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Goals and Objectives: What are they, and what is the difference?
The FTA asks transit agencies to develop effective plans for System Safety, System Security, Emergency Preparedness, and Emergency Operations. Over the last decade, an array of acronyms has cropped up, labeling these various plans: SSPP, SEPP, SSP, SSMP, SSEPP, EOP, and COOP. If you are in the transit business, chances are one or more of these acronyms apply to you. Invariably, a key component of these plans is the goals and objectives they are designed to accomplish, and that is where a fuzzy mandate can get a little fuzzier. 
What is a goal? What is an objective? And what’s the difference? Why do I need these in my SSPP, SEPP, or other safety or security plan? These are the questions this article is intended to sort out.
What are Goals?

A goal is a statement that describes a desirable outcome. It is usually stated in idealistic terms, and is often a reflection of organizational values and aspirations. It describes what success looks like. 
Many transit agencies publish mission or vision statements that look and sound like goals. They often focus on reliable customer service, fiscal responsibility, economic development, reducing congestion or pollution, and other desirable attributes of transit. However, these statements don’t always emphasize safety or security. Below are a few selected examples where safety and security are mentioned. The author took the liberty of editing these, to emphasize the safety and security content:
Basin Transit Service (BTS) Klamath Falls, OR

Mission Statement

The purpose of Basin Transit Service Transportation District is to provide safe, efficient, and accessible transportation, enhancing the livability of the community.

Values Statement: Safety

Creating and maintaining an environment that respects the well-being of the community and staff.

Spokane Transit Authority (STA) Spokane, WA

Mission Statement:

We are dedicated to providing safe, accessible, convenient, and efficient public transportation services to the Spokane region’s neighborhoods, and business and activity centers…
In addition, STA lists several Operational Priorities, which include:

1. Safety
Emphasize safety of our customers and employees in all aspects of our operations; and,
4. Employee and Organizational Development
Have a well-trained and highly productive workforce; promote healthy dialogue on important issues; reduce employee injuries.

Regional Transportation District (RTD) Denver, CO

RTD has a number of policy statements that are formulated as goals. Safety comes in as:

Policy #6

Develop a transportation system that promotes increased safety and security for all its users.

Utah Transit Authority (UTA) Salt Lake City, UT

UTA has a number of mission and values statements that include the following: 
Operational Devices – Safety

1. Properties are free from conditions that contribute to accidents and injuries.

2. Facilities, including vehicles, are free from unduly hazardous conditions and methods of operations.

3. Operations are conducted in environments and in ways that are safe for all who participate in them with minimal disruption of service.

4. Passengers and employees feel safe from hazards and violence.

5. Facilities are safeguarded against vandalism, violence, sabotage, and terrorism.

6. Employees are vigilant in correcting observed and/or reported unsafe conditions and practices.

All of the above are examples of goal statements. They offer a vision of what success looks like, and let all stakeholders know where they want to go. The next logical question is, “How do you know you are getting there?” That is where objectives come in.
What are Objectives?
Objectives are specific measureable statements related to the attainment of goals. They are the enabling steps, or indicators of progress that let you know you are on the path to reaching the goal. Current conventional wisdom says that objectives need to be "SMART," that is, Specific, Measurable, Agreed-Upon, Realistic and Time-bound. 
All of that fits nicely into the SMART acronym, but, of all these, “Measurable” may be the most important element. If it is accepted that you can only manage what you can measure, then performance measures indicate whether objectives are being met.
As stated by David Osborne and Ted Gaebler, from their 1992 book, Reinventing Government:

What gets measured gets done.

If you don’t measure results, you can’t tell success from failure.

If you can’t see success, you can’t reward it.

If you can’t reward success, you are probably rewarding failure.

If you can’t see success, you can’t learn from it.

If you can’t recognize failure, you can’t correct it.

If you can demonstrate results, you can win public support.

So the challenge is to take broadly stated safety and security goals, and translate these into specific objectives that can be tracked and evaluated by using appropriate performance measures.
Transit Performance Measures

Most transit agencies collect and track a variety of performance data. Large agencies may use customized databases, data collection technology, and staff dedicated to analyzing data and producing reports for internal and external stakeholders. On the other hand, a small rural agency may have one or two people collecting data and putting it into a spreadsheet. While one size cannot possibly fit all, below are some common examples of data that is tracked and can be used to develop performance measures.
	Types of Data
	Likely Sources

	Financial and Productivity

	Costs, labor hours, excused and unexcused absenteeism
	Payroll, dispatch, scheduling, accounting, finance

	Costs for goods and services, i.e., fuel, lubricants, tires, bus parts, paper and printing, contracted services, etc.
	Accounting, procurement, finance

