110 STATE STREET
AIBANY NEW YORK 12236

THOMAS P. DiNAPOLI
COMPTROLLER

STATE OF NEW YORK
OFTICE OF THE STATE COMPTROLLER

September 27, 2017

Mr. Joseph J. Lhota
Chairman
Metropolitan Transportation Authority
2 Broadway
New York, NY 10004
Re: Train On-Time Performance
Report 2017-F-8

Dear Mr. Lhota:

Pursuant to the State Comptroller’s authority as set forth in Article X, Section 5 of the
State Constitution and Section 2803 of the Public Authorities Law, we have followed up on
the actions taken by officials of the Metropolitan Transportation Authority to implement the
recommendations contained in our prior audit report, Train On-Time Performance (Report 2014-
S-56).

Background, Scope, and Objective

The Metropolitan Transportation Authority’s (MTA) New York City Transit (Transit) provides
rapid transit services in New York City, 24 hours a day, 7 days a week.

Sometimes, a subway train is canceled (i.e., does not depart from the terminal, or
departs later than half the scheduled time between trains), or is abandoned en route (i.e., skips
any scheduled station stops or fails to operate on its scheduled route in accordance with the
timetable). Transit’s Department of Subways (Subways) considers a train on time when it is not
canceled or abandoned en route, and it arrives at the end terminal not more than five minutes
after its scheduled arrival time.

Subways’ Department of Rapid Transit Operations usesits Rail Control Center’s Performance
Reporting and Operations Analysis Group to report train delay percentages for each line, delays
by categories, and on-time performance (OTP) statistics to management and the MTA Board’s
Transit and Bus Committee (Committee). The information is provided on a two-month delay.

Subways collects information on its daily operations pertaining to delays and distributes
it the next day via the Statistical Transportation Analysis and Reporting System to its district
managers and Transit support units, such as Maintenance of Way, Division of Car Equipment,



and Operations Planning. OTP statistics are reported separately for weekdays and weekends. For
calendar years 2013 and 2014, Subways’ OTP goal was 91.9 percent.

Our prior audit determined that for calendar years 2013 and 2014, Subways’ reports
showed that actual OTP was well below the goal of 91.9 percent. For 2013, weekday OTP averaged
80.5 percent and weekend OTP averaged 85.4 percent. For 2014, weekday OTP averaged 74
percent and weekend OTP averaged 81.2 percent. Also, Subways lacked formal processes to
assess the underlying causes of the delays and develop comprehensive corrective action plans to
help minimize them.

In late March 2015, Subways’ OTP goal was lowered to 75 percent. However, actual OTP
was below this goal as well. For 2015, weekday OTP averaged 69.6 percent and weekend OTP
averaged 74.4 percent. For 2016, weekday OTP averaged 66.8 percent and weekend OTP averaged
72.6 percent. Aline graph detailing monthly OTPs for weekdays and weekends from January 2015
through February 2017 is attached as Exhibit A.

We issued our initial audit report on August 12, 2015. The objective of our follow-up review
was to assess the extent of implementation, as of July 17, 2017, of the two recommendations

included in the initial report.

Summary Conclusions and Status of Audit Recommendations

We found that Subways made limited progress in addressing the problems identified
in our prior report. Of the two prior audit recommendations, neither were fully implemented.
Moreover, since the conclusion of our last audit, OTP has continued to decline. Additional actions
are thus warranted.

Follow-Up Observations

Recommendation 1

Identify the underlying causes of recurring train delays and develop corrective action plans to
proactively address those causes. Such plans should address the effectiveness of workgroup
efforts, identify responsible parties, and require written feedback and measurable solutions.

Status - Partially Implemented

Agency Action - Subways officials continue to disagree with the recommendation, as stated
in their response to the prior audit report. However, through the monthly Committee
meetings, officials track the different causes for delayed (late) trains. Per Subways, the
three main causes are Overcrowding, Track Gangs (ongoing maintenance needs), and
Right of Way (ROW) delays. We selected two of the categories (Overcrowding and Track
Gangs) and reviewed the actions Subways officials took to address them. Overcrowding
was the most common cause of delays, accounting in February 2017 for 27,402 (38.2
percent) of the total 71,802 delays, while Track Gangs accounted for 9,840 delays (13.7
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percent). In light of the substantial increase in the delays attributed to overcrowding, we
requested a definition of the conditions that result in the use of this code. However, Transit
could not clearly articulate what conditions resulted in a categorization of overcrowding;
rather, it appeared that this category was a catch-all when another category could not be
specifically identified.

