecasting §

remmunestens R As Tansperiston teasst [

Assess & Evaluate Long-Term

Fetablish Communtty Parinerships For Talent & Sustainability Work Plan Tactics

Increase Operational Efficiend

Electronic Records Management

Fleet Procurement Plan

Achieve Sustainability Certifications
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How can the Board perform differently to empower
agency professionals to focus on rigorously
prioritizing pre-determined outcomes?



ROOt for
O .-

success

Preparing for 2022

Monitoring Delivery of the
Outcomes




Performance Management

Key Steps



Agency Review: How One
Community Cultivates a Culture
of Improvement



“You don't spend 2.5
billion on arail line to
move 15,000 people
per day.”

— John Lewis
CEO, Charlotte Area Transit System




Becoming an
Outcomes-
Focused
Organization

From Measuring

Activities

%]

Customer
Satisfaction

£

Financial
Stability

Community
Impact

Employee
Success

...to Managing
QOutcomes




COm pOnentS Focus on Commit to
of CATS Measurable etting Better

Outcomes ach Quarter

Success

CATS TRAX FY20 Aggregate Scorecarc

. Performance Goal Q3 Eamed
Strategy Metric Goal 1st Quarter 2nd Quarter 3rd Quarter | 4th Quarter Points Points
Overall Customer Satisfaction 90% 82% B2% 83% 10.0 93
Overall Net Promoter Score 58% 59% 59% 57% 10.0 10.0
(o151 051 1= Sl Overall On-Time Performance 89% 89% Bb% 89% 7.0 69

LV ETE 0] Bl Overall Ridership®* 23,500,000 | 5.743,451 11,212,316 16,041,210 3.0 25

Overall Ridership** 100% 24% 48% 68%

n

o e O u I l I Cate
Taxpayer Subsidy Percentage, (CATS Policy <80%)** <80% 78.8% 78.2% 79.0% 8.0 8.0 I I l I I l
Net Debt Service Coverage Threshold (CATS Policy >1.15)** >1.15 2.85 3.82 2.26 7.0 70 I f L]

211 1o [HE LI Overall Operating Cost/Revenue Hour** $142.21 $133.50 $141.02 5140.66 6.0 5.1
Employee Engagement 80% 63% 63% 63% 8.0 6.3
Employee Satisfaction 85% 61% 61% 61% 8.0 5.7 r
Employee poyee
Success it Satisfaction with CATS Employees 86% 88% B88% 88% 5.0 5.1
Customer Satisfaction with Call Center Interactions 87% 80% 80% 82% 4.0 38

25.0 209
Economic Impact** 1.13 114 151 1.51 5.0 58 O r
Community Perception of Community Value 85% 82% B2% 82% 4.0 38

(o210 [y (VL) 113" A ccess to Key Destinations* 24% 23% 23.0% 43.8% 3.0 39
Impact Jobs Created from Transit & Transit Infrastructure®* 21,400 4,590 28,931 30,289 3.0 39
Jobs Created from Transit & Transit Infrastructure** 100% 21% 135% 142%

111 (13 Overall Customers/Revenue Hour 21.0 215 20.8 18.5 6.0 53
Directly Generated Revenue** 3.0% 2.3% 2.3% 3.4% 3.0 34
30.0 20.8

15.0 17.6
Overall Performance Score 100.0 97.0




Case Study:
Vehicle

Cleanliness

¢« 2" most important element
of service to customers

. Satisfaction with bus
cleanliness declined 3
survey waves in a row

We deep clean. We do the panels, the windows, seats,
stainless steel. Yeah, we do that before we do the floors.

Screenshot from “Transit Never Sleeps” video

What CATS Did...

Added drill down questions to Enhanced training * Started communicating to
next surveys Process improvements our customers about our

Engaged Operations in Leveraged Field Supervisors cleaning efforts through
understanding issues video and social media




Customer Importance Factors

Post-study, satisfaction with bus
cleanliness had increased by 11%
over the previous year with
focused efforts of CATS staff. It
also declined 5 spots in
customer importance, likely
Indicating the improved
performance.
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100%
80%
72%
60%
40%
20%
0%
Wave 1

32

32

70%

Prior to the study, customers
ranked bus cleanliness as their
second-highest priority.

