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INTRODUCTION

Amtrak’s five-year service line plans are
the strategic plans for each key element
of its business over the coming years.
These plans fulfill Amtrak’s statutory
planning requirement set forth in section
11203(b) of the Fixing America’s Surface
Transportation (FAST) Act, codified at 49
U.S.C. § 24320(b), to establish five-year
plans for each individual line of business.

Section 11203 requires Amtrak to annual-
ly develop and deliver five-year plans for
each service line, and for each asset line
beginning in 2019, which is an entirely
new planning framework for the compa-
ny. As Amtrak’s organizational structure
evolves and service line planning and
management, asset planning, and rail de-
livery progress in coming years, we expect
the content and format of these plans to
evolve over time. In future years these
plans will form the basis of Amtrak’s Gen-
eral & Legislative Annual Report required
by 49 U.S.C. § 24315(b).

Achieving the objectives and financial
targets set forth in this plan cannot be
accomplished by Amtrak alone. We must
continue to focus on customer expec-
tations, and to work with our industry
partners, federal, state, and local govern-
ments, and other stakeholders to drive
results.
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ABOUT AMTRAK

The nation’s intercity passenger rail company,
Amtrak connects over 500 communities across 46
states and three Canadian provinces, creating tre-
mendous economic and social value. We endeavor
to provide an outstanding customer experience,
warmly welcoming all travelers and become the
favorite mode of transportation for intercity travel
in the markets we serve.

After six straight years of annual ridership exceed-
ing 30 million passengers, Amtrak’s business is the
strongest it has ever been in its 46-year history.
Each day more than 20,000 employees nationwide
commit to providing superior customer service. In
FY2016 we achieved record revenues of $3.2 bil-
lion, proving people are recognizing Amtrak is sim-
ply the smarter way to travel.

Intercity passenger rail service is an essential part
of a multimodal transportation system connecting
communities across the United States. Over the
next five years it is critical for us to take the steps
described in these plans to improve our business,
enhance our customers’ experience, and invest
in our future to meet the nation’s transportation
needs. Every initiative described herein helps us
achieve one or more of these goals.

AMTRAK’S BUSINESS

Our core business is providing intercity passenger
train services through our three operating service

lines: Northeast Corridor (NEC) Intercity Opera-
tions, which operates Amtrak’s high-speed Acela
Express and Northeast Regional trains between
Boston and Washington; State-Supported Routes,
which provides service on short distance routes
of not more than 750 miles under contracts with
state partners; and Long Distance, which operates
more than 750 mile routes nationwide for the fed-
eral government.

Amtrak also provides infrastructure access to
commuter and freight railroads that use Amtrak’s
right-of-way assets, and is the infrastructure man-
ager for its owned assets.

In addition, Amtrak conducts ancillary business
activities to generate additional revenue or, in
some cases, to offset fixed costs, such as real es-
tate and commercial development and serving as
a contract operator for commuter train services.
Amtrak also performs considerable amounts of
reimbursable work for third parties such as other
railroads, local and state governments, and other
parties requiring Amtrak’s unique expertise.

On January 4, 2017 Amtrak announced a set of
structural changes designed to streamline and
transform the company. Our new organizational
structure aligns our corporate focus to run the
business efficiently, modernize and enhance cus-
tomer service, and invest in our future, all on a
foundation of safety and security.

Amtrak identified five key objectives that our



& AMTRAK

Amtrak Five Year Service Line Plans
INTRODUCTION

r

These objectives are to:

e  Build a world-class safety culture with a relent-
less focus on training, risk-reduction, positive
reinforcement and personal accountability;

e Develop and consistently provide competitive
products and services;

e Create the teams and processes necessary to
serve and grow our customers across all busi-
ness segments;

e Gain support for and deliver on investments
that sustain, improve and grow our business;
and

e Harness innovation, technology and partner-
ships to enhance and accelerate our business.

These themes of safety and training; improved
product and customer experience; organizational
efficiency and effectiveness; and innovation set
the foundation for how we execute our mission.

In FY2017, Amtrak leadership set the following cor-
porate targets to achieve over the next three years:

e  Reduce reportable injury rate to 1.75 per
200,000 employee hours.

e 85%+ electronic Customer Satisfaction Index
(eCSl) score.

e 4% revenue increase per year.
e 2% ridership increase per year.

e Reduce operating loss to $150 million.
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SAFETY

Amtrak’s first priority is safety. The best way to build a world-class safety culture is through behavior-based
safety processes under which everyone works together to identify and remove barriers to safety. Amtrak has
been on a journey in recent years to build this kind of culture, and measures taken in 2016 — including our pro-
active efforts to extend and improve our drug testing program — will continue the process.

Based on our key metrics in FY 2016, it is clear that we are making progress. We reduced the number of in-
juries with “severe injury/fatality potential” (SIF) by 24.7% from our five-year average (excluding attacks), far
exceeding our FY 2016 goal of a 15% reduction. We also decreased our number of sprains and strains injuries
by 3%, our FRA reportable rate by 9%, and our lost time rate by 20% on a year-over-year basis. Together, these
improvements represent an important step forward for us in safety. They show what is possible when we work
together to make sure our people return home in the same condition that they came into work.

A completely drug- and alcohol-free workforce and workplace — each shift, each day, 24/7/365 —is an essential
component of our safety culture. This goal is achievable as it is built on the integrity, responsibility, and ac-
countability of every Amtrak employee. Amtrak operates a robust drug and alcohol testing program to help en-
sure that everyone comes to work fit for duty, every day. Our drug and alcohol policy goes beyond expectations
on testing, reporting violations, and consequences and also provides more employee education and enhanced
rehabilitation. Our new policy also recognizes and deals with the increased use and abuse of over-the-counter
and prescription medicines which are now major public health concerns in the United States.

We have two significant changes coming up that will further advance our goal of achieving a drug- and alco-
hol-free workplace. This year, Amtrak will move forward with a company random testing program for mainte-
nance-of-way employees, as directed by the Federal Railroad Administration (FRA). In addition, we are going
to redouble safety training with all managers and supervisors to help them focus on preventing and better
recognizing drug- and alcohol-related problems.

DIVERSITY AND INCLUSION

At Amtrak, diversity is a strategic imperative. Our diverse workforce, customers, and suppliers reflect the
communities we serve. Our comprehensive Diversity, Inclusion and Engagement strategy aims to increase the
representation of women, minorities, veterans and employees with disabilities throughout our ranks, from
entry-level to leadership; promote an inclusive and engaged workplace where all of our people are comfort-
able bringing their true selves to work every day; and weave diversity and inclusion into the fabric of everyday
business practices. Our leaders are committed to supporting our employee-conceived and led affinity groups
which foster collaboration and mentorship and promote Amtrak’s business values.
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ACCOUNT STRUCTURE FRAMEWORK

Amtrak’s five-year plans stem from the account structure and improvements to ac-
counting methods required by FAST Act Section 11201, codified at 49 U.S.C. § 24317.
They create a framework for Amtrak and its customers to monitor its performance and
provide a structure for organization and business planning.

Underpinning the account structure is a new manner of federal investment in Amtrak.
Rather than providing separate operating and capital grants, the FAST Act authorizes
two new grants: one for the NEC and one for the National Network, comprised of
state-supported and long distance routes. The distinction between the NEC and Na-
tional Network accounts and related provisions in the FAST Act means that, for the first
time, Amtrak is directed to retain net NEC revenues for reinvestment in the NEC, rather
than use them to cover operating losses of National Network trains.

FAST directed the Secretary of Transportation, in consultation with Amtrak, to develop
the new account structure to promote efficient use and stewardship of Amtrak funds
and enhance transparency. The account structure is based upon service lines, which
have distinct missions, customers and revenue profiles and are accountable for their
P&Ls. Service lines are supported by asset lines that provide resources and support to
the service lines.

The service lines identified in Section 11201 are:
e Northeast Corridor Train Services;
e State-Supported Routes;
e Long Distance Routes; and
e Ancillary Services.

The statute identifies four asset categories:
e Infrastructure;
e Equipment;
e Stations; and
¢ National Assets.
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Although not identified in statute, the Secretary and Amtrak agreed it was necessary
to add a fifth service line, Infrastructure Access, to achieve a comprehensive under-
standing of Amtrak’s business activities. Further, a fifth asset line, Train Operations,
was also established to account for the human resources supporting train operations
and movement.

After further analysis, Amtrak believes that the definition of ancillary services in the
account structure documentation should be clarified to reflect the following three sub-
categories:

e  Amtrak Services: provides rail passenger transportation, maintenance, and re-
lated services at market-based prices to commuter rail agencies and commercial
entities.

e Reimbursable Services (other than services governed by the state-supported
service costing methodology developed under Section 209 of the Passenger Rail
Investment and Improvement Act of 2008 (PRIIA)): provides maintenance, engi-
neering, capital improvement, and other activities for freight and commuter oper-
ators, and other outside enterprises on a reimbursable cost basis.

e Real Estate and Commercial Services: engages in real estate activities and/or
commercial arrangements with public and private sector entities to leverage
Amtrak-owned fixed assets.

Amtrak’s ongoing organizational changes have been undertaken with the account
structure as a key consideration. Both the account structure and associated planning
requirements offer an opportunity for Amtrak to act boldly in setting forth a vision for
the company’s role in passenger rail and implementing reforms to achieve it.
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DOCUMENT ORGANIZATION

This document is divided into the following sections with the corresponding responsible officials! noted:

1. NEC Intercity Operations/Mark Yachmetz, Vice President, NEC Business Development
a. Strategy
b. Financial Information and Assumptions

2. State-Supported Routes/Joe McHugh, Vice President, State-Supported Services Business Development
a. Strategy
b. Financial Information and Assumptions

3. Long Distance/Mark Murphy, Vice President Long Distance Business Development
a. Strategy
b. Financial Information and Assumptions

4. Infrastructure Access/Byron Comati, Vice President, Corporate Planning
a. Strategy
b. Financial Information and Assumptions

5. Ancillary Services

a. Amtrak Services/Paul Vilter, Assistant Vice President, Ancillary Services
i. Strategy
ii. Financial Information and Assumptions

b. Reimbursable Services/TBD
i. Strategy
ii. Financial Information and Assumptions

c. Real Estate and Commercial Services/Bart Bush, Vice President, Real Estate, Stations & Facilities
i. Strategy
ii. Financial Information and Assumptions

6. Consolidated Financial Tables

1 Listed pursuant to 49 U.S.C. § 24320(b)(3)(F).
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FINANCIAL RESULTS

Amtrak reported strong audited financial results for the fiscal year which ended on September 30, 2016, including an all-time ticket revenue record of $2.14 billion. The increased
ticket revenue was fueled by a record 31.3 million passengers on America’s Railroad® — nearly 400,000 more than the previous year. This is the sixth straight year Amtrak carried
more than 30 million customers. The company covered 94 percent of its operating costs with ticket sales and other revenues, up from 92 percent the year before — a world-class
performance for a passenger-carrying railroad. Thanks in part to our strong performance, Amtrak was also able to make a net reduction in long-term debt of $69.2 million.

METHODS OF ESTIMATION AND
SIGNIFICANT ASSUMPTIONS

Each year Amtrak departments and Finance staff formulate a one-year budget appro-
priation request and five-year financial plan documents. These efforts are greatly im-
pacted by the timing of Federal appropriations actions. Typically our planning cycles
involve the following major milestones:

1. A detailed one-year budget is developed and published in February of each year
as part of Amtrak’s appropriations request justification.

2. Upon enactment of a Federal appropriation, the one year budget is adjusted as
necessary to match the appropriated amount.

3. A Five Year Financial Plan, beginning with the fiscal year of the appropriation,
is developed concurrently with the one-year budget and finalized upon passage
of the annual appropriations bill. Amtrak is required by its grant agreement to
submit this document within sixty days of passage of the appropriations bill or
October 1, whichever is later.

Although the Amtrak Office of the Inspector General (OIG) is a part of the National
Railroad Passenger Corporation, federal funding is appropriated directly to the OIG
and is not a part of this budget.

Operating Five Year Plan
The FY17 operating budget was developed by Amtrak’s operating departments, gov-
erned by a targeted reduction to Amtrak’s overall operating loss and the successful
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execution of our strategy and key initiatives. The budget process consisted of refine-
ments, reductions and reviews with the ultimate goal of creating an FY17 operating
budget that improved upon FY16 results. Revenues and fully allocated costs were as-
signed to accounts in accord with Section 11201 of FAST. The plans for FY18 to FY21
were based on the FY17 budget, with the following adjustments:

1. Passenger Revenue was estimated for each year in a manner consistent with FY17.

2. State Supported Revenue was estimated in a manner consistent with the expect-
ed terms of the PRIIA Section 209 methodology.

3. All other revenue was estimated based on delivering services consistent with
FY17, plus modest estimated increases in fees paid by other rail operators to op-
erate on the Northeast Corridor as directed by PRIIA Section 212.

4. Straight-time wages for agreement-covered employees were inflated annually by
continuing to apply the gross wage increase (GWI) pattern of the current contracts
for planning purposes only; this provision has been made for new GWIs during
the FY17 to FY21 period. Actual GWI amounts, if any, will be determined by new
contracts which are under negotiation.

