
Let’s GO!
2024-2027 Strategic Plan



SouthWest Transit Commission
Jerry MacDonald, Chair, Chanhassen

PG Narayanan, Vice Chair, Eden Prairie
McKayla Hatfield, Treasurer, Chaska

Josh Kimber, Chanhassen
Mark Freiberg, Eden Prairie

Bob Roepke, at-large
Mike Huang, Chaska

Erik Perschmann, Carver ex-officio

SouthWest Transit Staff
Erik Hansen, CEO

Maria Mancilla-Diaz, CAO
Stephanie Alexander, Dir of Operations

Erica Schulte King, Dir of Marketing

Consulting Staff
JMS Strategies

Craig Rapp
MorrisLeathermann

Experience Leadership

Let’s GO!

Key People



Table of Contents

Message from the CEO

Planning Process

Mission & Vision

Strategic Priorities

Supporting Documents

3

8

9

17

5

Let’s GO!

Executive Summary 4



Message from the CEO

Let’s GO! 3

Dear SouthWest Transit Commission,

     Let’s Go! embraces SouthWest Transit’s future. This three-year plan leverages
technology to grow while focusing our efforts on the people we serve. I invite you to
share in this vision. 

     In the next three years we will greatly expand our use of technology and harness data
to improve operational efficiencies and meet the needs of our customers. With a full
customer database will do something revolutionary in the transit industry by marketing
to our customers individually to meet their personal transportation needs. By utilizing
data we will be able to provide more cost-effective service, enabling us to serve more
customers. In leveraging new technologies such as electric and autonomous vehicles we
will nimbly stay ahead of the trend and become a national leader for transit. 

     People are the focus of this plan. We will collaborate with stakeholders throughout
our service area, in the Twin Cities Metro area, and the state of Minnesota, to ensure that
Southwest Transit is a valued transit agency. Our customers will see us as the go-to
transportation provider of choice, whether they are going down the block or connecting
to destinations throughout the world. We will meet the needs of all of our customers,
particularly the ones who need it the most, our most vulnerable citizens. 

     We intend to grow SouthWest Transit both geographically and with new services in the
next three years. Our SW Transit bus service will connect people to downtown, along the
494 corridor, and beyond. SW Prime will expand within our service area and grow to serve
new customers throughout Carver County and surrounding communities. Finally, SW
Shuttle will expand beyond our tradition concerts, sporting events, and State Fair service
to include other cultural celebrations and festivals throughout the Twin Cities. 

     Let’s Go! is not only aspirational, it is an achievable vision with actionable and
measurable steps.  It is with great pleasure that I present this collaborative effort to
achieve our collective vision. 

Erik Hansen, CEO 
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Vision

Mission

Strategic
Priorities

SouthWest Transit is the leading provider of innovative transit solutions that
improve livability and enhance economic opportunity in the communities we serve.

We provide a premium experience for the southwest Twin Cities through safe,
reliable, and cost-effective transit that builds community and connects our
customers from where they are to where they want to go.

Strategic
Outcomes

Outcome
Measures

Strategic
Initiatives

Financial Sustainability
Maintain reserves at healthy
levels 
Maintain a structurally
balanced budget 
Growth that maintains
financial stability 

Min 35% GF reserve and
50% overall at the end of
the fiscal year 
Operating revenues that
exceed operating
expenditures 
Cost per rider below $30
annually 
Less reliance on MVST

Gain a sustainable piece
of regional sales tax 
Diversify revenue streams
through alternative
sources 
Improve efficiency by
aligning resources with
cost centers 

Premium Customer Experience
High satisfaction amongst
existing & new customers 
Safe and comfortable riding
experience 
Reliable transit service 

Rider satisfaction at 90% 
Rider compliments
outnumber complaints 
Meet safety targets in EPP
87% on-time departure
within 3M early/5M late 
Prime wait time under 25M

Add outsourced call center
Improved accessibility
through technology
Enhanced customer
experience training  
Implement proactive
customer experience

Growth & Innovation
Increase brand awareness  
Increase ridership  
Improve cost-effective
service delivery using
technology 

Service area expansion
Enhance community
engagement and marketing 
Build technology
infrastructure

Increase transit usage 5%
by 2027
Increase ridership 10%
annually
10% of the fleet is hybrid
or electric by 2027

