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Thank you for having me here this morning. I appreciate the chance to testify before the
Commitlee on the topic of Amtrak’s strategic plan and reorganization.

I came to Amtrak in 2008, after more than é decade of experience with the company —
first as the New York State Transportation Commissioner, then as the Federal Railroad
Administrator. 1’ve worked in transportation since 1 was in college, and much of tha! time was
spent turning arcund organizations that needed to change. That’s a process that demands a lot of
attention, and it’s a lot like medicine - you spend a lot moré time on the diagnosis than you do in
surgery. There were some things that were right with Amtrak, and there were some things that
needed work, too, and from the beginning, we’ve devoted a lot of time to figuring out where we
want to go, developing a strategy to get us there, and working carefully and diligently to change
our organization so that we can realize our goals.

While there are still plenty of challenges ahead, the basics for success are definitely here,
and Amtrak is doing well. We just set the ninth ridership record in the last ten years, and we
posted record ticket revenues, t00. We've broken out of the narrow band of 18-20 million riders
that our company lived in for decades, and we carried 31.2 million last year. Beiter ridetship has
helped drive an improved financial performance, and if you look at our operating support
numbers in terms of constant value, in FY 2013 Amntrak will be getting by with about half as
much Federal support as it had in 2004. With modern passenger-fiiendly amenities like wi-fi
and eTicketing, we have improved revenues and cut costs, and those will benefit us greatly in the
years to come.

We've cut our debt in half and FY 2012 was the best year in our history for on-time

performance - another key driver of both cost savings and ticket revenue. This is a product of a




lot of mutually supporting efforts — things like careful investment fo ensure fhe resilience of our
system, but also managerial efforts designed to attack persistent problems such as delays that arc
the product of failure to get the trains ready to go on time — which has been more than halved
over the last six years, and today affects fewer than 2% of Amtrak trains, In 2011, our train
operations recovered 79 cents of every dollar, turning in the best performance of any passenger
railroad in the nation; when you include the revenues derived from other revenue sources such as
real estate and commuter business, the number rises to 85%.

These are real achievements, and they allow us the stability and the resources we need to
take on the next siep, which is transforming the company so that it can continue to provide
competitive and attractive transportation services in a world that’s changing rapidly. That means
focusing on our customers — and we will do that by creating a strategy that prioritizes customer
service and realigns the company to ensure our goals are understood and supported by capable
and incentivized managers whose organizations m-'e aligned to ensure that our people and
resources are organized to deliver. When we’re done, Amtrak will look more like a business and
less like a government agency - and customers will find that our system is easier {o use, more
convenient, timelier, and more comfortable. It will still be recognizably Amtrak — but it will be
an Amtrak that defines its mission in terms of making customers happy, and on the bottom line,
not just moving trains. | |

I realize that neither strategic plans nor reorganizations are new fo Amtrak. You couldn’t
miss it — when I took over, the “organization chart” was a 400 page document that reflected the
way key functions had been chopped up, reunified, moved from here to there, and then joined up

to something else. The complexity of the task meant that we had to move carefully, because a lot




of the key functions — the things that related to getting trains out every day - were misplaced, ot
pootly supervised, or split up between several different managers.

My goal has been to bring accountability and reliability to the organization, so that it can
focus on the core of the business, which is serving our customers. To do that, we had to figure
out not only where these processes needed to reside, but we had to convince the company that we
were undertaking something fundamentally different. We initially approached the challenge not
from the organization chart, but through the culture — and that’s what makes this organization
fundamentally different from the ones that came before it. In those reorganizations, the goal was
to move the functions around to address a perceived need; the effect on the culture was an
afterthought. In our reorganization, we started with the culture, rather than the chart, because we
wanted to make sure that we would make changes that will endure, and that will fundamentally
transform the way people in our organization deal with one another. That’s a much bigger task,
and it’s part of the reason why this transformation may appear to be time-consuming.

