
PLANNING AND PROGRAMMING COMMITTEE


September 18, 2002

SUBJECT:
METRO RAPID FIVE-YEAR IMPLEMENTATION PLAN

ACTION:
APPROVE IMPLEMENTATION OF THE METRO RAPID FIVE-YEAR IMPLEMENTATION PLAN
RECOMMENDATIONS

A. Adopt the Metro Rapid Five-Year Implementation Plan report findings and accelerated, phased countywide expansion plan (Attachment A); 

B.
Set aside $92.3 million of future regional funds to complete the Metro Rapid Five-Year Implementation Plan (Attachment A, Table 10);

C.
Amend the FY 2003 Special Revenue budget to include $3.8 million for Phase II station construction.  Funds are included in the FY 2002 Regional TIP for this purpose;  

D.
Authorize the Chief Executive Officer to negotiate and execute agreements with the local jurisdictions in each corridor so as to expedite deployment of the Five-Year Implementation Plan.

ISSUE

In February 2002, MTA adopted the Metro Rapid Expansion Program, a conceptual plan for expanding the Metro Rapid Demonstration Program.  The Expansion Program recommended implementing countywide Metro Rapid service, and included a selection process for evaluating the merits of candidate corridors.  To build on the program’s success, the Board requested that staff develop an accelerated deployment plan and return to the Board for consideration.  

Staff is presenting a Metro Rapid Five-Year Implementation Plan which recommends dedicating $92.3 million of regional funds to implement 24 lines on an accelerated schedule by 2008.  This recommended funding will be used to construct bus signal priority, stations, and related communications equipment.  

This Plan was developed following a rigorous selection process to identify both MTA and Municipal Operator corridors where Metro Rapid Program service would best meet the needs of transit patrons (Attachment A).  Corridors were evaluated on the basis of existing success (current transit service), potential success (corridor transit potential), and the need for transit (corridor transit dependence).  As a result of the 

above process, 24 corridors have been identified for inclusion in the Metro Rapid Five-Year Implementation Plan.  
POLICY IMPLICATIONS

The purpose of the Metro Rapid Five-year Implementation Plan is to introduce a new, high quality mode of transit that will offer faster travel choices for bus riders, especially the transit-dependent.  The Metro Rapid Program is an integral part of the adopted Long Range Transportation Plan.

OPTIONS

Options considered include (1) continuing to operate Metro Rapid along the two demonstration corridors, but not expanding the Metro Rapid Program beyond these corridors, and (2) expanding the demonstration program with one or two additional corridors and evaluating the results of the expanded demonstration prior to recommending a countywide system expansion of the program. Option 1 is not recommended because of the success of the Metro Rapid Demonstration Program.  Passenger travel times and service quality have been improved to the point that they are now noticed and appreciated by the public.  Ridership has increased significantly as a result.  Option 2 is not recommended because data from the two Demonstration lines was found to be more than adequate to develop reliable and consistent findings and recommendations.

FINANCIAL IMPACT

Operating and capital cost estimates presented in the Implementation Plan are predicated on the following assumptions.  

Operating costs – Implementation of the Broadway and Vermont corridors in December 2002 is scheduled at approximately 5,300 revenue service hours ($1.1 million) more than pre-existing levels during FY 2003.  Funds to implement these services are available within the existing 

FY 2003 budget.

When complete in FY 2008, the Implementation Plan provides a net increase of 15,646 annual revenue hours for the 24 expansion corridors over the pre-existing service levels in those corridors.  This increase in service is within the levels assumed in the 10-year forecast.  However, based on ridership increases experienced on the two Metro Rapid demonstration corridors, it is likely that additional capacity will be needed beyond the above funding.  In such cases, staff will develop for Board consideration corridor-specific plans to cover the increase in operating costs.  
 

Capital Costs – Capital cost estimates are derived from the Metro Rapid Demonstration Program. Given the same design and quality of station construction, the same bus signal priority and “next trip” display technology, and additional equipment to maintain and monitor each corridor, one-time capital costs associated with implementing the entire program are estimated at $110.5 million, escalated (Five-Year Implementation Plan, Table 10).

Funding for the continued implementation of Phase II is consistent with the 10-year financial forecast and included in the Long Range Transportation Plan but not in the MTA FY 2003 budget.  Approval of this action would direct staff to include Phase II capital expenditures and revenues in MTA’s Special Revenue budget.  Approximately $4.5 million will be transferred from the MTA Capital budget since the assets constructed will not become MTA property.  Additionally, the FY 2003 Budget does not include station construction expenditures and revenues for Phase II of $3.8 million that were approved by the State after the budget was prepared.  