Community & People
Motivated, inspired &
competent workforce 
Broad engagement within
the communities we serve 
Workforce that reflects the
community

80% employee
satisfaction annually
Participate in 100
community events
annually
Passing pay equity reports
Every employee has at
least 1 training annually

Strengthen collaboration
with local stakeholders 
Internal communications
Enhanced training 
Strengthened regional
partnerships 
Open and competitive
employment recruiting 



Executive Summary

Let’s GO! 5

Let’s Go! sets the mission, vision, and priorities. It is a living
document that is meant to evolve and is a guide for other
organization-wide plans (I.e., Sustainability Plan). What sets
Let’s Go! apart from other strategic plans is that it is not only  
aspirational but also a work plan with high-level tactics meant
to be achieved. These tactics broadly include:

Transitioning the organization to a cost-center, priority-based budgeting process.

Building a technology infrastructure that helps SWT make data-driven decisions.

Developing a new branding and marketing plan to make sure customers and
stakeholders know what services are available to them and for the agency to discover
who isn’t being served – yet!

Creating a long-term operations plan and short-term service change process to reflect
the future build-out of SWT’s system along with setting service delivery standards for the
coming years.

Leveraging SWT assets and partnerships to branch into new markets.

Establishing a stakeholder and community outreach process needed to make short-term
changes that have long-term impact.

Implementing the agency’s existing Sustainability Plan.

Developing departmental work plans that tie back to the goals and measurements in the
Strategic Plan.

High-Level
Tactics
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Let’s Go! builds on SouthWest Transit’s past successes while reimagining itself as an
innovative and people-centered organization for the employees, customers and
communities it serves. With new leadership, evolving transit technologies, and ridership
still recovering from a worldwide pandemic, now is the time to chart a new course. The
planning process involved four broad steps: assessment, strategic framework, analysis, and
strategic initiatives and tactics. 

STEP 1

Assessment
Conducted a community survey
Held a strategic planning retreat with SWT Commissioners
Held a staff planning retreat
Conducted listening sessions with community stakeholders
Identified issues, priorities, and desired outcomes

STEP 2

Strategic Framework
Refined and updated SWT’s vision and mission
Identified key strategic priorities 

STEP 3

Analysis
Reviewed local land use plans
Analyzed workforce and land use data
Developed community transit profiles
Created a conceptual operations plan

STEP 4

Strategic Initiatives and Tactics
Developed strategic initiatives & performance measures 
Created realistic & meaningful tactics for departments
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Let’s Go! is designed to be a living document that adapts to realities as they emerge in the
coming three years. This means that this plan may need adjustments and will require a
pragmatic approach to balance resources while acting boldly to achieve the agency’s goals.
This strategic framework allows flexibility while aligning resources and measures to the
strategic priorities set by the SouthWest Transit Commission. 

Strategic Plan Framework

Financial Sustainability - “We are good stewards of our resources.”
Premium Customer Experience - “We provide a premium transit service.”
Growth & Innovation - “We grow through innovative transit solutions.”
Community & People - “We serve our community and each other.”

Vision

Mission

Strategic
Priorities

SouthWest Transit is the leading provider of innovative transit solutions
that improve livability and enhance economic opportunity in the
communities we serve.

We provide a premium experience for the southwest Twin Cities Through
safe, reliable, and cost-effective transit that builds community and
connects our customers from where they are to where they want to go.

Each Strategic Priority Includes

Strategic Outcomes Outcome Measures Strategic Initiatives High-Level Tactics
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Vision

SouthWest Transit is the leading provider of innovative
transit solutions that improve livability and enhance
economic opportunity in the communities we serve.

Mission

We provide a premium experience for the southwest Twin
Cities Through safe, reliable, and cost-effective transit

that builds community and connects our customers from
where they are to where they want to go.

Vision & Mission

The cornerstone of Let’s Go! is the Mission and Vision. Each strategic priority and its high-
level tactics is designed to align directly with these key statements. 
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Strategic
Outcomes

Outcome
Measures

Maintain reserves at healthy levels 
Maintain a structurally balanced budget 
Growth that maintains financial stability 

Min 35% GF reserve and 50% overall at the end of the fiscal year 
Operating revenues that exceed operating expenditures 
Cost per rider below $30 annually 
Less reliance on MVST

Gain a sustainable piece of regional sales tax 
Diversify revenue streams through alternative sources 
Improve efficiency by aligning resources with cost centers 

Strategic
Initiatives

SouthWest Transit will achieve financial sustainability through a priorities-
based budget framework by optimizing expenditures, maximizing revenues,
and continuously evaluating the impacts of our financial decisions on
service quality and community outcomes.

