FY2026

Accomplishments

Our Vision Our Mission Our Core Values

A progressive mobility agency that promotes To connect Hampton Roads with Customer Service, Safety,
prosperity across Hampton Roads through transportation solutions that are reliable, Workforce Success, Fiscal
collaboration and teamwork. safe, efficient, and sustainable. Responsibility.

Customer Focused Operations

+  Fully implemented GoMobile, an agency-wide initiative involving
multiple departments to introduce three new ways to pay fares:
the GoMobile app, GoMobile reloadable card, and tap to pay
with credit or debit cards.

+  With GoMobile, HRT introduced fare capping, providing all
customers with the best possible fare of no more than $4.50
per day or $70 per month for regular fares, no matter how often
they travel. This fare technology program advanced the region
into a modern, account based, contactless fare structure while
reshaping how customers pay and board buses, trolleys, light rail
and ferry.

+  As part of the GoMobile implementation, HRT equipped all
buses, ferries and trolleys with onboard validators. Ticket
Vending Machines (TVMs) were replaced at all light rail stations,
ferry docks and transit centers to support GoMobile technology.

+  Completed the systemwide installation of smart bus stop signs
with QR codes that enable customers to find real-time bus
information, route maps and report cleanliness.

+  Broke ground on the new Evelyn Butts Transit Center in Norfolk,
which will feature 12 bus bays to accommodate high-frequency
service, covered waiting areas with benches, accessible
restrooms, and a new park-and-ride lot once completed in 2029.

+  Created a partnership with the City of Norfolk and Norfolk State
University to provide free rides on the Tide light rail for NSU
home games, resulting in thousands of new customers.

+ Implemented a new bus route (981) between downtown Norfolk
and the Amazon Fulfillment Center (ORF4) on Dam Neck Road in
Virginia Beach to serve its 1,000 workers.

+  Restored service to 68th Street/Atlantic Avenue in Virginia Beach via Route 33 to support the hospitality industry.

+ Installed 33 new bus stop amenities to enhance the customer experience.

+  Designed and installed new braille signs throughout the light rail system to make transit even more accessible for all.

+  Constructed a new transfer center at Orcutt and 81st Street in Hampton, including shelter pads, concrete pavement and sidewalk.

«  Continued the fleet refurbishment to enhance the customer experience and reliability with the purchase of 14 new VB Wave trolleys.

+  Completed 17 marketing communications campaigns, resulting in an increase of 48,170 riders from FY25 to FY26 (July-April) on
HRT’s main modes and a consistent increase in month-over-month OnDemand ridership.

+  Enhanced external communications to support customer engagement and brand awareness:

» Produced 16 episodes of On the Move YouTube show.

» Produced nine episodes of Going Places podcast.

» Created four issues of external newsletter, rebranded as “Momentum.”

» Created 12 monthly editions of Community Connector e-newsletter, each distributed to 7,500 subscribers.
» Reached 6,265 unique readers through agency blog, rebranded as “Beyond the Bus Stop.”

» Distributed 70 news releases and media advisories.

» Managed 143 media inquiries and interviews.

» Completed 97 FOIA requests.
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Customer Focused Operations

Created an interactive story map website for stakeholders to tell the story and value of HRT.
Completed 211 public outreach events in all six cities to support all modes of HRT transit.

+  goCommute celebrated its 30th anniversary as Hampton Road’s Transportation Demand Management program, with staff
completing 123 outreach events to enhance commuter options across the region.
Held four free-fare days, resulting in ridership growth: Transit Equity Day, Earth Day, Juneteenth and Election Day.
Created 2,030 new Student Freedom Passes across 20 schools and four non-school events contributing to 248,403 youth rides
across bus, ferry, and OnDemand Ridesharing.
Inaugurated the Student Transit Rider Commission Meetings with 10 meetings of eight active student members who provide HRT
with advice on youth campaigns and programs to enhance student ridership.

+  Hosted two Community Resource Fairs with 24 social service and workforce agencies.

+  Completed 17 travel training sessions to introduce individuals and groups to transit.
Fielded 2,826 customer service calls and processed 5,784 complaints.

Organizational Performance

Delivered the System Optimization Plan (SOP) through robust public outreach and stakeholder engagement with the goal to reduce
low-ridership local bus service and reinvest limited bus and operator assets into routes with high ridership demand to create long-
term service efficiency, effectiveness and financial sustainability.

+  Completed the Sustainability Study, which identified $13.7 million in agency-wide cost savings.

+  Adopted the FY2027 Operating Budget and FY2027-FY2037 Capital Improvement Plan.
Completed the FY2024 Audit.
Awarded over $76 million in contracts, $14.6 million in contract task orders and modifications, and over 1,800 in purchase orders
totaling $9.663 million.
Reduced supplier costs by an average of 6.1% by negotiating contracts.

Bus operations:

Launched the On-Time Performance
(OTP) Committee to increase
organizational focus on service reliability
and schedule adherence.

Established routine performance reviews
and accountability measures to improve
systemwide OTP performance.