The following graph details the amounts of monthly delays according to the most
prevalent categories from January 2016 through February 2017. On balance, there have
been increases in the numbers of delays over the 14-month period.

SELECTED CATEGORIES OF TRAIN DELAYS
(JANUARY 2016 - FEBRUARY 2017)
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Officialsalsoprovidedtheircorrectiveaction planshowingthe update status of theinitiatives
launched in May 2015 on targeted lines (No. 6, No. 7, and F) to address: overcrowding
and service management; incident prevention and response; and coordination of planned
work to minimize impact. Officials claimed that they focused on these lines because of the
long waits for riders in stations. At the time of the prior audit, the weekday OTP for the 12
months ended March 2014 for the No. 7 train was 88.2 percent, the No. 6 train’s OTP was
66.9 percent, and the F train’s OTP was 66.1 percent. However, for all three of these lines,
OTP has decreased significantly from the prior period.

The performance of the No. 6, No. 7, and F trains continued to decline after the corrective
action plan was implemented.

Train | Prior Audit | March 2015 | March 2017
6 66.9 51.9 48.7
7 88.2 86.7 77.0
F 66.1 55.7 554




Because the MTA’s corrective action plan did not require written measurable goals, it
is difficult to precisely evaluate the success of these initiatives or even understand the
expected impact of these actions on the MTA’s performance.

OnMay 15,2017, the MTA publiclyannounced a 6-point planto restructure its management
and improve system reliability and service. The improvement plan, according to the MTA’s
website, will target the key causes of subway system delays. However, no detail was
available on: who would be responsible for each of these initiatives; how the MTA would
measure the plan’s success; or a projected timeline for implementation. On June 29,
2017, subsequent to the close of our fieldwork, the State declared a state of emergency
to expedite subway repairs and replacement. The declaration required the MTA Chairman
to complete a reorganization plan for the MTA within 30 days, as well as review Subways’
capital plan, cars, and physical equipment within 60 days. On July 26, the MTA Chairman
presented his New York City subway action plan. The plan laid out specific steps that the
MTA will take over the next year to improve subway performance.

Recommendation 2

Require monthly feedback from Subways managers on the actions taken to address recurring
categories of train delays.

Status - Partially Implemented

Agency Action - MTA officials advised us there are: monthly meetings with the Senior Vice
President of Subways; regular meetings with line managers; daily (weekday) conference
calls conducted at the Rail Control Center; monthly reports by the Division of Car
Equipment; and a monthly report to MTA’s Board and the Committee. Subways officials
stated that these actions produce feedback through managers’ discussions of their review
of the Line Performance Summary. However, with a few exceptions, Subways officials told
us there are no minutes for these meetings or the resulting discussions. The MTA did
provide summary information regarding updates on the No. 6, No. 7, and F lines (the lines
targeted in 2015), and the Division of Car Equipment provided minutes of its meetings and
the actions taken.

While we acknowledge the efforts made by Subways, this has not reversed the continual
decline in OTP, which averaged 80.5 percent (weekday, 2013), 74 percent (weekday, 2014),
69.6 percent (weekday, 2015), and 66.8 percent (weekday, 2016), compared to the goal
of 75 percent. (See Exhibits B-1 and B-2 for summaries of delays by hour for the A and B
Divisions from April 2014 to February 2017.)

Contributors to this report were Robert C. Mehrhoff, Daniel Raczynski, Lillian Fernandes,
and Teeran Mahtoo-Dhanraj.



We would appreciate your response to this report within 30 days, indicating any actions
plannedto addressthe unresolvedissues discussed in this report. We also thank MTA management
and staff for the courtesies and cooperation extended to our auditors during this process.

Very truly yours,
Carmen Maldonado
Audit Director

cc: M. Fucilli, MTA, AG

D. Jurgens, MTA, Audit Services
Division of the Budget
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Exhibit B-1
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