	Cost of claims, liability, insurance, or workers compensation
	Risk management, accounting, finance

	Farebox revenue, pass and ticket sales, advertising, and other revenue sources
	Revenue, accounting, finance, grants administration

	Vehicle in-service hours, total vehicle hours
	Drivers, dispatchers, supervisors, schedulers, service planners

	Vehicle in-service miles, total vehicle miles
	Drivers, dispatchers, supervisors, schedulers, service planners, vehicle maintenance

	Passenger boardings (unlinked trips); passenger trips by type (i.e., fixed route, paratransit, volunteer, medical, etc.)
	Drivers, schedulers, schedule checkers, surveys, automatic passenger counter data

	Farebox recovery ratio %
	Calculation: Farebox revenue / total system cost 

	System cost per boarding ride (unlinked passenger trips)
	Calculation: Total system cost / number of boarding rides

	System cost per vehicle hour


	Calculation: Total system cost / total number of vehicle hours

	System cost per vehicle mile


	Calculation: Total system cost / total number of vehicle miles

	Service Reliability

	Service delays, missed trips, late pullouts, etc.
	Drivers, dispatchers, supervisors, vehicle maintenance

	% Maintained pullouts
	Actual runs out / Scheduled runs out; usually identified as “no operator” or “no equipment”

	Average system speed


	Calculation: Total revenue miles / total revenue hours

	On time performance
	Drivers, schedulers, schedule checkers, surveys, automatic passenger counter data, GPS data, etc.

	Missed pick-ups, late pick-ups, customer no-show (paratransit)
	Drivers, schedulers, dispatchers, call takers

	Extra board standby hours, unscheduled overtime, operator average hours worked
	Drivers, dispatchers, supervisors, payroll

	Safety and Security

	Vehicle collisions, passenger injuries, employee injuries
	Drivers, supervisors, dispatch or incident log, risk management, incident reports

	Security incidents, vandalism, theft
	Drivers, supervisors, dispatch log, safety/security log, risk management, incident reports, vehicle and facility maintenance

	Bus Miles / Vehicle collision (collision or injury due to collision)
	Calculation often expressed as accidents per 100,000 miles, or per 1M miles

	Bus Miles / Passenger injury (related to collisions or vehicle operation)
	Calculation often expressed as injuries per 100,000 miles, or per 1M or 10M miles

	Bus Miles / Security incident (crime or disturbance that caused service delay)
	Can be calculated in a manner similar to collision or injury data; is often tracked by GPS location mapping and time of day

	Operator averages / incidents (by type) per operator
	Data mining and calculations: A variety of indicators can be tracked for attendance, productivity, safety, security or customer service

	Work-related injuries / # days without time loss injury, or other tracking system
	Employees, supervisors, dispatch or incident log, risk management, incident reports

	Maintenance Productivity

	Vehicle defects reported
	Drivers pre-trip, dispatchers, dispatch log, supervisors

	Road calls (chargeable to maintenance)
	Drivers, dispatchers, dispatch log, supervisors, vehicle maintenance

	Maintenance life cycle road calls (repeated road calls on a single vehicle)
	Vehicle maintenance, maintenance supervisors

	Mean distance between failure 
	Bus Miles/ Road Call

	% Preventive maintenance inspections (PM) completed on time (can be applied to vehicles, facilities, etc.)
	Standard < 10% early or late based on vehicle mileage or schedule

	Vehicle miles / mechanic
	Calculation: Total vehicle miles / Number of journeyman mechanics

	Maintenance cost / vehicle mile
	Calculation: Total costs attributed to maintenance / Total vehicle miles

	Customer Service

	Customer complaints, comments, suggestions, service or information requests
	Telephone call center, dispatchers, supervisors, email, regular mail, drivers

	Customer reports of safety or security concerns
	Should have expedited notification to dispatcher or supervisor for immediate investigation

	Responsiveness; % completed (or not completed) within specified timeframe
	Call center supervisor, data tracking and data mining

	Complaints (or commendations) / boarding ride
	Calculation: Number of customer contacts classified as service-related complaints / total number of boarding rides for a given period (i.e., weekly, monthly, quarterly, annually)


Some types of data collected may be more reliable than others. Financial and payroll data tends to be accurate and reliable; passenger-miles data tends to be less reliable, as it is often based on surveys or periodic schedule checks. On the other hand, paratransit trips and passenger miles scheduled and tracked by dispatching software programs tends to be accurate. In short, data is as good and reliable as the systems in place to store, retrieve, and analyze it. If the system used to collect it is reliable and consistent, it increases the reliability and accuracy of the data.
National Transit Database (NTD) Reporting

Transit agencies that receive Urbanized Area Formula Program (§ 5307) or Other Than Urbanized Area (Rural) Formula Program (§ 5311) grants report statistical information each year to the National Transit Database (NTD).