BACKGROUND
The Metro Rapid Demonstration Program has proven successful with the implementation of key attributes, including unique vehicle and station “branding”, transit signal priority, special stations with “next trip” displays and information kiosks, and “rail-like” operating characteristics.  This has resulted in passenger travel times reduced by approximately 25 percent and a nearly 40 percent increase in ridership, with one-third of the increase new to public transit.  Based on this success, staff developed the Metro Rapid Expansion Program and presented it to the Board in February 2002.  The Expansion Program identified the corridors which best met the programs’ goals and objectives, and recommended a phasing plan designed to construct a network of Metro Rapid service over the next eleven years.

Accelerated Deployment

At the Board’s request to accelerate deployment of the Metro Rapid Program, staff developed the Metro Rapid Five-year Implementation Plan (Attachment A).  The Implementation Plan identifies the operating and capital costs associated with constructing and operating each corridor, and proposes a five-phase accelerated deployment schedule significantly shorter than that presented in the original Expansion Program. While significant staff work will be needed to refine the Plan as it moves forward to actual implementation, the accelerated schedule is achievable, contingent on resolving the following issues.

A construction and implementation critical path was developed for the initial phase of the Metro Rapid expansion program.  Issues considered in the critical path included station design, fabrication, and installation; signal priority design, construction, and testing; vehicle procurement and make-ready; schedule development and operational training; marketing campaigns; and execution of the contracts and agreements necessary to fund the construction program.  Two key elements in the critical path were the station construction and signal priority implementation schedules.  

While it is unlikely that the station construction contract between the City of Los Angeles and MTA will be executed in time to complete construction prior to the opening of the first two expansion corridors planned for this December (Vermont and Broadway), it is expected that station development will keep pace with the Metro Rapid phased corridor implementation plan after that point.

The critical element in the Metro Rapid expansion schedule is the construction of bus signal priority in the City of Los Angeles, Los Angeles County, and other cities.  The City of Los Angeles is currently capable of deploying approximately 20 miles of signal priority per year.  The City believes, however, that they can double the current rate of construction provided that additional resources are made available either through LADOT in-house staffing or a contractor.  Accelerated implementation of the Five-Year Implementation Plan is dependent on LADOT resolving this important issue.

The County of Los Angeles recently began bus signal priority construction along Whittier Boulevard as part of the Wilshire/Whittier Metro Rapid.  The City of Beverly Hills will soon begin construction along Wilshire Boulevard, also as part of the Wilshire/Whittier Metro Rapid.  Staff will work closely with the cities in each corridor to expedite bus signal priority construction as future corridors are implemented.  Table 7 of the Five-Year Implementation Plan presents the accelerated deployment schedule.  

Deployment Within Available Revenue

The Five-Year Implementation Plan assumes deployment of all Phase II Metro Rapid corridors within available operating revenues.  In order to meet this financial objective, and taking into account the efficiency improvements resulting from both faster operating speeds and restructured operator schedules, the following modifications in Metro Rapid attributes were made.  Staff will identify additional operating hours should ridership exceed the added capacity. 

· Seven Day Service − the policy of providing Metro Rapid service seven days a week has been modified to allow deployment only within available revenue.  In some cases, operation of six or seven day schedules is appropriate regardless of operating cost constraints; in other cases expansion to a seven day service is sound only if funds become available. The proposed span of Metro Rapid service recommends that 6 of the 24 Metro Rapid expansion corridors operate seven-days a week, 5 operate weekdays and Saturdays, 6 operate all-day on just weekdays, and 7 operate in just weekday peak periods.

· Minimum Service Frequencies − the Metro Rapid program calls for very frequent service as one of the basic attributes, with at least 10-minute peak and 12-minute off-peak service in order to attract riders.  However, 19 of the planned 24 Metro Rapid expansion corridors will initially not meet these minimum standard frequencies.  The impact of less frequent service will vary from corridor to corridor, but will result in less ridership growth until additional service can be added. 

· Service Capacity − when implementing the Metro Rapid Demonstration Program, additional capacity was deployed from the outset.  On one corridor (Ventura) this capacity was adequate for passenger needs.  However, the second corridor (Wilshire/Whittier) has required ongoing increases in capacity to meet ridership growth.  Expansion of Metro Rapid service within available operating revenue requires that each line be scheduled as close to existing hours as possible while allowing the miles to increase due to increased operating speeds and schedule restructuring.  It is anticipated that additional operating resources may be needed to meet ridership demand.  

NEXT STEPS

Consistent with the proposed phasing plan, and working closely with each Service Sector, agreements will be executed with local jurisdictions to design and construct the signal priority and station elements of the program.  To expedite implementation, staff will work with the Municipal Operators to accelerate those corridors which have been prepared for Metro Rapid deployment.  Improvements to both the system attributes and operational performance of the program will be made, in part, based on the results of a recent MTA-sponsored Metro Rapid operator/customer survey.  Consistent with the survey recommendations, staff will consider implementing one or more of the Metro Rapid attributes on other regional corridors in an effort to expand the program’s qualities as quickly as possible.  Staff will return to the Board with progress reports as Metro Rapid corridors are implemented.  
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