1 think it was important for us to do this, because the culture of the company is built up
through decades of accumulated experience and aititudes, some of which predate Amtrak. We
can’t replace a culture or root it out, and there are some very positive aspects of the Amtrak
culture, such as the dedication that kept our people working so hard during the recent “super
storm Sandy.” But we ﬁeed to work on thé. way we as managers are perceived i.o behave; and by
doing that, inaugurate a real change in the way our employees see us. That changes expectations
and ultimately, as the culture changes, it changes behavior. 1P’s a challenging goal, but when it

succeeds, an organizational culture change produces the most worthwhile and enduring results.




That’s why one of our first efforts was the behavioral safety program we call “Safe-2-
Safer.” We rolled this out on the system as quickly as we could implement it after I arrived, and
it has two very clear, basic goals: one is to reduce the risk exposure our people face. The other is
to teach people the basic behavioral techniques they will need to know to identify those risks, to
communicate them to their colleagues, and to develop strategies to mitigate them. But behind
these clear and immediate goals are other purposes that are meant to help us over the longer
term. One is to give our people the skills they need to communicate and work in a more
collaborative and less authoritarian fashion. Another is to build that sense of unity and team
spirit that comes from working together toward a shared goal. The third is to make it clear to
everyone that we care. The life, safety, health and welfare of every employee is an important
trust, and we need te act and show that we care, so that our employees understand — and so that
they, in turn, are motivated to act in the same way toward our passengess. We started the
transformation process by improving safety, and before we’re done, we will have improved
customer service, too.

Cultural change of this kind isn’t a simple or an easy process. It's hard to envision, and
it’s harder to explain, because it tends to come out in a score of individual anecdotes, rather than
as a chart or a process with a clear beginning or end. But this kind of change is very important,
because people see Amtrak thréugh-the prism of their individual experience, and i:haf- experience
shapes their attitude toward the company -and toward our passengers ~ in a word, our culture.
And we want those attitudes to be as positive and responsible as we can make them, because
engaged, effective and creative workers are at the core of the modern economy, and if we are

going to keep up with the pace of change in the modern world, we are going to need a workforce




that knows it has a role to play and is willing to offer new ideas and new ways of improving our
business processes.

Naturally, any process that’s designed to support that kind of development must be
ongoing and continual. It started with the programs aimed at changing the culture, and it has
progressed through the creation of a strategic plan. Now we’re in the process of aligning that
corporate structure to execute our strategic plan. Our goal is an accountable organization that
aligns managerial responsibility with incentives and measureable mefrics to ensure people
understand what they are expected to deliver, and that they have clear and quantifiable goals that
tet them know whether they have succeeded.

We created a strategic plan to outline our strategies for improving business performance
and customer focus. This strategy explains Amtrak’s vision for an operation that will improve
our service delivery, financial performance, and customer satisfaction. We intend to become
America’s top intercity travel choice, and we will do this by building an organization that
focuses our energies on the different customer travel markets and the operating characteristics of
the individual services,

To realize this plan, we will need to change the corporate structure so that all of cur
resources are aligned to produce the results we want to see. The new structure won’t look like a
raditional railroad structure, with the system organized in three or four rigidly separated
“stovepiped” functions. It also won’t look like the idea of 2 completely decentralized
organization, with a small corporate headquerters presiding over a handful of “mini-Amtraks.”
What it will be is something very different - a modern “matrixed organization.” We will retain

the traditional railroad technical functions, but their role will focus on setting standards and




managing system-wide assets, such as the mechanical backshops. The handling of the core
business will be integrated, and the business lines, the technical organizations and the supporting
departments will be aligned and incentivized to ensure they’re working together to help the
company accomplish larger corporate goals, rather than as semi-independent fiefdoms.

Each of these general managers will be responsible for service delivery, but we will
integrate the railread functions so that they control everything they need to deliver the results
they will be accountable for. They will have a “matrix relationship” to the technical
organizations within the operating department and to the departments that will deal with vital
core issues — ranging from marketing and services to budgeting and security. And because it’s
not always possible to simply and easily divide up the resources that support specific business
lines, general managers will be accountable for ensuring that the organizations they manage
provide support to other components of the Amtrak system, even when they fall outside of the
business line. The NEC General Manager will, for example, be responsible for terminal
operations in New York — andr that will include responsibility for ensuring that the long distance
trains that start there get out of the terminal on time.