Information reported to NTD includes:

· Passengers per revenue hour

· Passengers per vehicle mile

· Farebox recovery ratio

· Cost per passenger

· Unlinked trips (passenger boardings)

· Directional route miles (i.e., fixed route)

· Passenger miles

· Labor hours and cost data

· Overall agency income and expenses

· Fleet information (number of vehicles and types)

· Safety and security incidents
While the safety and security information that is reported to the NTD is limited due to defined thresholds, it still can be helpful in developing performance measures for safety and security objectives. In addition, it can be instructive to compare your agency’s performance with your peers; that is, agencies of similar size that operate in similar environments. The NTD data provides a way to make those comparisons. Here is the link to the data files in NTD: http://www.ntdprogram.gov/ntdprogram/data.htm
Measuring Apples to Oranges or Apples to Apples?

Mark Twain, the famous American author, is often credited with the quote: “There are three kinds of lies: lies, damn lies, and statistics.” This comes into play frequently in transit, when comparing performance from one agency to another. Without getting too technical (or statistical), it is important to use performance measures that are reliable and appropriate for the type and scale of the operation.

Here is one example: 

ABC transit reported 42 passenger injury incidents in 2011. XYZ transit reported only 6 passenger injury incidents in 2011. Which agency is performing better in the area of passenger injuries?

The question really can’t be answered without knowing more about these agencies and their scope of operations. If the performance measure “passenger injuries per 10,000,000 passenger miles” is used as a basis, it could be applied equally to each agency for comparison.  However, keep in mind that a number of variables may influence how each agency reports its data, so just finding a “common denominator” for the numbers may not tell the whole story.

Here is some performance data that can help us make a better comparison:

In 2011, ABC transit: 

· Had 54,750,000 boarding passengers
· Operated 6,320,806 revenue miles
· Operated 572,727 revenue hours

· Survey data indicates the average length of passenger trips is 20 minutes
· System speed is 11.04 mph on average
Based on this data, ABC Transit operated 200,750,000 passenger miles.

With rounding, this computes to 2.1 passenger injuries per 10M passenger miles.

In 2011, XYZ transit: 

· Had 2,750,000 boarding passengers
· Operated 687,500 revenue miles
· Operated 49,107 revenue hours

· Survey data indicates the average length of passenger trips is 20 minutes
· System speed is 14 mph on average
Based on this data, XYZ Transit operated 12,833,333 passenger miles.

With rounding, this computes to 4.6 passenger injuries per 10M passenger miles.

Thus, ABC Transit, with 42 passenger injuries in 2011, was more than twice as safe, statistically, than XYZ transit, which had 6 passenger injuries in 2011.

Developing SMART Objectives

Using the safety and security “Operational Devices” from UTA discussed earlier, as an example, here is how these goal statements can be developed into one or more SMART objectives:
· Operations are conducted in environments and in ways that are safe for all who participate in them with minimal disruption of service.

This general statement is a desirable goal, but lends itself to transit vehicle operations, vehicle maintenance, transit facilities, etc. A set of objectives could be developed for each phase of the operation. To narrow the focus, here are two specific objectives related to vehicle operation:

· Reduce transit-related passenger injuries
· Reduce transit vehicle collisions

Next, the means of measurement has to be determined:

· Reduce transit-related passenger injuries, based on injuries per 10M passenger miles

· Reduce transit vehicle collisions, based on collisions per 100,000 miles

Agreed-upon is another element, given the variables in how data can be collected, analyzed, and reported, and the need for stakeholders to commit time, energy, and resources to achieving the objective. 
Next, the objective has to be realistic and reachable, which also helps get stakeholders to agree, especially if their performance appraisal depends on it.
· Reduce transit-related passenger injuries, based on injuries per 10M passenger miles, by 10%

· Reduce transit vehicle collisions, based on collisions per 100,000 miles, by 10%

Finally, the objective needs to be time-based, not only so deadlines can be imposed, but to set up periodic evaluation and assessment of objectives, so they can be adjusted and agreed-upon for the next time period.
· Reduce transit-related passenger injuries, based on injuries per 10M passenger miles, by 10% in FY 2012-13, as compared to FY 2011-12.

· Reduce transit vehicle collisions, based on collisions per 100,000 miles, by 10% in FY 2012-13, as compared to FY 2011-12.

SMART Security Objectives
Here is a security goal, borrowed from UTA:

· Facilities are safeguarded against vandalism, violence, sabotage, and terrorism.

And how this goal could be converted into SMART objectives:

· Reduce incidents of vandalism at transit centers and LRT stations, based data from incident reports, facility inspections and/or work orders, by 10% in FY 2012-13, as compared to average number of vandalism incidents from the prior 10 years data.