5. Salaries for non-agreement employees include a provision for a modest mer-
it-based annual salary increase.

6. Employee benefits were inflated by 4.3% annually, and include Pension and Other
Post Retirement Benefit Plan numbers.

7. Miscellaneous other expense accounts were increased for expected inflation of
approximately 1% to 2% per year.
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Capital Five-Year Plan

Tier discussion:
Capital projects are allocated into the following three
categories:

Tier 1 — Compliance — Legally required, FRA/DOT
compliance, other regulatory and executive re-
quirements (e.g., station compliance with ADA;
Positive Train Control (PTC) on the Northeast
Corridor; FRA mandated components of Level |
equipment overhauls)

Tier 2 — Maintain Performance — Projects that
contribute to keeping the railroad operationally
stable (e.g., SOGR projects; capitalized mainte-
nance requirements; support services in IT;, Op-
erations)

Tier 3 — Increase Performance — Enhancements of
existing assets and services (e.g., revenue man-
agement software improvements; Quik-Trak up-
dates; increased fraud protection)

Projects placed in Tier 3 (Increase Performance) are
ranked based on the following criteria: a) strategic
objective priority, b) impact on performance im-
provement, c) financial benefit, and d) risk, and a fi-
nal weighted score is generated. A ranking selection is
performed by tier.
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INDEX OF TABLES

e NEC Intercity Operations, FY 2017 - FY 2021

e  State-Supported Routes, FY 2017 - FY 2021

e lLong Distance, FY 2017 - FY 2021

e NEC Infrastructure Access, FY 2017 - FY 2021

e NN Infrastructure Access, FY 2017 - FY 2021

e Total Infrastructure Access, FY 2017 - FY 2021

e NEC Commuter Operations, FY 2017 - FY 2021

e NN Commuter Operations, FY 2017 - FY 2021

e  Total Commuter Operations, FY 2017 - FY 2021
e NEC Reimbursable, FY 2017 - FY 2021

e NN Reimbursable, FY 2017 - FY 2021

e Total Reimbursable, FY 2017 - FY 2021

e NEC Real Estate/Commercial, FY 2017 - FY 2021
e NN Real Estate/Commercial, FY 2017 - FY 2021
e Total Real Estate/Commercial FY 2017 - FY 2021
e Consolidated Operating P&L, FY 2017 - FY2021
e Debt Reporting, FY 2017 - 2021

e FY 2017 - FY 2021 Consolidated Account Structure
e FY 2017 Budget

e FY 2018 Forecast

e FY 2019 Forecast

e FY 2020 Forecast

e FY 2021 Forecast

e FY 2017 Ridership Projections

e FY 2018 Ridership Projections

e FY 2019 Ridership Projections

e FY 2020 Ridership Projections

e FY 2021 Ridership Projections

e Food & Beverage P&L Statement

e  Equipment Reliability: Mean Miles Between Service Interruption
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EXECUTIVE SUMMARY

The mission of Amtrak’s Northeast Corridor Inter-
city Operations Service Line (NECSL), organized at
Amtrak as NEC Business Development within the
Marketing & Business Development department, is
to grow the financial operating contribution to Am-
trak from its high-speed Acela Express and North-
east Regional services by providing exemplary in-
tercity travel services that are safe, reliable, and
competitive on a trip time and price point basis.

The NEC main line between Washington, DC and
Boston, MA is one of the most complex rail corri-
dors in the world. It connects five major metropol-
itan regions: Boston, New York, Philadelphia, Balti-
more, and Washington, DC. Home to more than 51
million people, the region has a $2.6 trillion econ-
omy, generating 20 percent of U.S. GDP on only 2
percent of our land area.

Amtrak is well positioned in the region with fre-
guent service to center city and suburban stations

in some of the nation’s most populous cities. At
these stations, Amtrak connects to regional and lo-
cal multimodal transportation systems, expanding
Amtrak’s “reach” in the travel market.

Projections for the region indicate continued popu-
lation growth and economic activity in the coming
decades. While already dominating air/rail mar-
ket share between Washington and New York, the
NECSL seeks to preserve and grow Amtrak’s market
share between these cities and increase its share of
the air/rail market between New York and Boston.
In addition, we plan to attract more passengers
who might otherwise drive or take the bus.

We will be successful in growing Amtrak’s revenue
contribution by improving train service reliability,
enhancing the customer experience with updated
or new product offerings, and augmenting connec-
tivity with other modes of transportation.

FISCAL YEAR 2016
PERFORMANCE HIGHLIGHTS

11.910

MILLION RIDERSHIP

1.978

BILLION TOTAL PASSENGER MILES

34.98

REVENUE PER AVAILABLE
SEAT MILE (CENTS)

21.59

COST PER AVAILABLE
SEAT MILE (CENTS)

162%

COST RECOVERY RATIO

NEC Services account for 96% of Amtrak’s fully allocated operating contribution.
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INTRODUCTION

The NECSL provides intercity passenger rail
transportation on the NEC. For the purpose
of these plans, the FAST Act defines the NEC
as the 457-mile main line between Boston
and Washington. The NEC receives federal
funds via appropriation to the Northeast
Corridor account.

Amtrak owns the NEC right-of-way be-
tween Washington, DC and New Rochelle,
NY and between New Haven, CT and the
Rhode Island-Massachusetts border. The
New York Metropolitan Transportation Au-
thority and the Connecticut Department of
Transportation own the New Haven Line,
which is operated and controlled by Met-
ro-North Railroad. The Massachusetts Bay
Transportation Authority owns the rail line
from the Massachusetts-Rhode Island bor-
der to Boston South Station, known locally
as the Attleboro Line. While Amtrak trains
share the NEC with services of ten commut-
er authorities operated by eight commuter
railroads, and four freight railroads, Amtrak
is the only rail operator providing end-to-
end service. Station ownership along the
NEC varies, and includes Amtrak, commut-
er authorities, states, local governments,
and other entities.

This plan focuses on the Acela Express and
Northeast Regional train services. Howev-
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er, it is important to note that in addition
to these services, and Amtrak long distance
and state-supported trains that operate
over the NEC main line, Amtrak also dis-
patches trains and maintains the infrastruc-
ture on the Amtrak-owned portions of the
NEC and the Attleboro Line that are used
by NEC commuter and freight operators.
The ten commuter rail authorities that pro-
vide service on the NEC collectively operate
2,000 trains carrying 740,000 passengers
each weekday, and account for over 90%
of NEC ridership. Infrastructure access is
addressed in the five-year plan for the In-
frastructure Access Service Line.

The NECSL is responsible for ensuring that
Amtrak’s NEC products exceed intercity
travelers’ expectations in a competitive
travel market, and grow revenue through
providing exemplary travel services that
are safe, reliable, and competitive from trip
time and price point perspectives.

With Amtrak’s corporate objectives and
measures in mind, NECSL is focused on
meeting the needs of the robust yet de-
manding Northeast travel market by pro-
viding NEC train services in a manner that
demonstrates the highest value for taxpay-
er investment.

Map of the Northeast Corridor
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MARKET OVERVIEW

Amtrak offers two types of intercity
NEC service. Acela Express, which op-
erates at speeds of up to 150mph and
makes express station stops, is Am-
trak’s premier product. Northeast Re-
gional, which also makes local stops,
has a more attractive price point for
value-oriented consumers. Northeast
Regional trains carried almost twice as
many passengers (8.4 million) between
NEC points as Acela Express trains (3.5
million) in FY16, but the two services
had virtually identical ticket revenues
— $580.1 million and $582.4 million,
respectively — reflecting the higher av-
erage fare and trip length of Acela Ex-
press passengers. While some passen-
gers traveling on these services begin
and end their rail journeys at Amtrak’s
NEC stations, many connect to or from
Amtrak’s long distance and state-sup-
ported routes, and NEC commuter rail
services.

The travel market in the Northeast is
dynamic and competitive given the
global force of the regional economy.
If the Northeast region was a separate
country, its economy would be the fifth
largest in the world, ahead of France
and just behind Germany.
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NORTHEAST
REGIONAL

Value service

Serves 30 stations
in 8 states and
the District of

Columbia

21 round trips
per day*

Business and
coach class

* Plus up to 11 Keystone Service (New York - Philadelphia) round trips per day.

Up to 16 round
trips per day

First class and
business class

Premium service

Serves 16 stations
in 8 states and
the District of

The NEC Region is an international
center for education, healthcare,
technology, media, and finance.
Daily NEC users contribute $50 billion
annually to the nation’s economy.

e S3Trillion Annual economic out-
put of the NEC Region

e S50 Billion Annual contribution
of daily NEC users to the country’s
GDP

e 5100 Million Potential Impact on
the U.S. economy in the event of
a one-day unexpected loss of the
NEC
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CUSTOMER ANALYSIS

Amtrak collects and analyzes demographic and customer
survey and segmentation data to develop competitive prod-
ucts and services.

Northeast Regional Customer Profile

55% of customers are female (45% male) and average
age is 47 years old.

77% of customers are employed and 15% retired.
Average income is $124,000/year.

Business travel and commuting account for 32% of
customers, while visiting family/friends/personal busi-
ness is another 40%.

A little over one-quarter (28%) are riding for vacation/
recreation/leisure purposes.

71% travel round-trip.

First time customers account for 26% of riders.

Acela Express Customer Profile

55% of customers are male (45% female) and average
age is 50 years old.

85% of customers are employed and 10% retired.
Average income is $170,000/year.

Business travel and commuting account for 61% of
customers, while visiting family/friends/personal
business is another 22%.

Vacation/recreation/leisure accounts for 17% of travel-
ers.

76% travel round trip.

32% are first time Acela Express customers.
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Through market surveys the NECSL has developed

key customer profiles to target for increased ridership.

As Amtrak develops new market strategies, these customer profiles help guide product development.

He loves sports, technology, and family. He looks
to Amtrak to be one area in his life that does not
add any stress — it’s convenient, comfortable, re-
laxing, and allows him to have better work/life
balance. His time is important to him and trans-
portation providers should acknowledge that. He
takes Amtrak frequently for business, but also
travels with his family for leisure. Given his posi-
tive perceptions of Amtrak, there is opportunity
to increase his leisure share of trips.

Amtrak is his preferred choice for:

e Productive yet enjoyable travel time on the
train.

e Fast, comfortable, and convenient service.

e Stations accessible to public transit and lo-
cated in central areas.

e Being more reliable compared to other
modes.

e Loyalty program (Amtrak Guest Rewards).
e  Pet Services.

She lives a downtown lifestyle. She enjoys taking
Amtrak for both leisure and especially business,
and looks forward to her time on the train. She
appreciates the ease and efficiency of traveling
with Amtrak. Given her positivity and heavy so-
cial media usage, she is an excellent potential
ambassador for the brand. As she already gives
a significant proportion of her share of trips for
business (more than half), consider targeting her
for leisure/off-peak travel.

Amtrak is her preferred choice for:

e Productive and enjoyable travel time on the
train.

e  Fast, comfortable and convenient service.

e Stations accessible to mass transit and locat-
ed in central areas.

e Loyalty program (Amtrak Guest Rewards)
e PetServices
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There are many ways to travel between Northeastern cities other than Amtrak. Depending on the origin, distance, and the destination, options include private vehicle, plane,
intercity bus, and in some cases commuter rail. Each of these competitive modes has distinct advantages and disadvantages relative to traveling on an Amtrak train.

+PRO
Travelers can select their own departure time and have
a form of local transportation at their destination.

- CON

Need to drive vehicle on congested NEC highways and
park it at destination, often at significant additional
cost. Often longer trip times due to traffic delays, slow-
er speeds, and need for breaks. These disadvantages
can be particularly significant for trips that begin or end
in city centers or include most congested highway and
bridge/tunnel segments. No opportunity for productive
work during trip.
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+ PRO

Short flight times, and often competitive pricing for
travel booked in advance, can make travel by plane an
attractive option, particularly for passengers traveling
longer distances between major NEC cities.

- CON

Cost generally higher, particularly for last minute
travelers or those requiring flexibility to change plans.
Narrow seats and limited personal space compared to
Amtrak’s “no middle seat.” Airport security screening

experience is a clear disadvantage over train travel; air-
ports are generally located some distance from center

city destinations and NEC markets other than largest

cities. Limited opportunity for productive work during

trip.

+PRO
Attractive option for travelers focused on low cost
method of transportation between major cities.

- CON

Longer trip times; frequent delays due to highway/
urban traffic congestion. Narrow seats and limited
personal space and restroom facilities; no food service.
Limited or no service outside of major center cities.
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COMPETITIVE ADVANTAGE

While Amtrak may have a unique status as an in-
tercity passenger rail provider, Amtrak does not
have a monopoly on intercity travel. Travelers have
many ways to move between cities and Amtrak
must provide a competitive offering to attract pas-
sengers.

Overall, Amtrak holds a solid 8% of the overall NEC
traveler market. Buses account for between 3 and
11% of trips; planes 17%-21%; and automobiles ac-
count for the remainder.

With its strong brand recognition; centrally located
stations well served by local transit; and on-board
amenities and opportunities for productive work,
Amtrak is uniquely positioned in the market for
service between major NEC center cities. Its prod-
uct offerings, Acela Express and Northeast Region-
al, provide several options for discriminating cus-
tomers. Acela Express provides a higher end, faster
service, while Northeast Regional offers a lower
cost service to more stops that is still competitive
with respect to trip times and amenities.

Because most trips among those who travel at
all in the NEC are for leisure purposes (between
65-72%), Amtrak has opportunities to expand its
leisure offerings. Today, the majority of Acela Ex-
press, and many Northeast Regional, customers
take Amtrak for business purposes. However, 60%
of all NEC travelers say they would consider Amtrak
for future travel.
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With its strong brand recognition; centrally located stations well served by local transit; and
on-board amenities and opportunities for productive work, Amtrak is uniquely positioned
in the market for service between major NEC center cities.
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OBJECTIVES AND MEASURES

DEFINITION

OBJECTIVE 1

Attract More Customers

Increase ridership. on
Northeast Regional and
Acela Express services

OBIJECTIVE 2

Increase total revenue and
yield from NEC services

Increase revenue by
increasing ridership and
revenue per customer

(0]:7] Jog JAV/ e
Increase net operating
revenue from NEC service

e Reduce costs of oper-
ating NEC services and
increase load factor

OBIJECTIVE 4

Acela Express in 2021

Ensure that new Acela
Express trainsets enter
revenue service on
schedule

OBJECTIVE 5

Prepare for the relaunch of | Refresh passenger coaches
used for Northeast Regional

service

Refresh interiors of Am-
fleet | cars to improve
appearance

MEASURE

Year-over-year rider-
ship increase of 1% on
Northeast Regional in
FY18 and 2% annually
thereafter; 3% on Acela
in FY21 with phase-in of
new trainsets.

