Citizen’s Oversight Committee
Agenda Item 9: Draft Strategic Plan
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SMART Strategic Plan

= Helps define the strategic direction of the organization
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RIDERSHIP

= Establishes goals, objectives, and actions in line with
SMART’s vision and mission

= Promotes collaboration, collective responsibility, and
accountability

EXTENSIONS

= 2019 Strategic Plan adopted in November 2019

= Updated every 5 years

= New Strategic Plan: FY2025 - FY2030
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2024 Strategic Planning Process
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Focus Areas & Goals
VALUES

SAFETY of our patrons, communities &
employees

VISION

Smarter transportation

for a smarter future INTEGRITY by acting with honesty,

transparency, fairness & consistency

STEWARDSHIP by maintaining our
system, supporting sustainability &
fiscal responsibility

MISSION

We connect communities

CONTINUOUS IMPROVEMENT by
evaluating performance, adjusting &
refining processes
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Focus Areas & Goals

RIDERSHIP

PATHWAYS

EXTENSIONS

FREIGHT
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Increase RIDERSHIP to 5,000+ riders per day

Desigh & construct planned PATHWAY, maintain
existing pathway & enhance user experience

Complete system EXTENSIONS to Cloverdale &
pursue project development of east/west
alignment

Ensure long-term sustainability of FREIGHT
operations



Strategies & Actions

Strategies outline the tactics SMART can implement to
achieve desired goals.

Strategies will be implemented through specific actions that
are rooted in our values and desighed to achieve our goals.
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Public Workshop

= SMART Conducted an in-person open
house public workshop on Wednesday
September 25t at the Petaluma Arts
Center, 4pm -6pm

= SMART presented the strategies and
actions from the Draft Strategic Plan for
each Goal area (Ridership, Pathways,
Extensions, Freight)

= Participants were invited to place dots
next to their highest priority strategies and
actions and write comments on sticky
notes corresponding to each goal area
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We want your input on these strategies. Place your dots next to strategies that SMART
should prioritize. Are we missing anything? Add your comments on sticky notes!

Add double
Complete track
funded or sidings to
extensions decrease
travel time

Work with
funding
agencies to

j Continue
" development of
prioritize SMART east/west
projects & needs passenger

in long range » rail project

@ Aggressively
) pursue grant
funding for the
construction of
extensions &
pathway

Support local
efforts to
improve

connections
to pathway

Increase
rail car fleet,
yard & facilities as
needed to support
service

Complete
Healdsburg
Extension

Plan for
growth of freight
rail services in
coordination with
passenger
rail expansion

Explore
addition
of Geyserville
station to system

Continue to perform scheduled weekly cleanup, maintenance, and /2" 3

vour dots next to the top three actions you would like SMART to prioritize.

Complete segments of the SMART Pathway/Great Redwood Trail “ Q
under construction (Mclnnis Pkwy. to Smith Ranch Rd. in San Rafael, .
Southpoint Blvd. to Main St. between Petaluma and Penngrove, Golf

Course Dr. to Bellevue Ave. between Rohnert Park and Santa Rosa, and ’
Airport Blvd. to Windsor Rd. between Unincorporated Sonoma C@nty ’
and Windsor)

Construct funded segments of the SMART Pathway/Great
Redwood Trail (Guerneville Rd. to Airport Blvd. and Joe Rodota Trail fc&
3rd St. in Santa Rosa)

Continue to design and permit pathways, making them . @ ..
shovel-ready .

Seek funding in partnership with local jurisdictions and countywide
fransportation agencies to construct planned Pathway @ @ @@
segments

Continue to enhance and support the online interactive SMART quhway. Gi’kw

map ke - by

repairs of the Pathway [ [ T & ZMKMZA),

o highive”

we daily monitoring of appropriate pathway usage by our Code
liance team

e
Fon wike
et
Fon lons

2 PATH
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Public Workshop

= The drop-in workshop format, held at our
busiest station during commute hour
proved an effective way to engage the
public

= Community members placed over 700
dots on the various posters and left over
60 comments on sticky notes

= Ridership and Extensions had the highest
amount of community interaction

= Ridership and Pathway had the most
comments
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Funding Implementation

The Strategic Plan provides the roadmap for achieving SMART’s goals, which
informs the allocation of resources, investment decisions, and budgeting
strategies needed to execute those goals.

The Financial Plan guides the Annual Budget by identifying priorities and
challenges that need to be addressed in the budgeting process.

(_Ie IGI

Financial
Projections

AN

]
v \ 4
Financial plan Future projects
for capital and operating &
projects and initiatives initiatives
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2024 Strategic Plan Timeline

e Community Workshop (Online): SWOT Analysis
e Review Strategic Objectives

January

e Community Workshop - Strategic Objective 1: Ridership
e Community Workshop - Strategic Objective 2: Pathways

February

e Community Workshop - Strategic Objective 3: Extensions
M arc h e Community Workshop - Strategic Objective 4: Freight
e COC Workshop - March 13, 2024

Ap ril—Ju ly e Community Presentations

e Community Presentations

AugUSt e COC Workshop - August 14, 2024

* Community Presentations and Public Open House
* Draft Strategic Plan - posted Nov 8

‘ e COC review Draft 2024 Strategic Plan —Nov 13
N ovem be r- Dece m be r e Board Approval 2024 Strategic Plan — Nov 20 & Dec 18

September - October

SONOMA~MARIN

November 13, 2024 — "3 MART=




SONOMA-~-MARIN

e -

e SMART—

Draft Documents

1. Draft SMART Strategic Plan 2025-2030
2. Appendix A - Outreach Summary

3. Appendix B - Revenues and
Expenditures by Fiscal Year

Posted online for public comment until

November 30th at:
sonomamarintrain.org/strategic-plan

SONOMA-MARIN AREA RAIL TRANSIT DISTRICT

DRAFT STRATEGIC PLAN
2025-2030
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http://www.sonomamarintrain.org/strategic-plan

Questions and
Feedback?

SONOMA~MARIN
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www.sonomamarintrain.org

OONO

Customer Service:

CustomerService@sonomamarintrain.org
(707) 794-3330
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