Reduced missed trips through
enhanced operational oversight, staffing
coordination, and daily performance
management.

* Maintained a strong safety culture with
zero preventable fatalities during the
reporting period.

Reduced the number of buses out of
service more than 30 days by 5%.

Light rail:

+  Achieved zero missed trips attributable to staffing shortages.

+  Successfully onboarded four Controller/Dispatchers and two Light Rail Operators.
Increased ridership by accommodating Norfolk Tides fans traveling to and from alternate parking locations during Harbor Park
construction activities.
Achieved a fiscal year-to-date On-Time Performance rate of 99.2%, exceeding performance from the same period in the previous
fiscal year.
Maintained a zero-fatality safety record.
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Organizational Performance

Paratransit:

+  Supported year-over-year ridership growth exceeding 7% while maintaining
high service reliability.

+  Maintained On-Time Performance of 95%, with frequent performance above
95%.

+  Obtained an $850,000 grant to support the expansion of the Paratransit fleet.

+  Achieved multiple record-setting ridership and productivity milestones,
including:
» More than 1,700 completed trips in a single day.
» More than 44,000 passenger trips in a single month.

OnDemand Ridesharing:

+  Successfully launched HRT OnDemand service in Chesapeake and Hampton, expanding mobility options and improving first-mile/
last-mile connectivity.

- Established performance monitoring and reporting processes to measure ridership, productivity, customer satisfaction, and overall
service effectiveness.

+  Positioned HRT as a regional leader in innovative mobility solutions, earning recognition from stakeholders and the Federal Transit
Administration.

*  Received the WTS Innovative Transportation Solution Award.

Base Express:
+  Launched a new contract with a new vendor for the fourth year of service.
+  Maintained exceptional service for military personnel while achieving a record ridership month with nearly 7,000 passenger trips.

Elizabeth River Ferry:

«  Successfully coordinated major maintenance and dry-dock activities for Ferry V, Ferry VI, and Ferry VII while minimizing service
disruptions and maintaining safety standards.

+  Maintained On-Time Performance exceeding 99%.

. Digitized nearly 11,000 new records and modified over 3,500 existing records, saving 48 trees, 5 barrels of oil, 11,519 kilowatts of
energy, 9 cubic yards of landfill and reducing particulate air pollution by 168 pounds.

+  Developed and implemented the HRT Roadway Worker Protection Program to enhance safety along light rail tracks.

+  Collaborated with the City of Norfolk to build sidewalk at Ballentine Station for safer access to station.

+  Completed a comprehensive revision of the HRT Emergency Operations Plan (EOP).

+  Conducted annual light rail exercise in partnership with City of Norfolk response agencies, Old Dominion University Emergency
Management, and the Virginia Department of Rail and Public Transportation (VDRPT).

*  Preparation and response to multiple severe weather events, including three winter storms and one hurricane.

* Reduced liability-related legal expenses by more than 68% over the past three years.

+  Decreased the number of injured employees filing for workers’ compensation hearings by 58% through proactive employee
guidance and education on workers’ compensation documentation.

. Increased advertising revenues to $1.6 million, an increase of 19%.

+  Completed 53 production orders.

+  Signed up 11 new advertising clients.

+  Maintained a 95% retention rate of existing clients, well above industry average of 72%.

* Increased fare card sales to $2.045 million, up 28%.

«  Strengthened HRT’s cybersecurity to reduce attacks, modernize authentication and improve threat resilience.

+ Advanced the reliability and safety of core rail operations by modernizing SCADA.

+  Completed 11 major Technology system campaigns, including APC, VMware, SAN, Rapid Recovery, PanOS, CrowdStrike Legacy
OS and CradlePoint firmware updates to significantly reduce operational and cybersecurity risk across the Agency’s technology
ecosystem.

. Delivered a secure, modern investigative case management platform that streamlines how incidents are captured, tracked and
resolved, enhancing rider safety by enabling the agency to address issues proactively and maintain a safer, more reliable transit
experience for the community.

+  Earned HRSD Platinum Achievement Award for achieving seven consecutive years of 100% perfect compliance.
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Organizational Performance

Completed significant engineering and facilities improvements, including:

» Slab leveling/grout pumping at DNTC to eliminate tripping hazards and address trip and fall complaints.

» Installed new gate at 18th Street to enhance campus security

» Upgraded employee parking lot at 3400 Victoria Boulevard to include 15 additional parking spaces and repave asphalt that was
past its useful life.

» Upgraded employee parking at HTC to address aging pavement identified as being not in a state of good repair in the pavement
assessment report.

» Constructed light rail fall protection at Norfolk Tide Facility to enhance safety when working on top of LRVs.

» Completed roofing and cladding project at 3400 Victoria Boulevard, bringing the facility into a state of good repair and ensuring
safe and sustainable business practices.

Successfully completed the DRPT Maintenance Training Audit with zero findings.

Completed the organization-wide issuance of new employee access credentials.

Hired three Transit Security Officers, with two officers successfully completing training and entering full-duty status.