Currently, the various business lines are in the process of formation. We have formed the
Northeast Corridor Infrastructure Investment and Development (NECIID) business fine and the
Corporate Asset Development business line is in developmerit. The NECIID will manage the
development of the Northeast Corridor, which is far and away Amtrak’s biggest and mos{
important piece of infrastracture. Cm‘poraté Asset Development will work at finding

opportunities for us to use the capacity that’s inherent in many of our key corporate functions —




our backshops and our highly skilled mechanical workforce, for example — to bring in work that
we can do that will help improve the company's financial performance.

The four railroad operations business lines that will report to the Vice President of
Operations are in the process of formation. These include NEC Operations, state-supported
s;arvices, long distance trains, and commuter services. We have found managers for the first
three and are focusing on them first, as they are in many respects the core of our business and our
Federal mandate. The commuter services will come next.

We are in the process of doing this carefully and deliberately, in line with the principle of
the Hippocratic Oath: “First, do no harm.” We don’t have the huxury of shutting the place down
for even a few days to reorganize — we have to maintain round-the-clock service in 46 states
every single day, so we have to be careful we don’t disrupt the organization’s functioning.
There’s not going to be a point when we flip a switch and the new organization lights up; it is
going to be a progressive process, with opportunities for review and realignment to take the
lessons we learn into account. It will be an iterative process.

This process does not have a clear end — but it does have a definite goal — and that goal is
satisfying our customers. We serve a lot of different customers. Many arc our passengers.
Some are the states who contract with us for séxvicc. Others are commuteér agencies and
railroads that use our services or our infrastructure. We are making these improvements to serve
them better, because we recognize that in a competitive environment, alternatives will arise if
Amtrak does not act now to address their needs. In many places, the story of transportation in
our lifetimes is one of contraction and reduction, as bus services leave town and subsidized air

service is cut back or eliminated.




This decline in the competing modes has been one of the components of the growth in
Amtrak ridership over the last decade. People are now coming fo us — and the question of what
they find when they come is of vital importance, because they come with a different set of
expectations about travel. People now search for travel options and deal with transportation
providers in ways that were gnimaginabie twenty years ago — let alone forty. They have high
expectations when they travel, and we recognize that we must adapt to meet those expectations -
and that if we don’t, other options will be forthcoming, one way or another,

At its core, Amtrak is a great policy solution — with a cost recovery of 85%, we provide
some of the lowest-cost, most efficient intercity passenger rail service in the world, Our
challenge is to continue to improve, so that we can deliver the technical improvements that allow
prospective passengers to connect with us, the physical improvements to our stations and trains
to make their journeys comfortable, and the customer service improvements we will need to
satisfy them and earn their business.

Nothing that we're proposing to do is simple - but it will dcliver results. While the
natural tendency is to focus on the changes to our organization and structure, those are ancillary
changes. The real transformation must come in the organizational culture, particularly since the
process of generational change is now underway. I believe this kind of thing is an imperative;
we have a moral imperative to do whatever we can to help people learn to work in safer and
more productive ways, and we have a business imperative to transform the company so it
delivers better and more efficient service fo our customers. We can do it, and we will ~ because

we know how much is riding on this,
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Joseph Boardman
President and Chief Executive Officer
National Railroad Passenger Corporation {Amisak)

Joseph H. Boardman was appointed President and Chief Executive Officer {CEO)
of Amtrak by #ts Board of Directors in November 2008

As President and CEQ, Mr. Boardman oversees the management of America’s
Raitroad which carried 30,2 million passengers in FY 2011, an afl-time record.
Amtrak operates over 300 passenger trains each day — at speeds up to 150 mph
(241 kph) — connecting more than 500 destinations in 46 states, the District of
Columbia and three Canadian Provinces. In addition, an average of more than
862,000 people every weekday depend on commuter raif seyvices that use
Amtrak-owned infrastructure, dispatching, or rode commuter trains operated by
Amtrak under contracts with local or regional agendies.