) 70%
69% 67%
63%



As aresult of their
organizational
focus, customer
satisfaction with
cleanliness

Improved 11%

from Wave 4 to 6

100%

80%

60%

40%

20%

0%

Customer Satisfaction with
Vehicle Cleanliness

2% 70%  69% x 67%
(1)

Wave 1 Wave 2 Wave 3 Wave 4 Wave 5 Wave 6



Ultimate Impact on Customer Satisfaction Outcomes

Wave 6 Comparison to Wave 5
Fixed Route NPS

&/

Wave 5 Wave 6
NPS Trend Over Time Comparison to Industry

f +/ /% from Wave 1 83%0 higher than an industry
60% 55% 60% 0 55%

5% ap 4% 50% 47% 449, ~ 49% S0 Industry
0% 3104 I’ EREE IEERE  EEEEl EEEE O Sampled

Avg

20% 20% 30%

Wave 1 Wave 2 Wave 3 Wave 4 Wave 5 Wave 6 Wave 1 Wave 2 Wave 3 Wave 4 Wave 5 Wave 6 3 1



LTD Quarterly Reporting Cadence

Sample
Quarter Quarter Managementto Management Reports
Begins Ends Populate Performance Results
Metrics to Board*
l
QlFY22 Jull Sep 30 Oct 15 Nov 17
Q2FY22 Octl Dec 31 Jan 15 Feb 16
Q3 FY22 Janl Mar 31 Apr 15 May 18
Q4 FY22 Aprl Jun 30 Jul 15 Aug 17

*These are proposed dates based on current Wednesday Board Meeting cadence.



Performance Management Oversight
Example* Discussion Questions

( FY Success Outcome\ / Q1 Result \

@ Gl

Customer Satisfaction: Customer Satisfaction:
Increase Customer NPS by 5% k NPS increased by 10% /

\_

| see that we over-performed to the Goal that we established in Q1. Can you talk
about the most important factors that drive this Outcome?

How will the management team approach the improvement of customer satisfaction
even further beyond the achievement we have already delivered?

/ : - - A
XN il R.::'!"“‘".' f ¥ T




Performance Management

Oversight

Example Discussion Questions

( Performance\
Quarter Quarter Results
Begins Ends Reported
| | |
k 13 WEEKS > WEEKS J

report results at the end of each quarter so we can ad|

In order to produce improved results, It requires us to both react and then act. How

Is the management team thinking about accelerating the time to calculate and
just and have impact on our

desired Outcomes more quickly in the following quarter?

34



Performance Management Oversight
Example Discussion Questions

/ Survey Result: \ / LTD’s On-Time \ ( LTD’s Actual On- \

#1 Importance Factor to Performance Goal Time Performance
Customers

K On-Time Performance / \ 90% J \ 82% J

On-Time Performance was rated by our customers as the #1 metric of importance
In driving their Net Promoter Score - the outcome that we adopted as a Board.
Since our actual On-Time Performance Is below our goal, how does the

management team plan to address this metric for performance, that today, we
aren’t living up to?




How might the Board think about adjusting to
provide oversight of quarterly organizational results
to deliver annual Success Outcomes?