Increase share of air/
rail and highway/rail
markets by 1% annually.

Improve on-time per-
formance to 93% over
the five-year period.

2% annual growth
increase in operating
contribution from NEC
services.

Revenue per available
seat mile: 4% annual
Acela Express growth
and 2% on Northeast
Regional.

e  Cost per available seat-
mile reduced by 1%
annually.

e Load factor increased
by 1% annually.

Maintain schedule

for trainset delivery
(prototype in Q1 FY20;
first revenue trainset
delivered Q1 FY21; 28th
revenue trainset deliv-
ered Q2 FY22).

Safety mitigation in
place Q2 FY20
Servicing & Inspection

facilities complete Q3
FY20.

Phase 1 completed by
end of Q1 FY18

Phase 2 completed by
end of Q2 FY19

eCSl score post-refresh
+2%

MEETS CORPORATE
OBJECTIVES

Improved product and
customer experience

Organizational efficien-
cy and effectiveness

e Organizational efficien-
cy and effectiveness

e Innovation

Improved product and
customer experience

Innovation

Improved product and
customer experience

Innovation

SUPPORTS CORPORATE
MEASURES (TARGETS)

Increase ridership
2% annually

eCSl score 85%+

Increase revenue
4% annually

e Increase revenue
4% annually

Increase ridership
2% annually

Increase revenue
4% annually

eCSl score 85%+

Increase ridership
2% annually

Increase revenue
4% annually

eCSl score 85%
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To achieve these objectives we will work collaboratively across the company.
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INITIATIVES
The NECSL has begun a series of initiatives to improve the experience of both Acela Express and Northeast Regional passengers, ranging from improved boarding procedures at our

major stations, refreshing the customer experience in the passenger cars that provide Northeast Regional service, improving our social media use to understand and improve the
customer experience, and acquiring state-of-the-art high-speed trainsets as part of the relaunch of Acela Express service in 2021.
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AMFLEET IREBUILD /
BUSINESS CASE
FY17

A business case will be
conducted to decide
whether to rebuild or
replace the Amfleet | cars
used in Northeast Region-
al and some state-sup-
ported services

Business case:
Expected Dec. 30, 2017

Rebuild/replace decision:
Expected by Sept. 30,
2017

Preliminary projected re-

build cost = $1.1-1.35 bil-

lion (450 cars at 52.5-3.0

million per car); projected
replacement cost TBD

AMFLEET | REFRESH
PART1
FY17

Refresh the cushions, car-
pets, bulkhead, lighting,
and restroom floors.

Phase 1:

Est. completion
Sept 30, 2017

Cost of $12.3 million

Phase 2:

Est. completion
Dec 31, 2017

Cost of $4.5 million

AMFLEET | REFRESH
PART 2
FY18

USB ports, exterior decals
refreshed, new PA sys-
tem, ADA updates, WiFi
upgrade.

Phase 1:

Est. completion
Sept 30, 2018
Cost of 527 million

Phase 2:

Est. completion
Sept 30, 2019

Cost of 515.4 million

NEXT GEN
HIGH-SPEED RAIL
FY21

Next Generation High
Speed Rail Acela Express.

28 trainsets delivered, and
related infrastructure and
station/facility improve-
ments, completed by 2021.

Total cost:
$2.45 billion/RRIF loan
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NEXT GENERATION HIGH-SPEED RAIL INITIATIVE

Amtrak is contracting with Alstom to produce 28 next generation high-speed trainsets that will replace the equipment used
to provide Acela Express service. The contract is part of a $2.45 billion investment on the NEC for a multifaceted moderniza-
tion program to renew and expand the Acela Express service.

Many Acela Express trains currently sell out during peak travel periods. The new trainsets will have 30% more passenger
seats, and will enable increased service including half-hourly Acela Express service between Washington DC and New York
City during peak hours and hourly service between New York City and Boston. Each trainset will have modern amenities that
can be upgraded as customer preferences evolve such as improved Wi-Fi access, personal outlets, USB ports and adjustable
reading lights at every seat, enhanced food service and a smoother, more reliable ride. They will operate initially at speeds
up to 160 mph and will be capable of speeds up to 186 mph following future NEC infrastructure improvements.

The first prototype of the new trainsets will be ready in 2019, with the first trainset entering revenue service in 2021. All of
the trainsets are expected to be in service, and the current fleet retired, by the end of 2022.

Photo Credits: © Alstom SA, 2016 © Meconopsis by Trimaran. All rights reserved. Avelia Liberty high-speed train.
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TRAINSET QUICK FACTS

+30%

MORE SEATING

186 mph

CAPABLE SPEEDS AS
NEC INFRASTRUCTURE
IS IMPROVED

+20%

MORE ENERGY EFFICIENT

+400 Jobs

AMERICAN
MANUFACTURING JOBS

95%

MADE IN AMERICA
TRAINSETS
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EXTERNAL ENVIRONMENTAL FACTORS

LIMITED CAPACITY AGING INFRASTRUCTURE EQUIPMENT OTHER FACTORS

Access to Manhattan from the
south during the peak travel
times. This limits Amtrak’s ability
to operate on schedule and in-
crease frequencies to maximize
ridership and revenue.

Expanded capacity between Man-
hattan and New Jersey will be
addressed by the Gateway Pro-
gram, although funding remains
to be determined. Capacity south
of Baltimore will be addressed by
the Maryland Section Improve-
ments included in the Next Gen-
eration High Speed Rail Initiative.
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Aging infrastructure limits the
ability of Amtrak to operate
NEC services with trip times and
reliability that would increase

ridership and maximize revenues,

and creates a high risk of con-
tinuing, severe service disrup-
tions like these experienced at
New York Penn Station in FY17.
Increased federal and state fund-
ing is essential, and by no means
assured.

The aging and capacity con-
strained equipment used to
provide NEC service limits
Amtrak’s ridership and revenue
growth opportunities, and will
have increasing adverse impacts
on customer perceptions. We
are addressing these factors by
acquiring next generation Acela
Express trainsets and undertak-
ing a refresh of Amfleet | cars
used for Northeast Regional ser-
vice, while preparing a business
case for long term investment in
equipment for that service.

NEC services operate in a very
dynamic, competitive envi-
ronment in which factors such

as fluctuations in the price of
aviation fuel and gasoline, and
the relative ease with which air
and bus competitors can enter
and exit markets, can quickly

and significantly impact Amtrak’s
competitive position. Amtrak
must be agile from a business de-
velopment perspective to identify
the changes in the competitive
environment and be prepared
with initiatives, including service
modifications and pricing strate-
gies, to address these changes.
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INTERNAL ENVIRONMENTAL FACTORS

The competing pressures to reduce costs and
increase revenues have played out in a legacy cor-
porate stovepipe structure that has limited Amtrak’s
ability to nimbly take measures to improve NEC
services. The new corporate organization offers the
opportunity for a coordinated approach to devel-
op strategies and implement initiatives that yield
optimum net financial results rather than narrowly
focusing on the departmental inputs to the corpo-
rate P&L statement.
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Amtrak does not have a corporate history of a stan-
dard approach to developing and using business
cases for project management. The new organiza-
tional structure offers the opportunity to address
this, which is of particular importance for the NEC
because of the magnitude of its major projects and
the need to demonstrate prudent management to
attract additional funding for these projects from
multiple stakeholders.

HISTORICALLY CONFLICTED STRATEGY BUSINESS ACUMEN CUSTOMER SERVICE

Providing quality customer service consistently is
sometimes a challenge for Amtrak, as reflected in
eCSl scores, and of great importance for the NEC
because all of its operating costs, and a portion of
its capital costs, are funded from customer reve-
nues. to which all of Amtrak is held accountable.
The new focus on customer experience in the Mar-
keting and Business Development department and
more training of Amtrak’s customer-facing employ-
ees will help address this issue.
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SWOT ANALYSIS

Market

e High Cost Recovery

e Value versus airlines (Acela
Express)

e Growing metropolitan areas

e Growing ridership overall,
though slowed by economic
downturn

e  Centrally located stations

e  Brand equity

Operations

e On-time performance compared
to competing modes

e Physical ownership of most NEC
assets

e  Generate revenues from other
users that contributes to shared
costs

e  Stakeholders value the NEC and
recognize the need for invest-
ment

Workforce Development

e Knowledge transfer from long
term employees

e  Creation of key employee devel-
opment plans and progression
plans (e.g., road foreman to
general foreman, etc.)

Market
e Inadequate capacity limits reve-
nue growth

e  Ridership already at capacity on
many departures

Operations

e  Relatively high operating costs

e Amtrak NEC labor agreements
make costs of operating short-
haul service (e.g., Spring-
field-New Haven; Harris-
burg-Philadelphia) significantly
higher than under national
agreements

OPPORTUNITIES

Market

e  Generation Y driving fewer miles;
target millennial market

e  Potential to charge for use of
quiet car and/or Acela Express
tables

e Higher congestion, hassle for
other forms of transportation

e  Public support/advocacy for NEC
investment.

e  Potential major federal infra-
structure initiative

Operations

e  Expansion of state-supported
services that operate in part over
NEC builds on existing operations
efficiencies

e  Section 212 requires other NEC
users to pay proportionate share
of costs.

Workforce Development

e Partner with Northeastern
colleges and universities on
curriculum/credentialing

e Provide clear career path oppor-
tunities (enhanced by large NEC
workforce and proximity to Am-
trak corporate service centers)

Market

° Increasingly competitive envi-
ronment to provide service and
attract ridership

o Buses and airlines can undercut
prices

e Airports are retooling to improve
the customer experience and
reduce waiting times

Operations

e Llack of capital investment and
declining infrastructure base im-
pair service reliability and create
high risk of major disruptions
in service at critical facilities
like New York Penn Station and
Hudson River Tunnels

e Increasing operating costs driven
by high cost of operating and
maintaining aging and heavily
used infrastructure and equip-
ment

e Local opposition to rail improve-
ment projects.

Workforce Development

e  Retention of highly qualified craft
and management employees

e Industry not attractive to mil-
lennials (hours, work holidays,
compensation, etc.), particularly
in NEC employment centers with
high living costs and high levels
of educational attainment
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INVESTMENTS NEEDED
Human Resources

Major NECSL initiatives (other than
the Next Generation Trainset Proj-
ect which is managed by a dedicated
project management organization)
are new and require additional head-
count.

Equipment

The largest NECSL investment re-
quirement is for the Next Generation
High Speed Trainset acquisition and
related improvements, which is being
financed by a RRIF loan repaid from
the net revenues the new trainsets
will generate.

The next largest investment will be
for replacement or major rebuilding
of 40-plus year old Amfleet | equip-
ment used on Northeast Regionals.
Alternative approaches are being
considered to identify investment
funding. In the meantime, the com-
plete refresh of Amfleet | interiors
will require funding in FY18 and FY19.
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NEC Intercity Operations, FY 2017 - FY 2021

Northeast Corridor (NEC) Account

NEC Intercity
Operations

FY 2017 FY 2018 FY 2019 FY 2020 FY 2021 5 Year Summary

Passenger Related Revenue
Ticket Revenue (Adjusted) 1,149,666 1,190,046 1,234,011 1,279,138 1,325,388
Charter/Special Trains 1,866 1,935 2,005 2,079 2,155
Food and Beverage 41,234 42,059 42,900 43,758 44,633

Contractual Contribution (Operating)
PRIIA 209 Operating Payments - - -
PRIIA 212 Operating Payments - - - - -
Commuter Operations - - - - -
Reimbursable Contracts 1,350 1,273 1,298 1,324 1,351
Access Revenue 374 406 414 423 431

Commercial Revenue (incl. Pipe/Wire, Real Estate, Parking) - - - - -

All Other Revenue (incl. Insurance Revenue, Cobranded

Commissions, Adju(stmems to Bad Debt and Credit Card) (17.101) (16.689) (17.181) (17.722) (18,283)

N N

Contractual Contribution (Capital)

PRIIA 209 Capital Payments - - - - -
PRIIA 212 Capital Payments - - - - -
Sole Benefit - Partners - - - - -
Other State/Local Mutual Benefit 39,012 48,924 95,340 207,490 195,277
Financing Proceeds Applied 439,431 203,412 339,659 254,330 47,439
Other Capital and Special Grants (incl., state/local sources) 828 224,071 127,575 149,002 141,858

Federal Grants to Amtrak

Prior Year Carryover Capital Grant Funds 196,531
Current Year FAST Sec 11101 Grants

Operating - - - - -
Capital - 71,091 109,737 177,088 250,533
Other Federal Grants (incl., FRA/OST, FTA, DHS) 44,068 8,771 8,774 6,642 8,117

Service Line Management (161) (165) (169) (173) (178)
Train Operations 221,599 227,022 232,699 238,776 245,047
Equipment 191,522 196,209 201,115 206,367 211,787
Infrastructure 43,788 44,859 45,981 47,182 48,421
Stations 38,716 39,663 40,655 41,717 42,812
National Assets and Corporate Services 230,802 236,451 242,370 248,692 255,223

RRIF debt repayments 40,103 20,722 29,946 42,006 86,691
Other/New financing repayments

Service Line Management 5,170 192,668 676 68,158 68,158
Train Operations 37,952 23,807 29,112 21,306 14,987
Equipment 492,499 279,309 375,393 277,427 114,868
Infrastructure 302,513 267,701 500,112 665,090 743,012
Stations 80,815 73,811 97,200 115,085 90,729
National Assets and Corporate Services 138,517 90,207 80,534 63,537 48,325

Legacy Debt Repayments 135,196

106,992 137,105 130,359 84,936
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EXECUTIVE SUMMARY

The mission of Amtrak’s State-Supported Routes Service Line (SSSL), organized at Amtrak as State-Supported Business Development within the Marketing & Business Development
department, is to provide intercity rail passenger service and supporting services under contract to states on corridor routes of not more than 750 miles. Its primary customers are
state departments of transportation and authorities, and intercity travelers. FY16 revenues from state-supported routes included $227 million from state partners for operating
expenses; state partners paid an additional $62 million for capital costs.