Under his leadership, Amtrak is building the equipment, infrastructure and
ofganization needed to ensure its strong growth continues into the future,
The company is investing in projects critical for enhancing the passenger
experience and essential for supporting its national network of intercity and
high-speed rail services. In addition, Amtrak’s next-generation high-speed rail
vision will provide a global competitive advantage for the United States.

Before joining Amtrak, Mr, Boardman was the Administrator of the Federal
Rallroad Administzation (FRA), an agency under the U.S. Department of
Transportation, and also served as a member of the Amtrak Board of Directors.
Prior to his position at FRA, Mr. Boardman was the longest serving Commissioner
of the New York State Department of Transportation.

Mr, Boardman has been involved with the transportation industry for more than
40 years with experience on the local, state and federal levels and his own
transportation management company. In addition, he is a former Chairman of
hoth the Executive Committee of the Transportation Research Board {TRB} and
the American Association of State Highway and Transportation Officials’
(AASHTO) Standing Committee on Rail Transportation (SCORT),

He is a native of New York State and is the second of eight children born and
raised on a dairy farm in Oneida County. In 1966, he volunteered for military
service in the United States Air Force and later received a Bachelor of Science
degree in Agriculture Economics from Cornell University in Ithaca, NY, and a
Master of Science degree In Management Science from the State University of
New York at Binghamton.

Mr. Boardman presently resides with his wife Joanne in Washington, D.C.

Amtrak is a cegistered service mark of the National Rallsoad Passenger Corporation, 0312




FEDERAL GRANT FUNDING TO AMTRAK

{as of November 26, 2012)

ograniTith

qagtraisvs)

U.S. Department of Transportaticn

U.S. Department of Transportation
U.5. Department of Transportation

1.5, Department of Transportation
.5, Department of Transportation
U.S. Departrent of Transportatior
U.5. Department of Transportation
U.S. Departmens of Transportation
L35, Department of Transportation
1S, Department of Transportation
U.S. Environmental Protection Agency
litinois Commerce Commission

.5, Department of Hometand Security
U.S. Department of Homeland Security
LS. Department of Homeland Security
U.5. Department of Homeland Security
U.S. Department of Homeland Security
L1.S. Department of Homeland Security
4.5, Department of Hometand Security

U.5. Department of Homeland Security

DTFROV-13-G-0C0C1
DTFRDV-13-G-00002
DTFROV-12-G-08002
FR-MSR-0062-11-01-00
FR-TEC-0002-11-01-00
DTFROV-13-G-00003
RPDO1G2010
FR-AMT-0001-12-03-00
FR-RSR-0010-16-01-00
pass-thry [LDOY CMM-9003 (57
pass-thru MWCOG
007-PEERS-01
Nou.m-vo-wwm.omooow
EMW-2012-RA-KOGD42-501
EMW-2013-RA-K00012-5803
2010RATOKOST
2009RATOKDOL
20CBRLTBKO07
2003RARI0OS0

HSTSOZ08HCANZZ0

FY13 Operating Expenses Grant Agreement

FY13 Capitat and Debt Service Expenses Grant Agreement
FY12 Capital and Debt Service Expenses Grant Agreement

NYC to Trenton, NY High Speed Rail improvements

Advanced Civit Speed Enforcement Systern (ACSES) - Vital Train

Management System interaperability

Exercise of Eguipment Early Buy-out Options Grant

Section 305 Equipmant Pool Commitiee Granis Agreement
Northeast Corridor Gperations and infrastructure Advisory
Commission

Cross-Functional Risk Reduction Team

Acguisition of 2 {Two) Genset Locomotives by the National Rallroad
Passenger Corporation for use in the City of Chicago

Reducing Emissions from Rail Terminal Operations at Union Station
PEERS {Public Education & Enforcement Research Study)

Aratrak Pilot for Securing Critical Underground (SCU) Grant Program
FY1Z Intercity Passenger Rail Grant Program