Initiated proposed amendments to the Norfolk Municipal Code to authorize HRT Security personnel to enforce conduct requirements

contained within Chapter 34 of the Norfolk City Code.

Assisted local law enforcement agencies in the safe identification and recovery of two missing juveniles.

Oversaw more than 32,000 fare inspections on the Light Rail system, representing more than double the inspections conducted

during the same period in CY2025.

Through collaborative law enforcement partnerships, EDO teams contributed to 370 arrests and citations addressing criminal activity

and quality-of-life concerns throughout the transit system.

Transit Security Officers completed 5,607 patrol checks across HRT facilities and service areas, enhancing visibility and system

security.

Workforce Success

Successfully implemented Workday for core HR functions and employee self-service convenience: HCM Core, HCM, Compensation,
Payroll, Benefits, Learning, Absence, Time Tracking, and Development.

Supported hiring and employee incentives with two new pilot programs offered to union staff: Added five paid leave days for union
employees to take as emergency leave and implemented dependent care credit of $50 per week, per child, with a $100 per week
maximum aiding those staff with childcare costs.

Negotiated health insurance renewals down from an 11.3% increase to a 5% increase in premiums despite increases trending in the
18% to 25% range.

Full-time Bus Operator resignations dropped from 62 in FY25 to 45 in FY26, a decrease of 38%. Overall full-time bus operator
separations decreased by 22% in FY26 over FY25.

Onboarded 44 full-time administrative positions, including key positions such as
Chief Planning and Development Officer, Chief Financial Officer, Sr. Director of
Planning and Development, Director of Budget and Financial Analysis, Director
of Bus Maintenance, Director Finance, Director of Rail Maintenance, and a
Comptroller.

Successfully trained 96 new Bus Operators, Supervisors, and Rail Maintenance
personnel, strengthening frontline operational capacity across the organization.
Trained six new Light Rail Operators and two Rail Controllers to support
continued service delivery and operational readiness.

Designed and launched HRT’s Career Development/Planning process to create
new administrative mentorship initiatives along with job shadowing and cross
training opportunities.

Developed a Planning Helpdesk Portal to create a direct line of communication
between Bus Operators and Planning & Development. Employees can report
issues and concerns to the department through the portal.

Created the Operator Page on HRT’s website to provide documents without
requesting them through their supervisor.

Designed new operator lounge at NNTC to accommodate operator breaks to build
a culture for innovation and workforce success.

Successfully hosted the Annual Virginia State Bus Roadeo, promoting operator
development, safety, and professional excellence.
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Workforce Success

+  Launched the Supervisor Toolkit, a monthly summary of news
and information for supervisors to share with operators to
increase awareness of HRT news and developments.

+  Produced 12 issues of The Link newsletter for employees and
added two additional pages quarterly.

. Launched HRT-V screens in HRT facilities, including break
rooms, that display news and information about HRT.

+  Conducted communications training for SET members to prepare
them for proactive media opportunities.

+  Produced two CEO Roundtables and two CEO Luncheons to
foster employee engagement.

+  Won nine Pinnacle Awards — the most of any organization — from
the Hampton Roads Chapter of the Public Relations Society of
America.

*  Won Outstanding Transit Marketing Award for OnDemand
Ridesharing from the Virginia Transit Association, which also awarded William E. Harrell with the Helen Poore Transit Professional
Distinguished Service.

«  Successfully hosted the Annual Virginia State Bus Roadeo, promoting operator development, safety, and professional excellence.

Regional Impact

+  Supported the passage of HJ28, the Hampton Roads Regional
Transit Study, from Delegate Alex Askew. This legislation
establishes a 2-year joint subcommittee to study long-term,
sustainable, and dedicated operations and capital funding for the
three region’s three transit agencies.

+ Over 15 TDCHR Commissioners and HRT staff participated in the
Annual Transit Advocacy Day in Richmond advocating for HJ28
and increased state funding for transit.

+  Members of the External and Legislative Advisory Committee and
HRT staff conducted two trips to Washington, D.C., to advocate
for community project funding for additional security projects
and authorization to receive federal funding for a new silver line at
Naval Station Norfolk.

+  Successfully applied and received a marketing grant from
DRPT at the end of FY25, executing in FY26, resulting in a 7,087
increase in light rail ridership during the three-month winter season through the Winter Wonderland campaign.

+  Organized and hosted the State of Transit regional event at the Hampton Roads Convention Center, which attracted 100 elected
officials and business leaders.

+  Organized 15 Bike to Work Day Pit Stops as part of Bike to Work Day.

+  Successfully implemented a region-wide active transportation survey to guide future improvements that support commuter biking
and walking.

+  Coordinated bus stop and park-and-ride access for DRPT-supported Breeze bus service to enhance multi-modal transit use to
foster regional quality of life and economic vitality.

+  Through the Unified Fare Study, HRT collaborated with WATA, Suffolk Transit and the Regional Transit Advisory Panel to evaluate
pathways toward a seamless regional fare system. The study delivered preferred alternatives and outlined the future needs required
to achieve unified customer experience across agencies while positioning HRT as a regional leader in fare modernization.