FISCAL YEAR 2016
PERFORMANCE HIGHLIGHTS

14.079

MILLION RIDERSHIP

1.898

BILLION TOTAL
PASSENGER MILES

18.76

REVENUE PER AVAILABLE
SEAT MILE (CENTS)

20.23

COST PER AVAILABLE
SEAT MILE (CENTS)

93%

COST RECOVERY RATIO
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INTRODUCTION

The SSSL works with 21 state and authority partners to deliver corridor service on 29 routes stretching across the country. Over the last year, Amtrak and our state partners collab-
orated through the State-Amtrak Intercity Passenger Rail Committee (SAIPRC) to analyze our challenges and opportunities that are the foundation of this plan.

Our Mission:

Deliver state intercity
passenger rail transporta-
tion and supporting services
across the National Net-
work, meeting the needs

of our state partners and

passengers.

Our Vision:

Transportation services that

exceed expectations while
balancing State partner
goals and system efficien-
cies, in collaboration with
all stakeholders.
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INTRODUCTION (CONTINUED)

Together with our state partners, the SSSL con-
tinues its work on the implementation of Section
209 of PRIIA. Section 209 called for the states and
Amtrak to jointly develop a uniform cost sharing
methodology for all services under 750 miles in
length outside the Boston-Washington main line.
The methodology was approved by 18 of 19 states,
and ultimately by the Surface Transportation Board
in 2012, and implemented in state pricing in FY14.
However, many issues remained surrounding the
details of Section 209 implementation.

In July 2015, the states, Amtrak and FRA approved
the creation of SAIPRC to provide a more structured
format to handle the outstanding cost-sharing and
other issues related to Section 209 and to oversee
implementation and coordinate decision making on
an ongoing basis. This means establishing working
groups jointly staffed by Amtrak, states, and FRA
to research and make recommendations on ways
to clarify and update elements of the Section 209
cost-sharing formula. These recommendations are
then voted on by SAIPRC, with Amtrak, the states
and FRA each having one vote and with all three
votes required for any changes to take effect.

In November 2015, SAPIRC held, and passed, its
first vote to update the cost-sharing formula of the
Section 209 methodology. The package of changes
consisted of modifications to the allocation meth-
odology for stations and reclassification of certain
marketing costs that took effect in FY16. At this
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time, working groups exist to consider allocation
methodologies for contact centers, stations, and
for route-specific dispatching (including block and
tower operations), and to develop processes for ap-
proving future equipment capital plans and future
updates of the Amtrak Performance Tracking (APT)
system that will affect Section 209 pricing, and ad-
ditional documentation to help states understand
Section 209 costs.

In December 2015, the FAST Act formally autho-
rized the creation of a committee to address Sec-
tion 209 issues and provided funding support.

While much work remains ahead for the SAIPRC,
its working groups, and the Next Generation Equip-
ment Committee (NGEC) created by Section 305
of PRIIA that addresses equipment-related issues,
Amtrak believes that the results achieved in recent
months have been very positive developments in
its relationship with the States. These committees
have created successful venues for consolidating
the varied issues among the states, and developing
solutions that can meet the statutory requirements
of Section 209 and Amtrak’s business requirements
for maintaining consistency across its services. The
SSSL will continue to work through these commit-
tees and working groups to address the states’
wants, needs, and expectations for their services.
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INTRODUCTION (CONTINUED)

BUILDING BLOCKS OF OUR MISSION

Intercity passenger rail transportation: This is why Amtrak was created and is
the core of what we do.

Supporting services: Passengers don’t only begin and end journeys at our
stations — from booking a ticket to arriving at the station and riding a train,
we must work to meet the variety of wants, needs, and expectations that they
have. We need to provide the supporting services to help make our mode the
preferred option for travel.

National Network: State-supported and long distance services comprise
Amtrak’s National Network and each service line’s success is interdependent.
We must work together with our long distance colleagues and other National
Network stakeholders to make our shared network as coordinated as possible.

State partners: Without state partners, there are no state-supported trains. Our
business is dependent on their satisfaction.

Passengers: Without passengers and demand for intercity rail travel, there is no
reason for our state partners to support the trains.
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BUILDING BLOCKS OF OUR VISION

Transportation experience: We want all components of our passengers’
journeys to be seamless and not just focus on the time spent on the train.

Exceed expectations: We want our passengers’ experience to be better than
they expected.

Balance state partner goals and system efficiencies: Working with 21 state
partners, we know that many of them will have different policy goals and fund-
ing levels. Many of these differences can be addressed at the individual route
level, but for some issues we need to develop solutions for the entire service
line, or the company, that are a fair compromise among our individual goals.

Collaboration with all stakeholders: As we work out these compromises among
us, we need to do so together with all stakeholders — state partners, cities and
towns, advocacy groups, and others.
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Across the country,

routes are funded by

including state depart-
ments of transportation

and authorities chartered

specifically to administer

certain rail corridors.

State-Supported Routes Service Line

MARKET OVERVIEW

MARKET OVERVIEW

Amtrak’s state-supported routes, and their endpoints and funding partners, are listed below. The endpoints shown in the
“Cities Served” column include segments on the Boston-New York-Washington NEC main line on which these routes are
not state-supported.

REGION ROUTE CITIES SERVED FUNDING PARTNER(S)

Northeast The Downeaster Boston - Portland - Brunswick Northern New England Passenger Rail Authority (NNEPRA)
New Haven - Springfield New Haven - Springfield Connecticut, Massachusetts
Vermonter Washington - St. Albans, VT Vermont, Connecticut, Massachusetts
Empire Service New York - Albany - Niagara Falls New York State
Maple Leaf New York - Toronto New York State
Adirondack New York - Montreal New York State
Ethan Allen Express New York - Rutland, VT Vermont, New York State
Keystone Service New York - Philadelphia - Harrisburg Pennsylvania
Pennsylvanian New York - Philadelphia - Pittsburgh Pennsylvania
South Washington - Lynchburg Boston - Lynchburg Virginia
Washington - Newport News Boston - Newport News Virginia
Washington - Norfolk Boston - Norfolk Virginia
Washington - Richmond Boston - Richmond Virginia
Carolinian New York - Charlotte North Carolina
Piedmont Charlotte - Raleigh North Carolina
Heartland Flyer Oklahoma City - Fort Worth Oklahoma, Texas
Central Lincoln Service Chicago - St. Louis lllinois
Illini / Saluki Chicago - Carbondale lllinois
lllinois Zephyr / Carl Sandburg Chicago - Quincy lllinois
Hiawathas Chicago - Milwaukee Wisconsin, lllinois
Wolverines Chicago - Detroit Michigan
Blue Water Chicago - Port Huron Michigan
Pere Marquette Chicago - Grand Rapids Michigan
Hoosier State Chicago - Indianapolis Indiana
Missouri River Runner St. Louis - Kansas City Missouri
West Pacific Surfliner San Diego - Los Angeles - San Luis Obispo Los Angeles - San Diego - San Luis Obispo (LOSSAN) Rail Corridor Agency
San Joaquins Oakland/Sacramento - Bakersfield San Joaquin Joint Powers Authority (SJJPA)
Capitol Corridor San Jose - Oakland - Sacramento - Auburn Capitol Corridor Joint Powers Authority (CCJPA)
California-owned equipment Various California Department of Transportation

Cascades Vancouver, BC - Seattle - Portland - Eugene Washington State, Oregon
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CUSTOMER ANALYSIS

State-supported routes are a diverse collection of services, reflect-
ing the states, regions, and cities served by the individual routes.
Many routes offer multiple daily frequencies, though some routes
have a single round trip per day. Most service is reserved, with tickets
purchased for specific trains, but a few routes are unreserved and
a ticket can be used at the passenger’s convenience on any train.
Most state-supported services across the country are freestanding
corridors, but in the Northeast some state-supported trains are ex-
tensions of Amtrak’s Boston-Washington Northeast Regional service.
Finally, while the majority of service is diesel-powered, the Keystone
Service in Pennsylvania is the only electrified Amtrak route outside
the NEC.

State-supported services have two primary customers: the passen-
gers who use them and the state partners who provide funding.

Amtrak looks to its state partners to determine the service levels
and, wherever possible, other aspects of the individual routes. What
unites this diverse spectrum of routes is what Amtrak believes our
national corridor passengers are seeking: a safe, convenient, and re-
liable travel experience that is a compelling alternative to congested
highways and airports.

Just as there is a wide spectrum of routes, we work with a wide spec-
trum of organizations to plan, fund, and administer the state-sup-
ported services. They range from small teams in the rail offices of
state departments of transportation looking for a turnkey passenger
rail solution to larger freestanding agencies chartered to manage
their specific rail corridors. Within our regulatory and operating re-
quirements, the state-supported team strives to give each partner a
mix of rail services tailored to its needs.
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COMPETITIVE ADVANTAGE

There are many ways to travel between points on state-supported routes other than Amtrak. Depending on the distance, the origin and the destination, options include private
vehicle, plane, intercity bus, and in some cases commuter rail.

+ PRO
Travelers can select their own departure time and can have a

form of local transportation at their destination.

- CON

Need to drive a vehicle on often congested highways par-
alleling state-supported routes and park it at destination,
sometimes at significant additional cost. These disadvantages
can be particularly significant for trips that begin or end in

city centers or include the most congested highway segments.

No opportunity for productive work during trip.

+ PRO
Frequent service and competitive pricing can make travel by
plane an attractive option.

- CON

Cost generally higher, particularly for last minute travelers

or those requiring flexibility to change plans. Narrow seats
and limited personal space compared to Amtrak’s “no middle
seat.” Airport security screening experience is a clear disad-
vantage over train travel; airports are generally located some
distance from center city destinations. Limited or no service
outside major cities. Limited opportunity for productive work
during trip.

+ PRO

For some travelers on state-supported routes, particularly
those focused on a low cost method of transportation be-
tween major cities, intercity bus is an attractive option.

- CON

Delays due to highway/urban congestion. Narrow seats and
limited personal space and restroom facilities; no food ser-
vice. Limited or no service outside major cities.

Amtrak also faces competition in the provision of state-supported services. While there are factors that may limit state partners’ ability to open all Amtrak-provided services to
competitive bidders, many states use other providers for some of the services required for the operation of their state-supported trains or have done so in the past. All states are
diligently pursuing opportunities to reduce costs, and there are many organizations with operating experience both in the United States and globally who are exploring ways to

enter the U.S. market for intercity passenger rail.

Amtrak believes that our best response to this competition is to continue to work collaboratively with its state partners to identify and deliver the most efficient passenger rail
services possible, at a competitive price that reflects the value that Amtrak delivers. In addition, we work hard to identify any and all opportunities to expand services.
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OBJECTIVES AND MEASURES

DEFINITION

OBJECTIVE 1

Develop and sustain culture
of transparent communica-
tion and problem solving to
cultivate collaboration and
improved outcomes between
state partners and Amtrak

With our multiple state part-
ners across the country, our
interconnected network, and
our requirements to treat all
partners equitably according to
each one’s unique needs and
characteristics, effective com-
munication and collaboration

is a challenge. Common issues
and solutions will be shared
across states. We will work to
empower the front line to solve
our partners’ problems through
effective communication and
collaboration between our
partners and the service line.

OBJECTIVE 2

Provide transparent, accurate,
timely, detailed, collabora-
tive financial documentation
based on aligned Section 209
interpretation which provide
actionable insights

The Section 209 Cost Method-
ology Policy is the foundation
for the cost sharing required
under PRIIA. We will work to
keep this document current,
accurate, and mutually-under-
stood by stakeholders. We will
work to continually improve
the financial and operational
documentation we provide so
that it is transparent, accurate,
timely, understandable, com-
plete and relevant, and meets
the needs of our partners. We
will also work to understand
the financial requirements and
constraints of our partners.

OBJECTIVE 3
Drive efficiency, quality, and
productivity through process

improvement

The day-to-day operations of
Amtrak must continually im-
prove so that goals can be met
at the best value. Target areas
include process improvements,
project management, service
delivery optimization, and
efficient asset usage. Projects
and programs must deliver the
intended results on-time and
on-budget.

OBJECTIVE 4

Invest resources cost-effectively
to enhance the most import-
ant aspects of the passenger

experience

We will work together to un-
derstand what is important to
our passengers, and we will set
up the processes and systems
to deliver that travel experi-
ence on a consistent basis. We
will spend our scarce resources
on improvements to the pas-
senger experience that matter
the most to our passengers.

OBJECTIVE 5

Grow a loyal, long-term cus-
tomer passenger base while
targeting and acquiring new
riders

State-supported routes must
target and acquire new custom-
ers to ensure that demand con-
tinues to grow over the long-
term. Amtrak ridership across
all business lines is skewed
toward older age groups. We
must build satisfaction among
these current customers in
order to maintain growth in the
short-term. However, we must
also appeal to a new genera-
tion of passengers to sustain
the business.

MEASURE

° Partner Satisfaction Index

e  Reports Issued

e Route-specific
performance measures

e eCSlfor SSSL

e Ridership for SSSL

MEETS CORPORATE
OBJECTIVES

o Innovation

e Training

e Improved product and
customer experience

e  Organizational efficiency
and effectiveness

e Improved product and
customer experience

e  Organizational efficiency
and effectiveness

e Improved product and
customer experience

e  Organizational efficiency
and effectiveness

e Improved product and
customer experience

e Improved product and
customer experience

SUPPORTS CORPORATE
MEASURES (TARGETS)

o Revenue increase
4% annually

e  Ridership increase
2% annually

e  Reduce operating loss to
$150 million

. Revenue increase
4% annually

e  Ridership Increase 2%
annually

e  Reduce operating loss to
$150 million

e Reduce operating loss to
$150 million

o Revenue increase
4% annually

e  Ridership increase
2% annually

° Revenue increase
4% annually

e  Ridership increase
2% annually

Page 9




& AMTRAK

State-Supported Routes Service Line

INITIATIVES AND PILOT PROGRAMS

The Downeaster Service

Page 10

INITIATIVES AND PILOT PROGRAMS

The objectives for the service line were identified by states and Amtrak, and prioritized by states, as part of a
joint planning process through SAIPRC in 2016-17. Through SAIPRC, we hope to continue to refine these objec-
tives and identify additional initiatives to support them.