FY11 Intercity Passenger Rail Graat Program

FY1Q intercity Passenger Rail Grant Program
FY03 Intercity Passenger Rail Grant Program

FYD8 intercity Passenger Rail Grant Program

American Recovery and Reinvestment Act and Transit Security Grant
Program - Law Enforcement

National Explosive Detection Canine Team Program

$227,268,200
$458,647,496
$942,480,000
$449,944,000
$10,280,000
$361,358,810
$4,000,0C0
$9,252,014
$70,000
$3,280,000
$1,800,000
$8,270
$876,755
$10,000,000
mm‘w?ﬁm
$20,600,000
$25,000,800
325,000,600
$6,343,500

§1,472,619

10/01/12 - 03/27/13
10/01/12 - 08/27/18
10/03/11-12/31/12
10/01/11 - 06/30/17
12/31/10- 12/31/12
12/23/10 - 08/30/13
01/01/1C - 03/31/14
02/01/12 - 09/30/14
10/01/10 - 09/30/12
01/18/12 - 06/30/13
01/18/12 - 08/30/13
03/03/11 - 12/31/11
C8/01/11 ~07/31/13
03/01/12 - 08/31/14
09/01/11-08/31/14
06/01/10 -~ 05/31/13
06/01/09 - 05/31/1.2
08/01/0% - 07/31/11
08/01/0% - 07/31/12

03/11/08- 03/10/13

Pending

Acthve

Active

Active

Active

Active

Attive

Active

Active

Active

Active

Active

Active

Active

Active

Active

Active

Active

Active

Active
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FEDERAL GRANT FUNDING TO AMTRAK
{as of November %6, 2012}

ragramiTith

U.5. Department of Transportation
{1).5. Department of Transportation
U.5. Department of Transportation
11.5. Department of Transportation
U.5. Department of Transportation
1.5, Department of Transportation
U8, Department of Transportation

kc.m. Departraent of Transportation

.S, Department of Transportation
1S, Department of Transportation
U1.S. Department of Transportation
1.5, Depariment of Transportation
1.5, bepartment of Transportation
U.S. Department of Transportation
.5, Depariment of Transportation
.S, Department of Transportation
LS. Department of Transportation
1.5, Department of Transportation

1.5, Department of Transportation

LL.S. Department of Transportation

U,5. Department of Transportation

DTFROV-12-G-00001
DTFRDV-11-6-00002
DTFRDV-11-G-0A0CL
DTFRDV-10-G-00002
DTFRDV-19-G-00001
DTFROV-09-G-00003
DTFRDV-09-G-00002

DTERDV-09-G-00001

DTFRDV-08-G-00005

DTFRDV-08-G-00003

DTFROV-08-G-00002
DTFRDV-08-G-00001
HTFRDV-07-6-00002
DTFRDV-07-G-00001
DYFRDV-06-G-00005

DTFROV-06-G-00004
DTFRDV-05-G-G0003
DTFRDV-05-G-00003

DTFROV-05-G-00002

DTFRDV-04-GO0002

UTFRDV-04-G00001

FY12 Operating Expenses Grant Agreemant

FY11 Operating Expenses Grant Agreement

FY10 Operating Expenses Grant Agresment
American Recovery and Reinvestment Act of 2009
FY09 Capitat and Debt Service Grant Agreement

FY09 Operating Grant Agreement

Managerial Cost Accounting System Grant

FY08 CR Capital and Debt Service Grant Agreement
Efficiency incentive Grant Agreament

EYDR CR Operating Grant Agreement

FYG7 CR Capital and Debt Services Expenses

EY(7 CR Operating Grant Agresment

FY{6 Capital Expenses

FYO& Operating Grant Agreement

FYOS Operating Grant Agreement

FY0S Capital Expenses Grant Agreement

FY11 Capital and Debt Service Expenses Grant Agreement

£Y1G Capital and Debt Service Expenses Grant Agreement

FYOB Capital and Debt Service Obligations {interim Grant Agreament)

FYD4 Capital Expenses for the Continuing Resolution

FY04 Operating Expenses for the Continuing Resolution

$466,000,000
$612,559,972
$561,874,000
$991,608,750
$563,000,000
$1,295,804,688
$937,650,000