Financial Sustainability - “We are good stewards of our resources.”
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High-Level
Tactics

Strategic Priorities

LEAD: Administration
Supporting: Operations, Marketing
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Strategic
Outcomes

Outcome
Measures

Strategic
Initiatives

High satisfaction amongst existing & new customers 
Safe and comfortable riding experience 
Reliable transit service 

Rider satisfaction at 90% 
Rider compliments outnumber complaints 
Meet safety targets in EPP
87% On-time departure within 3M early/5M late 
Prime wait time under 25M

Add outsourced call center
Improved accessibility through technology
Enhanced customer experience training  
Implement proactive customer experience

SouthWest Transit will achieve a premium customer experience by exceeding
our customers’ expectations with a safe, reliable, and convenient ride that
takes our customers where they want to go. 

Premium Customer Experience - “We provide a premium transit service.”
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High-Level
Tactics

Strategic Priorities

LEAD: Administration
Supporting: Operations, Marketing
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Strategic
Outcomes

Outcome
Measures

Strategic
Initiatives

SouthWest Transit will achieve growth and innovation by embracing new
technology while systematically increasing our service area and capacity through
innovative stragtetgies that are adaptable and responsive to evolving market
needs and our customers’ preferences. 

Growth & Innovation - “We grow through innovative transit solutions.”

Increase brand awareness  
Increase ridership  
Improve cost-effective service delivery using technology

Expand service areas
Enhance community engagement and marketing 
Build technology infrastructure

Increase transit usage 5% by 2027
Increase ridership 10% annually
10% of the fleet is hybrid or electric by 2027
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High-Level
Tactics

Strategic Priorities

LEAD: Marketing, Operations
Supporting: Administration
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Strategic
Outcomes

Outcome
Measures

Strategic
Initiatives

SouthWest Transit will achieve community and people by collaboratively serving
our community and engaging with a diverse range of internal and external
stakeholders while fostering mutual and inclusive benefit.

Community & People - “We serve our community and each other.”

Motivated, inspired & competent workforce 
Broad engagement within the communities we serve 
Workforce that reflects the community

80% employee satisfaction annually
Participate in 100 community events annually
Passing pay equity reports
Every employee has at least 1 training annually

Strengthen collaboration with local stakeholders 
Internal communications
Enhanced training 
Strengthened regional partnerships 
Open and competitive employment recruiting 
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High-Level
Tactics

Strategic Priorities

LEAD: Marketing, Administration
Supporting: Operations
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Conceptual Operations Plan
JMS Strategies gathered and analyzed basic demographic and workforce data, conducted listening
sessions,  and reviewed local plans to identify mutual goals and efforts related to land use trends,
economic development opportunities, and community needs over the next three years.  These and
other inputs were then used to develop a conceptual operations plan and short-range community
transit profiles that SouthWest Transit can use to help facilitate conversations with local
communities. These efforts identified the following key themes: 
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Conceptual Operations Plan

The conceptual operations (Ops) are further broken down into tables. As the strategic plan is future
forward, the Ops plan does not include SWT’s existing 600 series fixed route buses or the 494
corridor that is currently in development. 
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Conceptual Operations Plan
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Conceptual Operations Plan
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City of Carver Community Profile

Carver is currently served by the 698C and 698T express buses into Minneapolis with stops in
Chaska, Chanhassen, and Eden Prairie. This is in line with where the City’s residents commute to:

• 368 work in Chaska (12%)
• 325 work in Eden Prairie (10.6%)
• 255 work in Minneapolis (8.3%)
• 217 work in Chanhassen (7.1%)
• 141 work in Shakopee (4.6%)
• 137 work in Bloomington (4.5%)
• 134 work in Minnetonka (4.4%)
• 59    work in the city (1.9%)
1,014 (33%) of residents’ commute < 10
miles
1,522 (49.5%) of residents commute 10-24
miles

The express bus service is also consistent with workers coming into the city:

• 59 live in Carver (11.3%)
• 42 live in Chaska (8%)
• 27 live in Minneapolis (5.2%)
• 17 live in Eden Prairie (3.3%)
• 16 live in Chanhassen (3.1%)
• 16 live in Shakopee (3.1%)
• 15 live in Belle Plain (2.9%)
• 15 live in Victoria (2.9%)
• 13 live in Waconia (2.5%)
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City of Carver Community Profile

Carver Conceptual Operations Map

Strategic Initiatives/Top Opportunities to Work w/ Stakeholders:
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Chanhassen City Profile

Chanhassen is served by the 600 series express buses and SW Prime. Current Service is consistent
with where residents work.

13,721 residents work
1,564 live and work in the City (11.4%)
12,157 work outside the City

14% to MPS
11% to EP
7% Minnetonka
5% Bloomington
4% Chaska

43.6% of residents commute less
than 10 miles
47.4% of residents commute 10-24
miles

1,564 live and work in the City (14.7%)
21,801 commute in
Top 5 cities coming into Chan

6% MPS
5% Chaska
5% EP
4% Shakopee
3% Bloomington
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Chanhassen City Profile

Map 1 shows a new conceptual P&R at HWY5 & HWY 41
(Lifetime Corp area).  This would facilitate the new 501
community connector service that runs along HWY 5
from Eden Prairie to Waconia, and a new Flexroute
to/from downtown Chaska.

Map 2 highlights the Chanhassen Station-Chanhassen
Dinner Theatre area due to its TOD redevelopment
potential, including shared parking, repurposing some
of the parking structure space.  This area would connect
to SouthWest Station in Eden Prairie via the new 501
community connector and existing SW Prime service,
and SWLRT in 2027. The below picture shows the
available space for in-fill development between the
theatre and SWT’s Chan parking structure.

Map 3 shows a potential Flexroute between the dinner
theatre/Chanhassen Station and SouthWest Village Station,
with stops in between. Riders would be able to connect to
the 600 series, and eventually the SWLRT in 2027.

Strategic Initiatives/Top Opportunities to Work with Stakeholders:
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Chaska City Profile

Chaska is served by the 600 series express buses and SW Prime. Current Service is consistent
with where residents work.

14,668 residents work
1,711 live and work in the City (11.7%)
12,957 work outside the City

11% Eden Prairie
11% MPS
8% Chanhassen
5% Bloomington
5% Minnetonka

44.4% of residents commute less than 10 miles
n39% of residents commute 10-24 miles

11,626 workers commute in
1,711 live and work in the City
(14.7%)
 8,827people commute into the
City for work

6% Shakopee
4% Chanhassen
4% Eden Prairie
4% MPS
3% Carver
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Chaska City Profile
Strategic Initiatives/Top Opportunities to Work with Stakeholders:
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Eden Prairie City Profile

31,091 residents work
n 6,065 live and work in the City (19.5%)
25,026 work outside the City

16% to MPS
7% to Bloomington
7% Minnetonka
5% Edina
4% Chanhassen

55% of residents commute less than 10 miles
39% of residents commute 10-24 miles

6,065 live and work in the City (9.3%)
58,827 people commute in

9% MPS
4% Bloomington
3% St. Paul
3% Plymouth
3% Shakopee
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Eden Prairie City Profile

Strategic Initiatives/Top Opportunities to Work with Stakeholders:
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Victoria City Profile
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Victoria City Profile

Strategic Initiatives/Top Opportunities to Work with Stakeholders
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Waconia City Profile

6,825 workers commute
1,183 work in Waconia (17.3%)
Top commuting destinations:

Eden Prairie (8.6%)
 Minneapolis (7.5%)
Chanhassen (6.1%)
Chaska (5.3%)
Minnetonka (4.1%)

1,881 (27%) of residents commute less
than 10 miles

2,977 (43.6%) of residents’ commute
between 10 to 24 miles

1,685 (24.7%) of residents commute
between 25 to 50 miles

5,314 workers in the city
1,183 live in Waconia (22.3%)
238 live in Chaska (4.5%)
214 live in Glencoe (4%)
179 live in Victoria (3.4%)
160 live in Norwood Young
America (3%)
 140 live in Watertown (2.6%)
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Waconia City Profile

Strategic Initiatives/Top Opportunities to Work with Stakeholders