SAIPRC Marketing Working Group

Through SAIPRC, Amtrak has joined with state partners to create a working group with a goal of reviewing market
conditions, sharing marketing ideas and strategies, and collaboratively prioritizing the initiatives and recommen-
dations that will drive increases in revenue and ridership on state-supported routes. The group meets regularly
over conference calls and in person as part of SAIPRC.

College Outreach

The service line has begun approaching colleges and universities to better market rail transportation in order to
attract ridership from this increasingly important market segment. Success with this initiative will raise revenue
for the state partners, lower Amtrak’s reliance on federal subsidies and also give the future market an opportu-
nity to sample train travel in a positive manner.

SAIPRC / NGEC “514” Working Group

Working with the NGEC and SAIPRC, Amtrak and the states created the “514” Working Group (so named by add-
ing Sections 305 and 209 of PRIIA that were the basis for its creation). The “514” Working Group developed and
continues to update the Capital Investment Plan (CIP) for Amtrak rolling stock used by states in their services,
and is the forum where Amtrak and the states discuss issues related to this shared equipment.

SAIPRC Station Experience Analysis
Amtrak and the states have agreed to undertake a project to better articulate the goals of the passenger experi-
ence at Amtrak stations that serve state-supported routes.

Connectivity

We know passengers on state-supported routes don’t begin and end their journeys at our stations. In the short
term, we need to improve the tools we offer that show our passengers all the options for the transportation they
need on either end of their train trip, and work with states and other partners to increase the number of options.
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The success of the state-support-
ed services depend in large part

on a reliable funding stream from
our state partners. In many states,
annual operating and capital
funding is subject to annual state
appropriations. Amtrak recognizes
that states make tough choices to
fund their state-supported services,
and Amtrak will work with state
departments of transportation and
agencies to inform state legislatures
of the benefits of intercity passen-

ger rail.

Historically, the goals of every
individual state have not always
been aligned with the varied goals
of Amtrak. Through the business
plan process, the SSSL hopes to
better articulate its goals through-
out Amtrak and achieve improved
alignment across the organization.
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SWOT ANALYSIS

OPPORTUNITIES

New locomotives being
delivered in Central and
Western Region.

Improved on-time perfor-
mance, which also increases
connectivity options with
long distance and NEC trains.

Corridor trains provide con-
nectivity across the National
Network.

Many stations are well
located.

Growing metropolitan areas.

Knowledge transfer from long
term employees.

Productive and relaxing travel
time.

Many markets served have
limited travel options.

Increased services and
amenities to passengers
(e.g., WiFi).

State/agency partners value
Amtrak’s operating know-
how.

States may be unable to pay
in the future if the cost
structure keeps increasing

Some fully-allocated operat-
ing costs must be absorbed
by Amtrak.

Perception of conflicting
incentives in Section 209
pricing formula.

Labor costs.
Overhead costs.

Aging equipment on many
routes.

Continued issues with finan-
cial and operational record-
keeping result in continuing
questions from states about
costs and billing.

Limited subject matter
experts and remaining
interpretation differences on
Section 209.

Route expansions.

Build relationships with state
partners to develop opportu-
nities such as sponsorships/
advertising, etc.

Capturing millennials as
customers.

Increasing desired levels of
service on existing routes.

High speed rail capturing new
passenger segments.

Co-branding has potential to
increase revenue opportuni-
ties.

Lack of funding for long
distance trains would result
in many shared costs shifting
to states, which would be
difficult for them to fund.

Competition from other
operating vendors could
reduce business.

Curbside buses impact on
ridership and pricing.

Lack of federal funding and
support for infrastructure
investments.

Unfunded mandates.
Increasing input costs.

Other contractors could
provide better pricing.

Aging customer base with no
guarantee of replacement.

Continued decreased fuel
costs make driving affordable.

Page 12
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State-Supported Routes, FY 2017 - FY 2021

National Network (NN) Account

State Supported
FY 2017 FY 2018 FY 2019 FY 2020 FY 2021 5 Year Summary

Passenger Related Revenue
Ticket Revenue (Adjusted) 501,492 519,892 538,957 558,713 579,184
Charter/Special Trains 2,945 3,054 3,166 3,282 3,402
Food and Beverage 25,370 25,878 26,395 26,923 27,462

Contractual Contribution (Operating)
PRIIA 209 Operating Payments 242,667 247,520 252,471 257,520 262,671
PRIIA 212 Operating Payments - - - - -
Commuter Operations - - - - -
Reimbursable Contracts 549 517 528 538 549
Access Revenue - - - - -

Commercial Revenue (incl. Pipe/Wire, Real Estate, Parking) - - - -

All Other Revenue (incl. Insurance Revenue, Cobranded

Commissions, Adjustments to Bad Debt and Credit Card)

(2,715) (2,235) (2,339) (2,461)

Contractual Contribution (Capital)

PRIIA 209 Capital Payments 64,229 63,064 55,715 55,715 56,940
PRIIA 212 Capital Payments - - - - -
Sole Benefit - Partners - - - - -
Other State/Local Mutual Benefit 234,810 69,661 18,481 40,629 40,518
Financing Proceeds Applied 5,720 2,686 2,609 1,024 150
Other Capital and Special Grants (incl., state/local sources) 246 3,996 4,528 10,358 9,121

Federal Grants to Amtrak

Prior Year Carryover Capital Grant Funds 127,500 - -

Current Year FAST Sec 11101 Grants
Operating 69,891 66,137 63,103 60,812 58,428
Capital 243,018 283,778 294,625 322,137 350,809

Other Federal Grants (incl., FRA/OST, FTA, DHS) 5,636 625 131 - -

Service Line Mar 4,550 4,662 4,778 4,903 5,032
Train Operations 343,382 351,786 360,582 369,999 379,716
Equipment 172,884 177,115 181,544 186,284 191,177
Infrastructure 34,638 35,485 36,373 37,322 38,303
Stations 81,911 83,915 86,014 88,260 90,578
National Assets and Corporate Services 202,836 207,800 212,990 218,559 224,300

RRIF debt repayments
Other/New financing repayments

Service Line Mar
Train Operations 51,014 77,758 67,000 47,759 42,113
Equipment 130,909 101,340 91,982 95,030 97,409

Infrastructure 264,386 100,834 67,823
Stations 126,718 62,160 74,982
National Assets and Corporate Services 92,422 56,480 49,801

Legacy Debt Repayments 12,817

7,950 7,976
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EXECUTIVE SUMMARY

Amtrak’s long distance routes are the backbone
of our national rail system. They provide the only
passenger rail service to more than half the states
and stations in the Amtrak network, connecting
the nation’s major regions and preserving intercity
mobility for underserved communities and popu-
lations.

Long distance passenger rail is a vital and
necessary part of our national transpor-
tation system and economy.

The mission of Amtrak’s Long Distance Service
Line (LDSL), organized at Amtrak as Long Distance
Business Development within the Amtrak’s Mar-
keting & Business Development department, is
to deliver a quality travel experience in the most
cost-effective manner possible. The LDSL has craft-
ed a five year plan focusing on three key compo-
nents: optimizing operational efficiency; financial
improvement; and service delivery, all supported
on a strong safety and security platform. We are
facing increased competition in the marketplace
and the mandates of the FAST Act will challenge
us to become leaner while enhancing service and
growing ridership.

The LDSL has been the leader in creating the Op-
erating Rules Safe Behavior Inventory (ORBSI)
program to support behavioral-based safety and
is also actively working with union leadership to
improve the safety culture of the agreement work-
force.
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We remain committed to providing the best product possible to the communities
we serve while providing the hardworking men and women of the long distance
team the opportunity for a rewarding career.

FY16 PERFORMANCE HIGHLIGHTS

4.655 2.649 2255 1190 53%

MILLION BILLION REVENUE PER COST PER COST
RIDERSHIP PASSENGER AVAILABLE SEAT  AVAILABLE SEAT RECOVERY
MILES MILE (CENTS) MILE (CENTS) RATIO
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LONG DISTANCE RIDERSHIP GROWTH SINCE 2006
Without new services, frequencies,
or equipment

INTRODUCTION

Amtrak’s LDSL provides inter-
city rail passenger transportation
along routes 750 or more miles
between endpoints, as defined by
49 U.S.C. § 24102(7)(C). Our pri-
mary customers are intercity train
travelers along these routes and
the federal government. Long dis-
tance routes receive federal funds
via appropriation to the National
Network account.

Long distance routes are the foun-
dation for intercity passenger rail
service. These routes connect the
nation’s major regions to preserve
intercity mobility for underserved
communities and populations.
They are the backbone of Amtrak’s
network and provide the only pas-
senger rail service to half of the 46
states and nearly half of the over
500 stations served.

With Amtrak’s corporate objec-
tives and measures in mind, we
are focused on optimizing oper-
ational efficiency, and financial
and service delivery improvement
supported by a strong safety and
security platform.

Operating cost recovery for the
LDSL - approximately 53% in FY16
- is comparable to the average
farebox recovery for U.S. com-
muter railroads. In FY16, long dis-
tance trains covered 79% of direct
operating costs (excluding costs
for overhead and services shared
with other service lines). Although
passenger revenues cover the vast
majority of direct operating costs,
the economics of and consumer
demand for long distance train
service do not make it possible to
cover all operating expenses solely
with ticket and other revenues.

Long distance routes also require
significant  capital investment.
Most of our long distance pas-
senger car fleet equipment dates
from the early 1980s and will re-
quire overhaul or replacement
in the coming years. The bi-level
Superliner cars are the most heav-
ily used passenger equipment in
North America — the average car
travels an annual distance equal
to seven trips around the world.
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MARKET OVERVIEW

The LDSL is responsible for the revenue performance of Amtrak’s long distance routes
and works closely with the Operations units to manage costs and deliver quality ser-
vice. Approximately 15% of total Amtrak ridership comes from long distance trains,
along with 17 percent of Amtrak’s total revenue. Much of this ridership connects with
other trains in the Amtrak system, generating additional revenues for other routes.

LONG DISTANCE SERVICE SUMMARY

Train Name City Pairs Frequency
Sunset Limited Los Angeles-New Orleans 3x/week
Southwest Chief Chicago-Los Angeles Daily
California Zephyr Chicago-Oakland Daily
Empire Builder Chicago-Seattle/Portland Daily
Coast Starlight Los Angeles-Seattle Daily
Crescent New York-New Orleans Daily
Texas Eagle Chicago-San Antonio Daily
Chicago-Los Angeles 3x/week
Capitol Limited Chicago-Washington Daily
Lake Shore Limited Chicago-New York/Boston Daily
Cardinal Chicago-New York 3x/week
Auto Train Lorton-Sanford Daily
City of New Orleans Chicago-New Orleans Daily
Palmetto New York-Savannah Daily
Silver Star New York-Tampa-Miami Daily
Silver Meteor New York-Miami Daily
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CUSTOMER ANALYSIS

Our long distance customers travel for
a wide variety of reasons. While many
choose long distance trains for their lei-
sure travel, the majority of long distance
passengers are traveling on “purpose
trips” such as visits to family and friends.
Eighteen percent begin and/or end their
trips at stations in rural areas.

Through market surveys, the LDSL has
developed key customer profiles to tar-
get for increased ridership. As Amtrak
develops new market strategies, these
customer profiles help guide product
development.

e Although most Amtrak long dis-
tance customers are female, most
of the customer segment is split
equally by gender, with the excep-
tion of Traditional Enthusiasts and
Impassioned Critics, who strongly
skew female.

e Traditional Enthusiasts and Social
Explorers are the oldest of Amtrak’s
long distance customers, while As-
piring Transactors are the youngest.
The average age of Amtrak’s long
distance customers skews a bit old-
er (almost 50 years of age) than the
company’s average customer.
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LEGEND

AM = Affluent Maximizer - in early 50s and lives downtown with their spouse. Takes about 10 round trips a year by all modes, mostly for leisure, but is
more likely than others to travel for business.

TE = Traditional Enthusiasts — in late 50s. Takes fewest number of trips overall and the majority are for leisure. Overall, about one-third of trips are by
Amtrak while almost half are by car

SE = Social Explorers — late 50s, and are one of the oldest segments. Taking about 7 round trips per year, with about half being long distance.

AT — Aspiring Transactors - youngest of Amtrak’s customers, in their late 20s, and have a college education. Travel a lot (about 12 round trips a year).
While half of their trips are for leisure, they are more likely than others to travel for business.

IC — Impassioned Critics - early 40s with a good full-time job, a loving partner and two great kids. Take the most trips overall, particularly long distance
trips and primarily for leisure.
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COMPETITIVE ANALYSIS

There are many ways to travel between places on long distance routes. Depending on the origin, distance, and the destination, options can range from private vehicle, plane,
intercity bus and Amtrak. Each of these competitive modes has distinct advantages and disadvantages relative to traveling on an Amtrak long distance train.

+ PRO

Travelers can select their own departure time and can

have a form of local transportation at their destination.

- CON

Because most long distance travelers are making very
lengthy trips, travel by private vehicle takes consider-
able time and often requires overnight stops en route.
This makes for a long and arduous trip, particularly for
travelers who do not enjoy driving or are unable to
drive long distances.
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+ PRO

The faster speed of a plane is a clear advantage given
the time necessary to travel long distances by train.

- CON

Narrow seats and limited personal space compared to
Amtrak’s “no middle seat.” Airport security screening
experience is a clear disadvantage over train travel.
Most places served by long distance trains have limited
or no air service. Seeing America is much more enjoy-
able at eye level than at 30,000 feet!

+ PRO

Intercity bus is an option for those focused on an often
low cost method of transportation

- CON

Amtrak trains offer larger seats with more legroom,
sleeping accommodations and food service that make
long trips much more enjoyable.
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COMPETITIVE ADVANTAGE

While Amtrak may have a unique sta-
tus as an intercity passenger rail pro-
vider, Amtrak does not have a monop-
oly on intercity travel. Travelers have
many ways to move between cities
and Amtrak must provide a competi-
tive offering to attract passengers.