$550,060,400

$14,900,000
$158,224,000
$62,683,000
1$100,411,000
$772,200,000
$425,700,600
$772,200,000

$275,800,000

$242,604,000
$708,784,000
$363,133,000

564,626,000

588,364,000

10/01/11-12/31/12
16/01/10 - 12/31/11
10/01/10~12/31/11
10/01/08 - 12/31/11
10/01/08 - 12/31/18
03/18/09 - 11/30/41
10/01/08 - 12/31/09
10/01/08 - 12/31/0%

08/08/08 - C4/07/10
10/01/07 - 12/31/07

12/10/07 - 12/31/10
10/01/07 - 12/33/07
10/03/06 - 12/31/07
10/01/07 - 12/31/07
10/91/05 - 12/31/06
106/01/05 - 12/31/06
10/01/05 - 12/31/06
10/01/04 - 12/33/05
10/01/04 - 12/31/05

10/01/0% - 02/25/04

10/01/03 - 12/31/C3

Closed

Closed

Closed

Clased

Closed

Closed

Closed

Closed

Closed

Closed

Closed

Closed

Closed

Closed

Closed

Closed

Closed

Cinsed

Closed

Ciosed

Closed
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FEDERAL GRANT FUNDING TO AMTRAK

{as of Noverrher 26, 2012}

U.S. Department of Transportation

4.5, Department of Transportation
U.S. Department of Transportation
11.5. Depantment of Transportation
.S, Department of Transportation
U.5. Departrent of Transpertation
L5.5. Department of Justice

U.S. Department of Justice

1.5, Department of Human Services

11.5. Department of Homeland Security
1.5, Depariment of Hormetand Security
1.5, Departement of Homeland Security
11.5. Department of Homeland Security

U.5. Department of Homeland Security

U1S, Department of Homeland Security

DTFROYV-03-6-60038

DTFRDV-03-G-50036

DTERDV-(2-G-60034

DYFR53-05-G-00050

DTFRS3-03-G-00049

DTERE2-059-G-00038

2009-PW-BX-0011

2009-PV-BX-0004

0127

Z007RLTTKILY

2007RLT7K0O7

2006RLTE0016

2006-1P-080-000002

2005GBTS0018

2005GBTS000L

FYD3 General Capital Expenses

FY03 Operating Grant Agreement

New York Tunnels Fire and Life Safety improvements

Risk Reduction Program 0050

Risk Reduction Program 0049

Biodiesel inter-City Passenger Rail Revenue Service Test

£Y09 Presidential Inauguration Security Assistance Reimbursement
Grant Program

FY0Q Prasident-Elect Security Assistance Reimbursement Grant
Program

Transitioning Youth into tong-Haul Transportation industry
Employment

FY(Q7 PP Transit Security Grant Program Suppiemental
FYQ7 Transit Security Grant Program

FYOE Intercity Passenger Rail Grant Program

National Capital Region Rail Pilot Project

PENNDOT-HARRISBURG CCTV PRGIECT

FYOS Intercity Passenger Rail Grant Program

$524,568,000
$518,607,000
$100,000,000
$20,000
$43,000
$275,328
$671,479
$1,670,012
$233,872
5,100,000
$8,300,537
$7,242,853
£1,424,266

$660,434

56,373,750

10/02/02 - 12/31/03
10/01/02 - 12/31/03
06/27/02 - 03/31/12
11/01/0¢ - 06/30/10
11/01,/09 - 05/30/10
07/01/09 - 12/31/13
01/01/09 - G9/30/1C
11/01/08 - 09/30/10
11/01/07 - 09/30/10
10/01/07 - 03/31/11
06/01/07 - 05/31/11
19/01/06 - 09/30/10
04/01/07 - 03/31/12

01714407 - 32/31/09

07/21/05 - 86/30/0

ts and

Closed

Closed

Closed

Closed

Closed

Closed

Closed

Closed

Llosad

Closed

Closed

Closed

Closed

Closed

Closed
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