MTA BOARD MEETING 

MARCH 27, 2003 

SUBJECT:      BOARD MOTION REGARDING JUNE 2003 SERVICE 

                         CHANGE PROGRAMS

ACTION:
RECEIVE AND FILE

RECOMMENDATION

Receive and file report on the impact analysis for the June 2003 Service Change Programs for the San Gabriel Valley, Gateway Cities, and San Fernando Valley Sectors.
ISSUE 

At the February 27, 2003 MTA Board Meeting, the Board approved the findings of the January 2003 Public Hearings and staff recommendations for the June 2003 Service Change Programs proposed by the San Gabriel Valley, Gateway Cities, and San Fernando Valley Sectors.  The Board directed staff to report back in 30 days with an impact analysis of the following elements:

· Suspending cancellation of Line 561.

· Adding limited service as an overlay to existing local services on Line 260 without decreasing local service.

· Suspending restructuring of Lines 55, 56, 60, 105, 107, 112, 119, and 214.

BACKGROUND

There are four areas that may be impacted by either delays or changes to the June service changes recommended by staff.  These include: the FY03 and FY04 operating budget, system performance; Consent Decree compliance, and the schedule for developing coach operator work assignments for the June 2003 Shake-up. Each of these factors is discussed in general terms below, while more detailed route level information is provided in the sector discussions.

Existing service represents a full allocation of budgeted resources. To maintain a balanced budget, service improvements are being implemented through service reallocation. There is flexibility in the specific changes that can occur, but the overall program must be financially balanced. This means that each increase in service must be offset by a service reduction or efficiency elsewhere in the system. If the MTA 

Board elects not to implement all the proposed service reductions, or to implement other service level improvements that were not in the original program, other adjustments would be required to realign the program with the budget. If there are not offsetting adjustments, a budget shortfall will occur. The amount of the shortfall would depend on the specific proposals being removed from the program and whether the proposals were being delayed for six months or delayed indefinitely. If all the proposals in the Board motion were deferred for six months there will be a cost increase of approximately $7.83 million, or $15.66 million annually. Of these amounts, the changes to Line 561 represents about 63 percent of the cost increase ($9.8 million annually), the Gateway Sector changes represent about 33 percent of the increase ($5.1 million annually), while the proposal for Line 260 represents the remaining 5 percent ($ 760,000 annually).
Implementing the proposed changes to the staff recommendations will negatively impact system level performance. A key objective in planning the June 2003 service program was to improve the return on investment.  This was being implemented by moving a greater share of the system resources to those bus lines that have the highest ridership demand and by basing service levels on demand. 

Many of the service reductions in the Gateway Sector targeted poor performing lines with low ridership and high subsidy levels. As an example, Line 214 requires a subsidy of $27 per passenger while carrying 6 passengers per hour; Line 56 requires $9 subsidy per passenger and 12 passengers per hour. These numbers are compared to MTA bus system averages of 55 passengers per hour and $1.50 subsidy per passenger. Implementing the limited service on Route 260 as an overlay and the retention of line 561 in addition to the introduction of new Line 761 were not recommended, as this would increase services in these corridors by 25-50 percent and there is not sufficient ridership demand to warrant increases of this magnitude. 

The three sector service change programs presented at the February 27, 2003 Board Meeting are part of larger overall program for June 2003 that is directed at maintaining compliance with the Consent Decree. In the Special Master’s February 13, 2003 Order, the MTA was required to submit a service plan by January 31, 2002 and to implement the plan as part of the June 2003 Service Change. The plan submitted to the Special Master is targeted at adding additional service to achieve load factor compliance on the MTA’s busiest bus lines. It also outlines a method for determining how much additional service is needed on each MTA bus lines. The plan requires the equivalent of 185 additional buses or about 425,000 annual service hours. Most of these resources are being provided through operational efficiencies or service reallocation: about 30 percent are being met through improved service management/monitoring; approximately 20 percent by using the HASTUS computer program to better optimize coach operator work assignments. Another 20 percent, or 70,000 annual service hours, are to be provided through service reallocation during the June 2003 Shake-up. Of these 70,000 annual service hours, about 15,000 are in the program submitted by the San Fernando Valley Sector. The remaining 55,000 hours of service reallocation will be included in proposals being developed by the other Sectors. The final 30 percent represents 55 buses accounting for 162,000 annual service hours to meet the Special Master’s Order, and are being budgeted in FY04.