Many smaller communities on long
distance routes do not have access to
air travel. Amtrak’s long distance trains
stop at more than 62% of the 500 plus
Amtrak stations, providing the travel-
ling public in rural America with con-
nectivity to major urban areas and our
nationwide route network.

Amtrak’s long distance routes offer
the one true option leisure travelers
have to make the journey itself part
of the travel experience. These trains
allow customers to see the country’s
varied and scenic landscapes without
distraction. These trains connect the
East with the West, they transport ru-
ral and metropolitan passengers, and
are a primary travel option to many
national landmarks and attractions,
including our national parks.
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Amtrak’s long distance trains stop at more than 62% of the 500+ stations
throughout our national system, offering the travelling public in rural
America one of the few options available to connect to major urban areas.
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Consumer benefit:

Value proposition:
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Comfortable

Spacious, comfortable
seats

No middle seat
Generous legroom

Get up and move
around (whenever you
like) en-route

Sleeping accommoda-
tions

Café car and dining car
(get food whenever you
want)

No pressurized cabin
(which contributes to
jet lag)

Hassle-free
(dependable)

Choose any seat

No baggage hassles
(gate checking; carry-on
sizers; liquids restric-
tions, etc.)

Spacious overhead
compartments

Arrive just minutes
before departure.

Free from long highway
drives

Safety (safe arrival at
destination; safe travel
environment)

Convenient/
flexible

No change fees (we
know your plans
change)

Arrive downtown / free
from long commutes to
city centers

Eco-friendly

Keep life going

No "airplane mode"
Your own power outlet

Free Wi-Fi on many
routes

Use your phone as
much as you like

Usable time

No change fees

First four bags are free
Avoid additional costs
of driving: parking, tolls,
gas

Saver Fares (book 14
days in advance)

Senior fares, kids ride
half price, student
discount
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OBJECTIVES AND MEASURES

OBIJECTIVE 1 OBIJECTIVE 2 OBIJECTIVE 3 OBIJECTIVE 4 OBJECTIVE 5
Equipment rightsizing Train operations efficiency Adjust schedules for Improve customer service Continuously improve
equipment optimization. our culture of safety and
security.
DEFINITION Right-size train consists to Implement terminal oper- Modify schedules and eval- | Invest resources cost-effec- | Implement training and
run the optimal number of | ation efficiency improve- uate potential run-throughs | tively in the most important | safety review practices.
cars on all routes to maxi- ments. between routes to reduce aspects of the customer ex-
mize revenue and minimize equipment requirements. perience to maintain a loyal,
expenses, including food long-term customer base.
and beverage expenses
by aggressively adjusting
capacity, staffing, and fare
structures to meet market
demand across all seasons.
MEASURE e  Cost recovery ratio e Route operating profit/ | e Greater equipment e lLongdistance custom- | e  Passenger injuries per
(loss) availability on high- er praise to complaint 100 million passenger
e |Initial terminal er-demand routes ratio miles
performance e  eCSl score for LDSL e  QOperating rule violation
e Key eCSl attribute e Increase in non-NEC ratio
scores state resident Amtrak
Guest Rewards mem-
bers
MEETS CORPORATE e Organizational efficien- | e Organizational efficien- | e Organizational efficien- | ¢ Organizational efficien- | ¢ Safety
OBJECTIVES cy and effectiveness cy and effectiveness cy and effectiveness cy and effectiveness e Training
e Improved productand |[e Innovation e Innovation e Improved product and
customer experience customer experience
e Innovation
SUPPORTS CORPORATE | * Increase ridership e Reduce operating loss e Increase ridership e Reduce operating loss e Reduction in reportable
MEASURES (TARGETS) 2% annually to $150 million in 2% annually to $150 million in injury rate to 1.75 per
e Increase revenue 3 years. e Increase revenue 3 years. 200,000 hours
4% annually 4% annually e Increase ridership
e Reduce operating loss e Reduce operating loss 2% annually
to $150 million in to $150 million in e Increase revenue
3 years 3 years 4% annually
e eCSlscore 85%+
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INITIATIVES AND PILOT PROGRAMS

I | | | | | L |
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LONG DISTANCE GREENFIELD

FY17-FY18

Define, design, and market the
long distance passenger experience
with new or upgraded products and
offerings.

P42 LIFE EXTENSION

FY18

Overhaul and upgrade P42 locomo-
tives used on long distance trains,
which average 20 years of age, to
extend service life.

BUSINESS CLASS EXPANSION
FY19 - FY20

Enhance coach experience by adding
business class on additional selected
long distance trains by the end of
FY20.

PACIFIC PARLOR CAR

REPLACEMENT
FY20-FY21

Modifiy five Cross Country Café cars
to replace 60-year old Pacific Parlor
Cars on the Coast Starlight. Alterna-
tive of overhauling existing cars will
be evaluated.
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ENVIRONMENTAL FACTORS

External
Positive Train Control Implementation

Federal law requires installation of Pos-
itive Train Control (PTC), an enhanced
train movement control system that pre-
vents collisions and excessive speeds, on
most rail lines over which long distance
trains operate by 2020. Implementa-
tion of PTC, which will enhance safety,
requires close collaboration with host
railroads and Amtrak’s Mechanical and
Engineering departments, and additional
expenditures to install equipment on lo-
comotives and for installation of PTC on
rail lines on which Amtrak is responsible
for such costs.

On Time Performance

On-time-performance (OTP) remains a
challenge primarily due to freight train
interference.

Internal
Employee Engagement, and Retention

The LDSL can only be successful if all em-
ployees, both agreement covered and
non-agreement management employ-
ees, are committed to a shared vision
and expectations for service delivery.
Ongoing training and development op-
portunities are critical to growing a mo-
tivated, engaged workforce able to meet
financial objectives and anticipate cus-
tomer needs. Continuing customer ser-
vice training and leadership development
training underscore these goals.

Workforce Evolution Risk Management

Opportunity for productive change al-
ways comes with the evolution of the
work force, but this also may increase
the risk of mistakes, major safety inci-
dents and reduced productivity. It is
imperative that we mitigate these risks
with initiatives to drive safety and oper-
ational excellence. The LDSL will increase
the number of employees with Six Sigma
greenbelt certification® via the Lean En-
terprise Solutions organization, and vig-
orously pursue the benefits that come
with implementing lean enterprise solu-

L Employees who spend some of their time on process improvement teams. They analyze and solve quality problems, and are involved with Six Sigma, lean or other quality improvement projects.
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STRATEGIC ISSUES

Network Expansion

Amtrak’s long distance route network does not serve many areas of the country that would
benefit from Amtrak service. There is strong support among many elected officials and other
stakeholders for expanded and increased long distance service, including restoration of ser-
vice in the Gulf Coast Region between New Orleans and Florida and daily operation of the
New York-Washington-Chicago Cardinal. Amtrak supports smart expansion of long distance
service, which would require additional federal and state funding for capital costs and ongo-
ing operating costs not covered by passenger revenues.

Technology Upgrades

EPIC, a multi-year effort to deliver a new travel solution engine where each customer interac-
tion becomes a seamless extension of their previous interaction, enabling customers to per-
form actions such as product comparison, product research, and application of promotions
and loyalty points across one platform.

Federal Funding Policy

Federal funding for long distance services should be provided through a contract for services
under which the federal government pays Amtrak a fixed price, preferably under a long term
agreement, to operate long distance routes, just as it pays contractors to build military equip-
ment and provide technology services. Instead of the current arrangement under which the
federal government partially subsidizes Amtrak’s costs for these services, they should be
treated like any other federally contracted services, and funds received from the government
should be treated as revenue from a customer — not a subsidy from a public entity.

Talent Management

The LDSL must develop, acquire, and retain talent that will deliver on our mission. Our em-
ployees are our foundation for success; they work every day to fulfill the mission, strategy,
and promise of Amtrak. However, the job market has shifted dramatically over the past five
years, going from employer-centric to almost entirely candidate-centric. Attracting top talent
is a significant challenge as we struggle to retain current employees, as well as quickly fill
vacancies.
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OPPORTUNITIES

High load factors.
Growing ridership.

National connected network
with large station matrix.

Unique product and experi-
ence.

Reaches destinations with
few other travel choices.

Serves most major metropoli-
tan areas including the fastest
growing.

Ability to carry lots of
baggage.

Safe operations.

Moving to business line

structure with route account-
ability.

Long-serving employees have
institutional memory and
strong skill sets.

Significant federal funding
required for operating losses
Revenues far below fully
allocated operating costs.

Fuel and labor costs.

Expensive food service
model.

Inconsistent product quality.

Customer service sometimes
falls short.

On-time performance is not
always adequate.

Diffuse accountability for
performance.

Company culture not P&L
focused.

Defray fixed costs through
growing state services that
share the base of operations.

Business and university
partnerships.

Feeder services.
Add value from up-selling.

Shrinking air and bus compe-
tition in rural areas and small
cities.

Increased hassle and cost to
fly.

Marketing partnerships
with destinations or travel
vendors.

Targeted internet marketing.

Implement food and bever-
age savings initiatives.

Lack of sufficient, consistent
federal funding and support.

Changing demographics could
reduce demand.

Potential track downgrading
on the Southwest Chief route.

Unfunded mandates
(e.g., ADA, PTC).
Security / Terrorism incidents.

Host Railroad agreement
renegotiation.

Growing freight train traffic
on some lines.

Fares in some markets can
be undercut by curbside bus
carriers.

Curbside buses can also offer
greater frequency between
some city pairs.

Equipment is increasingly
dated.
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Long Distance, FY 2017 - FY 2021

National Network (NN) Account

Long Distance
FY 2017 FY 2018 FY 2019 FY 2020 FY 2021 5 Year Summary

Passenger Related Revenue
Ticket Revenue (Adjusted) 422,831 430,366 445,646 461,245 477,357
Charter/Special Trains - - - - -
Food and Beverage 68,128 69,490 70,880 72,298 73,744

Contractual Contribution (Operating)
PRIIA 209 Operating Payments - - -
PRIIA 212 Operating Payments - - - - -
Commuter Operations - - - - -
Reimbursable Contracts 189 178 182 185 189
Access Revenue - - - - -

Commercial Revenue (incl. Pipe/Wire, Real Estate, Parking) - - - -

All Other Revenue (incl. Insurance Revenue, Cobranded

Commissions, Adjustments to Bad Debt and Credit Card) (3,594) (3,216) (3,338) (3.477)

-1

Contractual Contribution (Capital)

PRIIA 209 Capital Payments - - -
PRIIA 212 Capital Payments - - - - -

Sole Benefit - Partners - - - - -
Other State/Local Mutual Benefit 16,692 14,441 11,090 26,491 25,353

Financing Proceeds Applied 3,070 943 2,056
Other Capital and Special Grants (incl., state/local sources) 222 26,275 15,855

Federal Grants to Amtrak

Prior Year Carryover Capital Grant Funds 153,394 - -

Current Year FAST Sec 11101 Grants
Operating 605,897 590,782 601,487 612,607 624,143
Capital 211,396 245,657 307,918 306,431 283,763

Other Federal Grants (incl., FRA/OST, FTA, DHS) 8,599 2,102 2,629 1,924 2,352

- r | [ ] ]
Service Line Management 3,138 3,215 3,295 3,381 3,470
Train Operations 503,172 515,487 528,377 542,175 556,415
Equipment 220,773 226,176 231,832 237,886 244,134
Infrastructure 14,138 14,484 14,847 15,234 15,634
Stations 67,381 69,031 70,757 72,604 74,511
National Assets and Corporate Services 250,861 257,000 263,427 270,306 277,405

RRIF debt repayments 2,207 2,322 1,271
Other/New financing repayments

Service Line Management
Train Operations 17,259 21,037 23,980 16,667 11,508
Equipment 234,908 142,739 158,100 142,870 136,150
Infrastructure 45,680 41,135 92,648 97,794 98,236
Stations 27,727 18,008 25,022 58,098 50,671
National Assets and Corporate Services 60,247 31,759 28,385 21,806 16,967

Legacy Debt Repayments 34,494 30,861 30,318

27,295 22,221
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INTRODUCTION

The Infrastructure Access Service Line (IASL) consists of business activities involving
the planning, development, management, and provision of access to users of Am-
trak-owned or controlled infrastructure. Its primary customers are commuter and
freight railroads and others that seek to make use of and improve Amtrak’s infrastruc-
ture and fixed assets.

IASL primarily provides infrastructure access to commuter authorities and freight rail-
roads in the Boston-to-Washington Northeast Corridor (NEC), but also provides infra-
structure access on Amtrak-owned/operated lines elsewhere on Amtrak’s National
Network. Under the FAST Act’s account structure, IASL’s financial sources and uses are
assigned between the NEC Account and the National Network Account. Its principal
financial sources include operating and capital cost payments by NEC users pursuant
to agreements governed by the Northeast Corridor Commuter and Intercity Rail Cost
Allocation Policy developed by the NEC Commission, and federal appropriations to the
NEC Account.

The NEC Commission, established by Section 212 of PRIIA (Section 212), is composed
of members from Amtrak, the U.S. Department of Transportation, and the eight North-
east states and the District of Columbia. IASL works with the NEC Commission, and oth-
er key stakeholders such as commuter rail authorities and freight railroads, to carry out
its mission. Amtrak has been informed by its NEC Commission membership in develop-
ing the plan set forth herein. A critical next step for development of FY18-FY22 plans
is working with the Commission to integrate service line plans into the Commission’s
planning timeline as discussed during this year’s consultation process.

IASL’s fundamental responsibilities are meeting customer expectations related to their
use of Amtrak assets, generating and growing revenue from such use, and driving ap-
propriate investments to renew, rebuild, and enhance Amtrak infrastructure to meet
present and future service needs. Its success depends upon robust asset and work
management practices and capital planning, and project delivery processes to reliably
provide its customers with the infrastructure needed to run their services.