36



Review
© -

Performance

Preparing for 2022:

Interim General Manager
Performance Evaluation




Recap: Characteristics of a Good GM Evaluation

<C{) Clearly Defined Success Outcomes - Connected to Strategic Business Plan

JULY
[ 1 ] Clarity of General Manager Outcomes Communicated at Beginning of Year

o o
l:I.'T'.I:l Regular Feedback Between Board Chair and General Manager

-j \ | -?i Balance Between Objective and Subjective Measures of Success

Compensation Tied to Results

38
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Achieving a Balance:
ODbjective vs Subjective

Objective Outcomes- Subjective Values-Based General Feedback & Open-
Based Results Results Ended Questions

@ A

Increased Overall General Manager/CEO Are there any questions that
Customer Net Promoter Provides Data to the Board you would invite the GM/CEO to
Score with Transparency reflect on in the coming year?
Quantifiable Spirit of Engagement Reflective

39




Objective Measurable Outcomes
Tied to Organizational Success Outcomes

CUSTOMER SATISFACTION

Our goal is to deliver outstanding customer z C A Net Promoter Score of 55%
service that increases the willingness of our | -

customers to recommend our services to others.

EMPLOYEE ENGAGEMENT

Our goal is to attract and retain a high quality An Employee Engagement Score

workforce through high levels of employee of 65%*.
engagement.

COMMUNITY VALUE 3 Establishment of a baseline for

Our goal is to provide strong value to the

the percentage of the community

community through the services we offer, whether : that believes we provide value
or not they use our services directly. and improve 5%.

FINANCIAL HEALTH

Our goal is to maintain LTD’s strong financial Achievement of 3-year rolling
position to sustain our operations for the future. L financial plan targets.

SUSTAINABILITY

Our goal is to do our part to preserve and protect A reduction in Greenhouse Gas

the environment through a reduction in greenhouse Emissions of 70%.
gas emissions. *




Respect
We honor and dignify all

individuals by listening intently

to their unique contributions
and needs — treating others
with trust, care, kindness, and
courtesy.

Integrity

We hold all that we say and do
to a high standard of honesty,

stewardship, ethics, fairness,

and compassion.

Subjective Evaluation Criteria
Tied to Organizational Core Values

Innovation

We persist in applying
resourcefulness, creativity,
and new technology alongside
known best practices to best

serve our community.

Equity

We commit to listening,
learning, and including voices
from the diverse identities
and abilities of our employees
and our community — and we
take care to consider how our
decision-making processes
address historic inequities in
transportation.

Safety

We create a safe environment
for our employees, customers,
and community — and are
always willing to reach out to

help, support, and assist others

In ways that are safe to all
involved.

Collaboration

We demonstrate cooperation
and excellent team behaviors
when working with others —
both internally and with our
partners in the District — by
focusing on common purpose
and win-win outcomes.

41



Methodology

42



Step 1: General Manager Self Evaluation

Objective Outcomes- Subjective Values- General Feedback &
Based Results Based Results Open-Ended Questions
Third party verifies the General Manager/CEO General Manager/CEO
delivery of Outcomes. provides thoughts on reflects on feedback
values adherence. guestions.

43




Step 2: Board Evaluation of General Manager

Objective Outcomes- Subjective Values- General Feedback &
Based Results Based Results Open-Ended Questions
Board shares Board shares feedback Board shares feedback on
feedback on on Values. reflective questions.
Outcomes.

44
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Step 3: Formal Evaluation Session

 Board responses aggregated into themes in a comprehensive report.
 Formal Evaluation presented by Board Chair to General Manger for

conversation.

Step 4: Establish Outcomes for FY2023




Interim GM Evaluation Process:
Proposed Timeline

July

Week 1 Week 2

Week 3

Week 4

August

Week 5

General Manager Self-
Evaluation

Board Evaluation of
General Manager

Establish Evaluation
Criteria for FY2023

Board of Directors

General Manager

Formal Review
Session

Board
Adoption
of Criteria

46



Looking Ahead: FY2023




FY2023 Proposed Timeline

Conduct

Align on FY2023 AdongYeztOZB FY2022
success J Interim GM
Outcomes Evaluation

1 Fiscal Year
2023 Begins

— —
—
—_—
—
—_—
—
L
— —

February -
/March Pl
2022 -

Align on FY2023
GM Performance
Evaluation Criteria

Align FY2023
Budget with
Success Outcomes 48



Discussion Questions:

What are you most optimistic about in this outcomes-focused
model of oversight?

