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VRE Performance
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VRE On-Time Performance: trains arrive at last scheduled stop within 6 minutes of schedule
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NE Regional Performance
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NE Regional All-Station OTP v. Delay Minutes (RF&P Corridor Only)1,2
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Amtrak On-Time Performance: trains arrive at scheduled stop within 15 minutes of schedule
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(1) OTP does not include the NS Roanoke Corridor

(2) Delay minutes exclude NOD and all delays on NS
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Long Distance Performance
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(1) OTP does not include the NS Roanoke Corridor
(2) Delay minutes exclude NOD and all delays on NS
(3) Long distance trains include Carolinian, Palmetto, Silver Meteor, and Silver Star trains
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Updates on key delay areas and initiatives
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Summer 
Schedules

Planned
Work

Washington

Union Station
‒ Summer pilot schedule 

Memorial Day to Labor 
Day

‒VPRA seeks to expand the 
pilot schedule for 2025

‒ Station delays are ongoing 
but have improved in 
recent months

‒Coordination of work 
outages and Service 
mitigation efforts.



A warm start to the summer led to a record number of heat order delay 
minutes, but temperatures have since settled back into recent trends
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(1) All trains, Amtrak/CSX trackage only

(2) Temperature data from Richmond International Airport, average daily high temperature. 



Summer schedule pilot was in effect from Memorial 
Day to Labor Day
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Train Service

Operating 

Days Remarks and Changes

138 from NFK M-F Add 10 minutes for CSX heat orders

158 from NFK SaSu Add 15 minutes for CSX heat orders

95 to NFK M-F Add 15 minutes for CSX heat orders

141 to NFK M-F Add 10 minutes for CSX heat orders

157 to NFK Su Add 10 minutes for CSX heat orders.

125 to NPN M-F Add 10 minutes for CSX heat orders

99 to NPN SaSu Add 9 minutes for CSX heat orders

186 from NPN M-F Add 5 minutes for CSX heat orders

124 from NPN SaSu Add 5 minutes for CSX heat orders

195 to RVM SaSu Add 5 minutes for CSX heat orders

Added time a function of:
• 50th percentile of incurred CSX heat orders during summer 2023-2024

• Amount of CSX recovery time already in the schedule

• Predicted improvement to all customer OTP
• Avoidance of long dwelling on non-heat order days

• Amount of scheduled time train travels on CSX between the 1:00pm-7:00pm heat order window



Summer schedule pilot was in effect from Memorial 
Day to Labor Day
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As a pilot program, we are monitoring several factors to determine success:

Success Metric Success Measure
Pilot 

Result

Median1 heat order delay minutes per train Decrease

On-Time Performance per train Increase

Difference in OTP on heat order vs. non-heat order days Decrease

OTP-related Customer Service Index (CSI) scores Increase

Dwell times on non-heat order days Minimal increase

(1) Average was initially proposed, but median is more representative



Conclusions and Next Steps
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• Trains in the summer pilot 
schedule had mitigated OTP 
decreases

• Trains not in the summer pilot 
experienced a greater loss of 
OTP due to heat delays

VPRA would like to continue and 

expand the pilot in Summer 2025 
to include more trains



Interlocking construction at Washington Union Station required several 
weekend service changes in October/early November
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• Three turnouts were replaced in 
Washington Union Station at 
the mouth of the First Street 
Tunnel

• 55-hour outages on weekends 
in October and early 
November

• Amtrak and VRE schedule 
adjustments were required, 
including truncating Amtrak 
trains at WAS without 
continuing to/from Virginia



Impacts to service in Virginia, weekends Fri 10/4-Mon 10/21
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Friday Saturday Sunday Monday
No schedule changes • 79 (to CLT): Cancelled

south of WAS
• 151 (to RNK): Cancelled 

south of WAS

• 652 (to NPN): Cancelled 
south of WAS

• 124 (from NPN): Cancelled 
south of WAS

• 66 (from RNK): Cancelled 

south of WAS
• 80 (from CLT): Cancelled

south of WAS

• 79 (to CLT): Cancelled

south of WAS
• 151 (to RNK): Cancelled 

south of WAS

• 652 (to NPN): Cancelled 
south of WAS

• 87 (to NFK): Cancelled
south of WAS

• 124 (from NPN): Cancelled 
south of WAS

• 66 (from RNK): Cancelled 

south of WAS
• 80 (from CLT): Cancelled

south of WAS

• 94 (from NFK): Cancelled

south of WAS

RNK NPN1 NFK LD

NB

SB

RNK NPN1 NFK LD

NB

SB

RNK NPN1 NFK LD

NB

SB

RNK NPN1 NFK LD

NB

SB

1. Includes trains originating/terminating at RVM.         2. Train 65 originates one day before shown here.



Impacts to service in Virginia, weekends Fri 10/25-Mon 11/4
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Friday Saturday Sunday Monday