Page 2

SERVICE LINE MISSION

Efficiently plan, develop, provide,
and manage Amtrak’s fixed assets.

As Amtrak develops asset line plans in the coming years to meet the requirements of
49 U.S.C. § 24320(c), many issues addressed in this document will be covered in greater
detail in the Infrastructure Asset Line Plan.

IASL performs a variety of functions, including:

e Corridor Relationship Management and Coordination: Serving as point of contact
for major capital projects involving internal and external stakeholders and manag-
ing contractual agreements related to access and other project and force account
agreements. Contributes to the company through relationship management and
coordination, which requires extensive communication with various stakeholders
through regular outreach sessions and negotiations with federal, state, and local
governments.

e Infrastructure Planning: Coordinating planning for Amtrak infrastructure for both
existing and new services. Long-term infrastructure planning is a complex respon-
sibility that requires widespread communication with stakeholders, extensive at-
tention to resource allocation, integrating intercity commuter and freight service
plans, and strategic planning for improved or expanded services.

e  Capital Program Management: Developing and managing, (i.e., monitoring, re-
porting and adjusting) both annual and five year infrastructure capital plans in or-
der to maintain Amtrak assets in a state of good repair and move the forward to
meet expanded service, reliability, frequency, and trip time improvements.
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MARKET OVERVIEW:
THE NORTHEAST CORRIDOR

Amtrak’s right-of-way infrastructure assets are primarily located in the Northeast. Am-
trak owns 363 miles of the right-of-way of the NEC main line between Washington, DC,
and New Rochelle, NY, and between New Haven, CT, and the Rhode Island-Massachu-
setts border. Amtrak acquired these portions of the NEC, along with the branch lines to
Springfield, Mass. (Springfield Line) and Harrisburg, Pa. (Keystone Corridor) pursuant to
the Railroad Revitalization and Regulatory Reform Act of 1976, along with interests pre-
viously held by Penn Central Transportation Co. (Penn Central) in passenger rail yards
and stations. For example, Sunnyside Yard in Queens, New York, was conveyed to Am-
trak, but only the interests retained by Penn Central in New York Penn Station below an
air rights plane were conveyed.

The branch lines are part of the NEC in several contexts, including being subject to
capital planning and cost allocation provisions of Section 11306 of FAST and Section
212, codified at 49 U.S.C. § 24904 and § 24905. Some statutory and other definitions of
the NEC also include the New York, NY-Albany, NY line (Hudson Line) and Washington,
DC-Richmond, VA line. However, for purposes of accounting and preparation of Amtrak
business plans, FAST defines the NEC as the Washington-Boston main line, and the
branch lines as part of the National Network.
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On the NEC main line, Amtrak provides infrastructure access for nine commuter ser-
vices provided by seven commuter railroads:

e Massachusetts Bay Transportation Authority (MBTA) for operation between the
Rhode Island/Massachusetts State Line and Providence, RI, and between Provi-
dence and Wickford Jct., Rl under contract with the Rhode Island Department of
Transportation

e Shore Line East commuter rail service between New London, CT and New Haven,
CT by Connecticut Department of Transportation

e Long Island Rail Road between Harold Interlocking (Queens), NY and New York
Penn Station

e New Jersey Transit (NJT) between New York Penn Station and Trenton, NJ,
and from Frankford Jct., PA to Philadelphia, PA

e Southeastern Pennsylvania Transportation Authority (SEPTA) between Trenton,
NJ and Newark, DE; service within Delaware is provided under contract with the
Delaware Department of Transportation

e Maryland Area Regional Commuter (MARC) between Perryville, MD and
Washington, DC

e  Virginia Railway Express (VRE) between Washington Union Station and Virginia
Avenue in Washington, DC.

These commuter railroads depend upon Amtrak, the infrastructure manager, to main-
tain infrastructure and ensure reliable operations for their services.

Amtrak also dispatches and maintains the Massachusetts-owned NEC territory per
agreements with the MBTA which have been in place since 1987; negotiations are un-
derway to extend that relationship through September 30, 2021. Metro-North owns
and operates the portion of the NEC main line between New Haven, CT and New Ro-
chelle, NY that is owned by the Connecticut Department of Transportation and New
York Metropolitan Transportation Authority (MTA).

Their territories of the NEC commuter railroads are shown in the map on the following
page.
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MARKET OVERVIEW

The Northeast Corridor (Continued)

More than 260 million passenger trips are made on the NEC main
line and branches each year. 17.1 million trips annually are made
by Amtrak passengers. The balance are made on services oper-
ated by the NEC’s eight commuter railroads. On a daily basis, ap-
proximately 750,000 trips are made on the NEC - either on Amtrak
or one of the commuter railroads.

In the context of such heavy daily use and its reliance on aging
infrastructure, much of the NEC is approaching the limits of its
capacity and at the same time is in need of rehabilitation. Many
rail assets are in need of redesign and replacement to provide the
capacity needed for a growing population and economy, and to
continue to provide safe, reliable, and convenient high speed rail
service into the next century and beyond.

The recent events at Penn Station have underscored the need
for increased collaboration among Amtrak and the station’s com-
muter railroads - NJT and LIRR - and for acceleration of already
planned track renewal work. Amtrak is coordinating with NJT and
LIRR on temporary service reductions to provide longer track out-
ages for expedited completion of this work, and has assembled
a Safety and Security Task force and proposed development of a
Joint Station Concourse Operations center to improve the station’s
concourse levels and enhance passenger safety and security. We
are also developing a solicitation for a best-in-class building man-
ager to handle building operations within Amtrak’s space. Com-
pletion of currently underway construction of the Moynihan Train
Hall will allow Amtrak to relocate ticketing, passenger waiting and
baggage functions to the Moynihan Building, the former Farley
Post Office across the street from Penn Station, enabling the re-
development of Penn Station’s main concourse currently shared
by Amtrak and NJT passengers. Amtrak plans to create a new con-
course development entity that will seek private sector partners
to handle concourse operations, maintenance and improvements,
and is inviting NJT and LIRR to join in this initiative.
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MAP OF THE
NORTHEAST CORRIDOR:

The Northeast Corridor has the busiest
and most complex operations of any rail
corridor in the western hemisphere.
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MARKET OVERVIEW

MARKET OVERVIEW:
THE NATIONAL NETWORK

Amtrak owns the 104-mile Keystone Corridor from
Philadelphia, PA to Harrisburg, PA and the 60-mile
Springfield Line from New Haven CT to Springfield,
MA, and has a long-term lease with CSX for the Hud-
son Line between Poughkeepsie, NY and Schenecta-
dy, NY (and owns outright two short segments of the
Hudson Line in New York City and the Schenectady
area).

In the Midwest, Amtrak owns 95 miles of right-of-way
and infrastructure between Porter, IN and Kalamazoo,
MI (Michigan Line), and Chicago Union Station and ad-
jacent trackage. Chicago Union Station is the hub of
Amtrak’s National Network.

Amtrak owns three heavy maintenance facilities and
other smaller maintenance facilities.

Outside of the NEC main line, Amtrak provides infra-
structure access to eight freight railroads and the fol-
lowing commuter rail agencies:

e  SEPTA for operation on the Keystone Corridor
between Philadelphia and Thorndale, PA

e Connecticut Department of Transportation for
planned CTrail service on the Springfield Line

e Metra for access to Chicago Union Station and
adjacent terminal trackage
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CUSTOMER ANALYSIS

IASL’s primary external customers are commuter and freight railroads. It also provides services for the three Amtrak train service lines: NEC Intercity Operations, State-Support-
ed Routes and Long Distance, which have different service and infrastructure requirements than external partners. Ultimately, IASL's customers are the Amtrak and commuter
rail passengers, and freight shippers, who depend upon ISAL to provide reliable and safe infrastructure and services for their trips and shipments. Other institutional customers
include third parties such as states and localities that seek to use Amtrak’s infrastructure or engage in capital projects or other activities that affect Amtrak’s infrastructure tem-
porarily or over an extended period.
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COMPETITION AND COMPETITIVE ADVANTAGE

As a provider of access to passenger and freight railroad operators,
IASLs role is to optimize and enhance the competitiveness of Amtrak,
commuter and freight rail services that rely upon Amtrak infrastruc-
ture.

The NEC — Amtrak’s primary infrastructure asset — has geographic ad-
vantages stemming from its location in a growing region that accounts
for a significant share of U.S. commercial activity, as well as competi-
tive advantages created by its high volume, high speed main line serv-
ing central business districts and ports that enables NEC rail operators
to exploit the advantages rail transportation offers compared to other
modes.

The number of passenger trips on the NEC is projected to reach over
a half billion — almost twice as many as today -- by 2040. As the popu-
larity of rail travel soars, Amtrak and our NEC partners are challenged
to ensure that the NEC can meet the demand for new capacity on this
critical infrastructure asset, portions of which date back a century, and
continue to deliver safe, reliable and convenient service.

Amtrak’s primary competition as an infrastructure provider is with
other modes and providers of infrastructure — auto, bus, and truck
travel on highways, and air travel and airports, depending on the mar-
ket served. Compared to other modes of transportation, passenger
and freight rail transportation offer benefits of energy efficiency, lower
greenhouse gas emissions, quick access to city centers, and travel time
savings. Safety and reliability are also critical factors to Amtrak’s suc-
cess as a provider of infrastructure access. The accompanying graph
illustrates that Amtrak and commuter rail are energy efficient choices,
consuming fewer resources than other modes on a per passenger ba-
sis.
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KEY STRATEGIC ISSUES

Asset condition and capacity

e As illustrated by the critical infrastructure issues
at New York Penn Station, deteriorated asset con-
ditions and inadequate track, station and tunnel
capacity threaten current performance and future
growth.

e The NEC State of Good Repair (SOGR) backlog is $38
billion.

e Due primarily to growth in commuter rail opera-
tions, many of the most critical Amtrak-owned NEC
infrastructure assets — particularly New York Penn
Station and the adjacent Hudson River Tunnels,
and Washington Union Station -- have grossly inad-
equate capacity to handle current levels of trains
and passengers, let alone future growth.

e Amtrak’s premier National Network asset, Chicago
Union Station, has also experienced large increases
in passengers and commuter trains that have pro-
duced severe overcrowding, and requires substan-
tial investment to increase station and track capac-
ity and fulfill its potential to become a world-class
transportation facility.

Available funding

e No reliable, dedicated federal funding is available
to address SOGR backlog and improvements; only
small discretionary competitive grant programs.

e The Baseline Capital Charge (BCC) all NEC passen-
ger rail operators are required to pay does not fully
fund normalized replacement of basic infrastruc-
ture.

e Additional state/commuter agency funding will also
be needed to advance joint benefit projects beyond
normalized replacement funded with BCCs.
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Managing shared assets

e Different needs for different users (e.g., commuter
trains are slower and stop frequently) make sched-
uling difficult, and deadhead positioning moves of
empty commuter trains consume valuable capacity
(e.g. NJT to/from Sunnyside Yard), as do mid-day
train storage needs for commuter railroads (e.g.,
MARC and VRE in Washington Terminal).

e Major stations (e.g., Chicago Union Station) are pri-
marily used by commuters.

e Many station assets are owned or controlled by
others and such owners may have broader interests
than serving Amtrak (and in some cases commuter
rail) passengers. A few examples: (1) Washington
Union Station is owned by Union Station Redevel-
opment Corporation, and other users include Met-
ro passengers, public and private bus passengers,
retail, and office space. (2) At Penn Station New
York, LIRR, Amtrak, and NJT each control different
areas, and some areas have shared control. (3)
Shared use stations in New Jersey are generally
owned by NJT, though Amtrak remains responsible
for track maintenance and in some cases station
platforms.

e Challenges in managing and displaying information
in a useful format make it difficult to link capital
planning with service goals.

Resource availability, including track time and trained

workforce

e Retaining a qualified workforce is a challenge.

e Specialized equipment or materials can take a long
time to procure.

e Available time for infrastructure maintenance, re-
newal and improvement must be balanced against
the needs of existing services.

Opposition to any temporary service curtailments

Elected officials and commuters generally oppose any
temporary service curtailments. Performing mainte-
nance, recapitalization, and improvement activities
without affecting service is a balancing act. Working in
between trains makes such work more expensive and
time-consuming compared to modifying schedules or
curtailing service to provide extended track outages.

Governance

Intercity and commuter rail are governed by different
statutory, regulatory and funding schemes overseen by
different federal agencies: FRA and the Federal Transit
Administration (FTA). This means there is not a single
process or point of contact at the federal level when
projects involving multiple participants are proposed.
This fragmented approach makes it challenging to im-
plement jointly funded projects. The NEC Commission
has identified in its reports the numerous intercity/com-
muter regulatory conflicts relating to grant agreement
(“flowdown”) provisions, Buy America requirements,
environmental review of projects, labor regulations and
disaster relief. Through Amtrak’s Commission member-
ship, the IASL is engaged with the Commission’s work
to harmonize these federal requirements which, al-
though also impacting Amtrak’s National Network, have
the greatest effect in the NEC given its proliferation of
shared Amtrak/commuter infrastructure and opera-
tions.
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OBJECTIVES AND MEASURES

OBJECTIVE 1

Provide Safe and Reliable Infra-

structure for Train Services

OBJECTIVE 2

Obtain funding and
financing for infrastructure
investment

OBIJECTIVE 3
Manage implementation of
agreements and
adherence to the cost
allocation policy.