The last consideration is one of timing. As mentioned above, a key efficiency strategy for the June 2003 shake-up involves a system wide run cutting process (scheduling operator work assignments). This process will require that all service changes for the June Shake-up be entered into database by the second week of April.
Service Sector Discussion

The following discussion provides more detailed information on the impacts by bus route and sector.

San Fernando Valley Sector: Service on Line 561, which operates from Sylmar to Aviation/I-105 station via Van Nuys Blvd – San Diego Freeway, was recommended to be cancelled and integrated into new Van Nuys Rapid Bus service, Line 761. Resources from Line 561 were to be reallocated toward Line 761.

Implementing Line 761 without canceling Line 561 will add 115,000 annual revenue service hours and $9.8 million in operating cost to the proposed June 2003 program.

Retention of Line 561 after implementing new Line 761 would increase service levels in these corridors by 50 -70 percent. There is not sufficient ridership demand to warrant increases of this magnitude. 

San Gabriel Valley Sector: Limited Stop Service was being introduced on modified Line 260 (Atlantic Bl. – Fair Oaks Ave.) as a way to improve travel speeds along this important north/south corridor. In conjunction with this improvement, the total number of peak periods bus trips would be increased from 66 to 90. Approximately half of these trips would be limited stop and half local service trips.

Analysis of the passenger-boarding pattern on Line 260 indicates that over 80 percent of the riders board bus at bus stops to be served by the limited stop service, during the limited stop service hours.

Implementing limited service on Line 260 as an overlay will require a total of 66 limited stop bus trips.   This is adding 21 more than recommended by staff. This would result in 8,900 more annual revenue service hours at an operating cost of $760,000 compared to the proposed June 2003 program. 

Gateway Sector: The Proposed Service Change Program is based on reallocating resources from unproductive and duplicate segments to improve existing service and create new services to meet passenger demand.   As reported to the Board in the February 2003 report, the Proposed Service Change Program contains elements of the Southeast Bus Restructuring Study.
  Additional service improvements proposed were derived from public outreach conducted in November and December of last year. 

Implementing the proposed improvements without reallocating resources from unproductive/ duplicate services will result in adding 58,000 annual revenue service hours and $5.1 million in operating cost to the proposed June 2003 program.  Revenue hours and cost impacts are detailed in the following chart:

	Impact of Postponing Selected Service Changes on

	Gateway Sector Service Improvement Plan

	
	Total Revenue Hours
	Impact of Postponing Changes

	LINE
	DAILY
	SAT
	SUN
	Annual cost

	55
	0
	0
	0
	no change

	56
	0
	0
	0
	no change

	60
	0
	0
	0
	no change

	66
	0
	0
	0
	no change

	105
	0
	0
	0
	no change

	107
	0
	0
	0
	no change

	112
	0
	0
	0
	no change

	117
	2
	3
	1
	$61,540.00

	119
	0
	0
	0
	no change

	214
	0
	0
	0
	no change

	266
	23
	22
	22
	$555,675.00

	360
	0
	0
	0
	no change

	366
	0
	0
	0
	no change

	460
	-13
	-5
	-5
	($328,525.00)

	631
	-32
	-10
	-10
	($399,476.40)

	S-1
	86
	84
	84
	$2,649,450.00

	S-2
	85
	83
	83
	$2,618,425.00

	
	
	
	
	

	Total - Gateway 

Service Sector
	151
	177
	175
	$5,157,089.00


NEXT STEPS

Staff is in the process of finalizing activities for the June 2003 Shake-up and completing the scheduling process for the San Fernando Valley, San Gabriel Valley and Gateway Service Sectors.

Prepared by: Isaac Lim, Transportation Planning Manager III 

John B. Catoe Jr.

Deputy Chief Executive Officer

Roger Snoble

Chief Executive Officer

� The June 2003 Service Change Program for the San Gabriel Valley Sector will be implemented on schedule, with temporary replacement bus service for the Pasadena Gold Line required due to the delay in the line opening (reported to the Gold Line Transition Committee 3/20/03).


� In Fiscal Year 1999, the MTA Board authorized staff to conduct a study of the transit services in the southeast region.  The firm of Weslin Consulting Services performed the study under the guidance of MTA staff and a steering committee composed of cities officials.  The Southeast Bus Restructuring Study and associated Subregional Government Alternatives Study, as well as supplemental study by Dan Boyle and Associates of portions of the unincorporated area, are now complete.
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