• 141 (to NFK): Cancelled south 
of WAS

• 79 (to CLT): Cancelled, WAS-RGH

• 151 (to RNK): Cancelled south of 

WAS
• 153 (to NFK): Cancelled south of 

WAS
• 195 (to RVM): Cancelled south of 

WAS

• 87 (to NFK): Cancelled south of 
WAS

• 652 (to NPN): Cancelled south of 
WAS

• 80 (from CLT): Cancelled, RGH-

WAS
• 158 (from NFK): Cancelled south of 

WAS
• 124 (from NPN): Cancelled south 

of WAS

• 66 (from RNK): Cancelled south of 
WAS

• 79 (to CLT): Cancelled, WAS-RGH

• 151 (to RNK): Cancelled south of 

WAS
• 195 (to RVM): Cancelled south of 

WAS
• 87 (to NFK): Cancelled south of 

WAS

• 652 (to NPN): Cancelled south of 
WAS

• 164 (from RVM): Cancelled south 
of WAS

• 88 (from NFK): Cancelled south of 

WAS
• 80 (from CLT): Cancelled, RGH-

WAS
• 158 (from NFK): Cancelled south of 

WAS

• 124 (from NPN): Cancelled south 
of WAS

• 66 (from RNK): Cancelled south of 
WAS

• 86 (from RVM): Cancelled south 
of WAS

• 94 (from NFK): Cancelled south 
of WAS

RNK NPN1 NFK LD

NB

SB

RNK NPN1 NFK LD

NB

SB

RNK NPN1 NFK LD

NB

SB

RNK NPN1 NFK LD

NB

SB

1. Includes trains originating/terminating at RVM.         2. Train 65 originates one day before shown here.



Southbound delays at Washington Union Station Improving
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Top 5 SB WAS Delay Categories (May-Oct), by Month1
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Engine swap delay minutes fell 41% month-over-month but still accounted 
for 1,000 minutes of delay in September
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(1) Excludes NOD and delays on the Cardinal and Crescent
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After falling since July, VRE terminal congestion delays rose again in 
October
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Southbound VRE Departures at Washington Union Station, October 2024
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Endpoint OTP
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Line FBG FBG FBG FBG FBG FBG FBG FBG
Departure 13:00 14:40 15:30 16:00 16:40 17:20 18:10 18:50

Line MSS MSS MSS MSS MSS MSS MSS MSS
Departure 6:35 13:15 15:20 16:10 17:10 17:30 18:00 19:00



Customer Service Standards



Goal: Ensure consistent service for our passengers
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Customer Service Standards (CSS) Program

➢The Why?

• VPRA-Amtrak Partnership Funding 
Agreement

• Consistent passenger experience

➢ The How?

• Existing Amtrak standards

• In consultation with Amtrak Subject 
Matter Experts

• VPRA Inspection Program

• Compliance Regime

18



Agreement 
Timeline

19

• March 6-8, 2024: Series of 
workshops with Amtrak SMEs

• August 1, 2024: VPRA signed the 
CSS Agreement

• November 6, 2024: Amtrak signed 
the CSS Agreement

• September 30, 2025: Grace Period 
ends

• October 1, 2025: Compliance 
Regime begins

Customer Service Standards workshops: Alexandria, March 6-8, 2024 ►



Program Details
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➢Seventeen Standards

• Technology 

• Cleanliness

• Food & beverage

• Customer experience

• On-time performance

➢VPRA Inspection Program 

• Minimum required quarterly 
inspections

• Monthly Reports 

• Quarterly Non-Compliance 
Determination

• Informal feedback - “Ideas Bank”



Program Details

21

➢Seventeen Standards

• Technology 

• Cleanliness

• Food & beverage

• Customer experience

• On-time performance

➢VPRA Inspection Program 

• Minimum required quarterly 
inspections

• Monthly Reports 

• Quarterly Non-Compliance 
Determination

• Informal feedback - “Ideas Bank”

Standard 15, Onboard Restroom 
Cleanliness:

“On originating trains at NFK, NPN, RVM 
& RNK, the VPRA Inspector boards 

equipment prior to passenger boarding 
and inspects all restrooms.  On 

Southbound trains at WAS, the inspector 
should observe WAS mechanical crews 

boarding trains and refreshing restrooms 
before departure.  In cases of unclean 
conditions, the inspector will notify the 
conductor and ensure the restroom is 

locked and an out-of-order sign is placed 
on the restroom door. The inspection 

report will document train dwell time at 
WAS and/or other extenuating 

circumstances.”



Compliance Regime
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➢ Grace Period

• Penalty-free implementation period

➢ Staying Relevant 

• Ability to add ‘supplemental’ standards if 
desired

• Ability to modify standards once a year

➢Dispute Resolution

• Data-backed inspection reports 

• Regular feedback to Amtrak SMEs

• Work with Amtrak SMEs to resolve 
recurrent issues

• Ability to dispute Non-Compliance finding



Compliance Regime
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➢ Grace Period

• Penalty-free implementation period

➢ Staying Relevant 

• Ability to add ‘supplemental’ standards if 
desired

• Ability to modify standards once a year

➢Dispute Resolution

• Data-backed inspection reports 

• Regular feedback to Amtrak SMEs

• Work with Amtrak SMEs to resolve 
recurrent issues

• Ability to dispute Non-Compliance finding

10% or More
• Mandatory Meet and Confer

33% or 3 
Quarters NC

• Remedial Plan

50% or 6 
Quarters NC

• Liquidated Damages

67% or 9 
Quarters NC

• Revocation of Exclusivity

NC LEVEL REMEDY/CURE
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Next Steps

➢ VPRA will begin sharing monthly and quarterly inspection reports

➢ VPRA and Amtrak teams will jointly…
➢ Brief front-line managers, train crew, and station staff about the standards

➢ Monitor performance through the grace period

➢ If needed, adjust the standards before October 1, 2025
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Continuous Improvement

• Real-time Feedback

• Monthly Reporting

26



Recognize the Good
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Thank you!
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