· Reduce crimes at transit centers and LRT stations, based on data from security incident and police reports, by 10% in FY 2012-13, as compared to average number of crime incidents from the prior 10 years data.

SMART Matrix
In developing SMART objectives, it may be helpful to view them in a matrix format, as shown below. The examples from above are transferred to the matrix format:
	Specific Objective
	Metric/ Measurement

(May need to scale based on agency size)
	Agreed-upon baseline and tracking method
	Realistic Target and timeframe

	Reduce transit-related passenger injuries
	Injuries per 10 million passenger miles 
	Rate from FY 2011-12 and trend line from prior years
	10% reduction in FY 2012-13

	
	Injuries per million revenue miles
	Rate from FY 2011-12 and trend line from prior years
	10% reduction in FY 2012-13

	
	Injuries per year
	Count of injury incidents in prior year(s), trend line and historic average
	Continue to reduce number of passenger injuries each year

	Reduce vehicle collisions
	Collisions per 1,000,000 passenger miles
	Rate from FY 2011-12 and trend line from prior years
	10% reduction in FY 2012-13

	
	Collisions per 100,000 system miles
	Rate from FY 2011-12 and trend line from prior years
	10% reduction in FY 2012-13

	
	Collisions per year
	Count of collisions in prior year(s), trend line and historic average
	Continue to reduce number of collisions each year

	
	Average number of preventable and non-preventable collisions per Operator
	Tracking operator averages in prior 10 years
	10% reduction in preventable collisions, and 5% reduction overall in FY 2012-13 as compared to historic averages

	Reduce vandalism incidents at transit centers and LRT stations
	Number of incident reports, inspection reports, or work orders related to vandalism
	Incident tracking table, average count and trend line from 10 prior years
	10% reduction in FY 2012-13

	Reduce crimes at transit centers and LRT stations
	Number of crimes reported in security incident and police reports
	Incident tracking table, average count and trend line from 10 prior years
	10% reduction in FY 2012-13


Another piece of conventional wisdom: The devil is in the details. When developing the metrics (measurements) for tracking data, take some of these devilish details into consideration:
· Develop specific definitions for terms like accident, incident, crime, etc.

· Break these into sub-categories if needed to clarify what is being tracked and measured; for example “crimes against persons” versus “crimes against property”
· Avoid duplication or redundant reporting that could skew the numbers

· On the other hand, avoid introducing unintended incentives to not report or under-report incidents 
· More incident reports may be positive; for example, encouraging employees to report “near misses,” hazardous conditions, or suspicious activities could skew the numbers, but actually be an indication of increased safety and security awareness and a growing safety culture.
Next Steps

If you got this far, here is a checklist of action items to get agency goals in alignment with your safety and security plans, and to put specific goals and objectives in those plans:

· Review agency mission, vision and values statements

· Identify safety and security goals expressed or implied therein;

· Incorporate safety and security goals into mission, vision and values statements, if needed (with support of top management, board of directors, etc.);
· Develop safety and security goals to incorporate into your SSPP, SEPP, EOP, or other agency plans;

· For each goal, develop one or more SMART objectives;

· Verify that a relevant performance measurement exists in data currently being collected, or can be developed from available data;
· Document the specific objectives, metric or measurement, baseline for comparison, and target in the appropriate safety and security plan(s);
· Consider using a matrix format to organize and list specific objectives related to each safety or security goal;

· Track the data and the results according to your plan;

· Incorporate performance data in the next update of the plan and revise goals and objectives based on the results.
Conclusion

In reviewing a number of transit agency safety and security plans, it is apparent that goals and objectives often get bundled together or used interchangeably, and thus become vague and unclear. This article was intended to define and differentiate goals from objectives. A goal is a description of the desired outcome, or what success looks like. The objectives are the steps that need to be accomplished, in order to reach the goal. SMART objectives are the best objectives; specific, measurable, agreed-upon, realistic, and time-bound.
In a nutshell, keep objectives simple, meaningful, and make sure results can be measured.
Parting words of wisdom from a pretty bright guy:
“Everything should be as simple as possible, but no simpler.”
 – Albert Einstein

More resources on a variety of topics can be found at the FTA Transit Bus Safety and Security website: http://bussafety.fta.dot.gov
Acronyms
COOP

Continuity of Operations Plan

EOP

Emergency Operations Plan

SEPP

Security and Emergency Preparedness Plan

SSEPP

Safety, Security, and Emergency Preparedness Plan

SSMP

Safety and Security Management Plan (new starts or capital projects)

SSP

System Security Plan

SSPP

System Safety Program Plan
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