OBIJECTIVE 4
Improve Planning and
Project Delivery

OBJECTIVE 5
Improve Network
Performance

o eCSl score 85%+

DEFINITION Perform ongoing maintenance, | Obtain necessary federal, state, | Ensure agreements with Coordinate with partners to de- | Evaluate infrastructure use to
recapitalization, and improve- and local funding to invest in partners reflect Amtrak’s fair velop infrastructure plans that identify scheduling, dispatch-
ment activities necessary to key Amtrak assets and advance | share of costs. Ensure Amtrak’s | are goal-driven and achievable, | ing, and other operational
ensure Amtrak infrastructure partnerships to invest in Amtrak | internal policies and procedures | and linked to the capital budget | improvements to use the ex-
supports safe and reliable assets. Develop projects and are consistent with individual development. Manage changes | isting capacity more efficiently.
operations while managing programs to attract resources. agreements and, where applica- | to capital plans and budgets, Identify capacity improvement
any necessary modifications to ble, the cost allocation policy. and communicate progress opportunities which could im-
scheduled Amtrak, commuter, on capital program delivery prove reliability, trip times, ride
and freight train services. to funding partners and other quality and overall passenger

stakeholders. experience for existing service
levels.

MEASURE e  Train delays and cancella- e  Sincrease in investment e % of normalized replace- e Adherence to scope, e  Improved on-time

tions due to infrastructure capital available to Amtrak. ment for NEC basic infra- schedule, budget against performance (OTP)
issues, such as infrastruc- e  Discretionary grants structure through BCCs asset and capital plans e Ridership and revenue
ture failures, scheduled or obtained e  Signed agreements for e Partnership Satisfaction generated
unscheduled work. matching funds from com- Index e  Additional revenue trains
e Partner Satisfaction Index muter agencies as required added
e Customer Satisfaction by PRIIA 212 for SOGR e Train delays due to sched-
Index backlog, improvements, uling or dispatching issues
and major programs and such as train interference
projects
e  Reducing overdue
accounts receivable
e Partnership Satisfaction
Index
MEETS CORPORATE |+  Safety e Organizational efficiency e Organizational efficiency e  Organizational efficiency e Safety
OBIJECTIVES e  Organizational efficiency and effectiveness and effectiveness and effectiveness e Organizational efficiency
and effectiveness e Innovation e Improved product and e Improved product and and effectiveness
e Improved product and e Improved product and customer experience customer experience e Innovation
customer experience customer experience e Innovation e Improved product and
customer experience

SUPPORTS e Increase ridership e Increase ridership ® Increase revenue e Increase ridership e Increase ridership

CORPORATE 2% annually 2% annually 4% annually 2% annually 2% annually

MEASURES e Increase revenue e Increase revenue e Increase revenue e Increase revenue

(TARGETS) 4% annually 4% annually 4% annually 4% annually

o eCSl score 85%+
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INITIATIVES: INFRASTRUCTURE DEVELOPMENT
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Amtrak leadership has identified the following infrastructure initiatives as top priorities for the company
with a three-year target to have funding commitments in place (FY17-FY19).

GATEWAY PROGRAM DEVELOPMENT

The Gateway Program is Amtrak’s highest infrastructure investment
priority, focused on rail service preservation and expansion on the
busiest stretch of the NEC between Newark, New Jersey and the
heart of the corridor, New York Penn Station. Critical structures
more than a century old and in distressed condition must be re-
placed and infrastructure to support doubling capacity must be
built.

The recent derailments due to infrastructure failures at Penn Sta-
tion have disrupted regional travel and have only highlighted the
acute need for the Gateway Program to ensure viability of NEC op-
erations. Approximately 200,000 daily commuter and intercity trips
between Penn Station, New York and points west and south are
at risk without committed action and investment. This risk in turn
impacts the New York-New Jersey regional transportation network
and the national economy Apart from the immediate maintenance
and rehabilitation program announced on April 27, 2017, accelerat-
ing the Gateway Program is paramount to the region’s future.

In the last year, the Gateway Program has taken major steps for-
ward with the creation of the Gateway Program Development
Corporation, an independent corporation led by a bi-state-Federal
partnership to fund, finance, and deliver the program. Major com-
mitments by federal and state officials of funding toward the two
projects comprising Gateway Phase 1, Portal North Bridge and the
Hudson Tunnel Project, have been secured, and the Environmental
Impact Statement for the Hudson Tunnel Project has enjoyed rapid
progress on an aggressive, expedited schedule.
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The program of projects will replace single points of failure and bring aging infrastructure to
a state of good repair. Key elements include construction of a new Hudson River Tunnel con-
necting to an expanded Penn Station, New York, rehabilitation of the existing tunnel under

the Hudson River, which has been in service for over a century and was seriously damaged
by Super Storm Sandy, as well as the replacement of the century-old Portal Bridge over the
Hackensack River in New Jersey, and other track expansion and bridge projects in New Jersey.
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(The Gateway Program Continued)

The Gateway Program projects will replace single points of failure and bring
aging infrastructure to a state of good repair. Key elements include construc-
tion of a new Hudson River Tunnel connecting to an expanded New York
Penn Station, rehabilitation of the existing North River Tunnel under the
Hudson River, which has been in service for over a century and was seriously
damaged by Super Storm Sandy, as well as the replacement of the centu-
ry-old Portal Bridge over the Hackensack River in New Jersey and other track
expansion and bridge projects in New Jersey.

InJune 2016, the two Phase 1 projects of the Gateway Program, Portal North
Bridge and the Hudson Tunnel Project, took the first step toward qualifying
for major USDOT funding as they entered the first phase (Project Develop-
ment) of the Capital Investment Grant program. The Hudson Tunnel Proj-
ect is now going through an expedited Federal environmental review and
preliminary engineering, funded jointly by Amtrak and the Port Authority
of New York and New Jersey. A Record of Decision (ROD) and preliminary
engineering are expected to be completed in March 2018. The Portal North
Bridge project is fully designed and permitted and submitted a Core Capacity
rating package to FTA for evaluation in late 2016. Early work construction
on Portal North Bridge will begin in 2017. If fully funded, the project can be
completed by 2024, resulting in a high-level fixed span delivering a safer,
more reliable experience for the 200,000 intercity and commuter passenger
trips that rely on it daily.

Additional elements of the Gateway Program are reliant on continued feder-
al funding to advance through design, environmental review, and construc-
tion. Near term projects include design of the replacement of the Sawtooth
Bridges near Harrison, New Jersey, and initiation of the environmental im-
pact statement for Penn Station expansion in Manhattan.

A formal Benefit Cost Analysis of the

Gateway Program recently determined that every dollar
spent returns nearly four dollars in the region.
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75%

REDUCTION IN
RAIL CAPACITY

if one tube of the
North River Tunnel
is closed prior to
construction of a
new tunnel.
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BALTIMORE & POTOMAC (B&P) TUNNEL

Built just after the Civil War in 1873, the B&P Tunnel is
one of the oldest infrastructure assets along the NEC.
The tunnel is critical to Amtrak, MARC commuter and
local Norfolk Southern Railway (NS) freight operations
that support states throughout the region. It is a pri-
mary chokepoint along the NEC as train volume is
constricted and the tunnel’s tight curvature requires
trains to reduce speeds to 30 mph. These limitations
have impeded overall efforts to improve capacity and
trip times along the NEC. The tunnels require replace-
ment to maintain NEC services. With growing ridership
demand, replacement of the tunnel is all the more crit-
ical.

In 2010, Maryland Department of Transportation
(MDOT) was awarded $60 million in funds provided by
the High-Speed and Intercity Passenger Rail Program
(HSIPR) included in the American Recovery and Rein-
vestment Act of 2009 for preliminary engineering and
environmental review. FRA and MDOT have managed
the environmental impact statement process, while
Amtrak is managing the project engineering as the in-
frastructure owner. The record of decision was released
March 2017.

Funding has not been identified to complete final de-
sign and undertake construction of the project. Obtain-
ing a funding commitment and advancing the project
over the next three years is critical for Amtrak’s and the
NEC’s future.
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Northeast Regional passing through the B&P Tunnel

Acela Express crossing the Susquehanna River.

SUSQUEHANNA RIVER RAIL BRIDGE

Another project identified by Amtrak leadership as a
top priority for a funding and financing commitment
is replacement of the Susquehanna River Rail Bridge.
This 111-year old, two-track bridge connects Havre de
Grace and Perryville, MD, and is used by Amtrak, MARC
and NS. As the longest moveable bridge on the NEC,
the bridge is a critical and fragile link, and needs to
be replaced with a new structure to maintain NEC rail
services.

This project will also provide future improvements to
capacity, trip time, and safety for commuter, freight,
and intercity passenger rail services on the NEC, con-
sistent with State and Amtrak plans, and could also im-
prove the navigation channel for marine users.

MDOT received an award of $22 million through a co-
operative agreement between FRA and MDOT for the
preliminary engineering and environmental phases of
the Susquehanna River Rail Bridge Project. FRA, MDOT,
the Maryland Transit Administration and Amtrak are
working together to study various alternatives to im-
prove this rail crossing along the heavily traveled NEC.
The project study began in 2013 with the preliminary
engineering and the National Environmental Policy Act
(NEPA) process to be completed in 2017.
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INITIATIVES TIMELINE

SLOT FEE STRUCTURE
FY17-FY18

CHICAGO UNION STATION AGREEMENT WITH METRA
FY17-FY19

ASSET MANAGEMENT
FY17-FY19

SAFETY IMPROVEMENTS
FY17-FY21

BUILDING PARTNERSHIPS
FY17-FY21

PROJECT MANAGEMENT ORGANIZTION
FY17-FY21
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BUILDING PARTNERSHIPS

IASL’s partnership building activities include:

Enhancing its internal and external partnerships
through the NEC Commission and bilateral efforts.

Implementing the NEC cost allocation policy through
bilateral agreements with each of the 10 commuter
agencies subject to Section 212. Bilateral agreements
with each agency are necessary to implement the
BCC program that the NEC Commission agreed would
comprise the minimum level of annual investment in
basic infrastructure activities. A key measure of IASL’s
success will be whether the NEC Commission votes to
increase the BCC to 100% of normalized replacement.
In addition to the BCC program, Amtrak and commut-
er agencies are expected to enter into agreements to
fund other jointly selected projects.

Making efficient use of funds that become available
and demonstrating good stewardship of available pub-
lic funds through collaborative planning processes.

Coordinating planning and project construction efforts
with other users of the NEC in order to prioritize work,
coordinate service impacts, and schedule track outages

Improving commuter partner relationship manage-
ment

Updating Amtrak’s long term service plans once the
FRA’s NEC FUTURE project results in a record of deci-
sion, and working with FRA, the NEC Commission, com-
muter rail authorities and other stakeholders in devel-
oping an NEC Service Development Plan. This plan will
be updated by the NEC Commission at least every ten
years.
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Chicago Union Station Agreement with Metra

Amtrak’s National Network hub is Chicago Union Station which serves not only Amtrak’s state-supported
and long distance trains, but also Chicago’s commuter rail system, Metra. Amtrak owns the station and,
since 1984, has provided station access to Metra via a lease agreement. Over time, Metra has increased
its train services, and its passengers now account for 94 percent of station traffic.

The current station lease expires in April 2019. IASL and Metra will need to negotiate a new access agree-
ment that reflects changes in station usage over the past quarter century, provides for payments in accord
with proportionate use, and establishes processes for addressing the station’s capital investment require-
ments to address SOGR needs and accommodate future growth.

Slot Fee Structure

IASL is developing a slot fee structure for new rights of access on Amtrak-owned NEC infrastructure to
ensure that capacity is used efficiently and that decisions to add new trains take long-term service plans
into consideration.
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ORGANIZATIONAL IMPROVEMENTS

Project Management Organization

Amtrak has established an enterprise Project Management Organization (ePMO). The ePMO effort includes
several goals that support the objectives of the IASL including:

¢ Implement modified program management process established to provide early warning system for
anticipated variances and ensure proper stakeholder involvement in decision making.

e Establish processes for incorporating partner sponsored projects into Amtrak capital plans, including
evaluating projects for state of readiness, compatibility with other projects/plans, and availability of Am-
trak resources necessary to support projects.

e Development of resource-loaded schedules.

e  Projects evaluated based on achieving goals developed for the NEC.

Asset Management

Asset management comprises all systems, methods, procedures, and tools to optimize costs, performance and
risks for the complete rail infrastructure life cycle. The aim is to realize the best “value for money.” These im-
provements should address all infrastructure activities (building, maintenance and renewal, including equip-
ment and materials) over the whole life cycle as well as the consequences of these activities for Amtrak as
owner and for its partners as users.

Amtrak’s Engineering department recently completed an asset management roadmap addressing procedures
and technology solutions necessary to implement improved asset management processes relating to infrastruc-
ture. IASL will work closely with the ePMO to ensure a singular process and system is developed to improve our
management of the railroad and to develop more accurate data to update the baseline capital charge calcula-
tion.

Safety Improvements

IASL will do its part to support building a world-class safety culture with a relentless focus on training, risk re-
duction, positive reinforcement, and personal accountability, and participate in Amtrak’s behavior-based safety
processes.
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ENVIRONMENTAL FACTORS

External Environmental Factors

There are several external environmental factors that im-
pact IASL’s ability to deliver on its mission. These include:

Infrastructure Condition: Unplanned outages from in-
frastructure failures.

Legislative and Regulatory: Conflicting regulations
among U.S. DOT modal administrations.

Severe Weather Conditions: Severe weather condi-
tions, including hurricanes, floods, and other natural
disasters, may cause significant interruption of service
and result in loss of revenue, increased costs, and lia-
bilities.

Terrorism: Any terrorist attack, or other similar event,
could cause significant interruption of service and ad-
verse effects.

Accidents: Accidents may cause significant interrup-
tion of service and result in loss of revenue, increased
costs and liabilities, and other adverse effects.

Internal Environmental Factors

Resources for staffing, training, infrastructure invest-
ment, track outages.

Information Technology (IT) and planning (linking in-
frastructure investment priorities to goals and infor-
mation about condition of assets and relationship to
train delays, ridership, revenues, partner satisfaction).

Human failure.
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Northeast Regional train
operating through a snow storm
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NEC Commission provides a
forum to address Corridor issues
among owners and operators.

Cost allocation policy for the
NEC establishes consistent, fair
allocation of costs.

Experienced and capable staff
and workforce.

Ownership rights.

Limited infrastructure condition
and OTP data available in useful
format.

SOGR backlog.

Infrastructure at or above capaci-
ty in multiple 