What do you believe the agency most needs to guard against
In order to ensure success of this model?

49



BREAK
10 mins
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Hire a
G General

Manager

Executive Search:

General Manger




Recap: Process
Overview

Our approach to recruitment of qualified
candidates ensures that we achieve
alignment with the Board and Executive
Management in order to deliver the most
suitable individuals with the right mix of
experience and skills.

Agency
Priorities

Screen
Candidates

Post-Interview
Process

Core
Competencies &
Credentials

Compensation
Analysis

Establish
Compensation

Recruitment
Strategy &
Outreach

INERIEW
Process
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Agency Priorities

Agency
Priorities

« Confirm strategic priorities and
expectations for the next General
Manager.

ldentify gaps that may exist in LTD to
deliver on its strategic priorities.

Stakeholders and employee surveys
and forums

53
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Core Competencies &
Compensation Analysis

Core

_ _ _ , _ Competencies
During this task we will use the information Gl & Credentials

gathered from the first task in two ways:

Compensation
Analysis

« Refining the job description that clearly
describes the responsibilities and
expectations for the role, as well as the
gualities that LTD seeks.

e Evaluation criteria for both the initial
screening and formal interviewing of
candidates.

We will conduct an industry scan of transit
General Manager salaries and provide an
analysis of compensation and provide data
driven guidance that aligns salary with Board
and stakeholder expectations, the core
competencies, and the market to help guide the
recruitment process.

54




Informing the Job Description

gat

LTD

Community Employees

Stakeholders




Discussion: Job Description

What are the preferred values of the General Manager?
Externally or internally focused?

What are the key competencies?

What are desired experiences?

Key criteria for evaluation of candidates?

Great organization or great transit agency?

% TransPro

Driving Excellence
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Manager?

Respect Innovation
We honor and dignify all We persist in applying
individuals by listening intently resourcefulness, creativity,
to their unique contributions and new technology alongside
and needs — treating others known best practices to best
with trust, care, kindness, and serve our community.
courtesy.

_ Equity
Integrity We commit to listening,
We hold all that we say and do learning, and including voices
to a high standard of honesty, from the diverse identities
stewardship, ethics, fairness, and abilities of our employees
and compassion. and our community — and we

take care to consider how our
decision-making processes
address historic inequities in
transportation.

° What are the preferred values of the General

Safety

We create a safe environment
for our employees, customers,
and community — and are
always willing to reach out to
help, support, and assist others
In ways that are safe to all
involved.

Collaboration

We demonstrate cooperation
and excellent team behaviors
when working with others —
both internally and with our
partners in the District — by
focusing on common purpose
and win-win outcomes.

57



CUSTOMER SATISFACTION

Our goal is to deliver outstanding customer
service that increases the willingness of our
customers to recommend our services to others.

EMPLOYEE ENGAGEMENT

Our goal is to attract and retain a high quality
workforce through high levels of employee
engagement.

COMMUNITY VALUE

Our goal is to provide strong value to the

community through the services we offer, whether
or not they use our services directly.

FINANCIAL HEALTH

Our goal is to maintain LTD’s strong financial
position to sustain our operations for the future.

SUSTAINABILITY

Our goal is to do our part to preserve and protect
the environment through a reduction in greenhouse
gas emissions.

e Externally or internally focused?

"~ A Net Promoter Score of 55%.

An Employee Engagement Score
of 65%".

Establishment of a baseline for
the percentage of the community
that believes we provide value
and improve 5%.

Achievement of 3-year rolling
financial plan targets.

A reduction in Greenhouse Gas
Emissions of 70%.

Weighted
Points

30

25

20

15

10

58



e What are the key competencies?
@ What are desired experiences?

a Key criteria for evaluation of candidates?

Predictive Index Assessment

59


https://assessment.predictiveindex.com/DJT/310fbb52-50d3-40fa-a974-db85176baa42?type=candidateba

Great Organization or
great transit agency?




2022 Calendar Year

Key ltems




Board Discussion
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