REVISED

PLANNING AND PROGRAMMING COMMITTEE

AUGUST 20, 2003

SUBJECT:
EXPOSITION LRT PROJECT UPDATE: 

FTA ANNUAL NEW STARTS REPORT, PEER REVIEW PANEL AND VALUE ENGINEERING STUDY 
ACTION:
RECEIVE AND FILE

RECOMMENDATION
Receive and file this report on the annual New Starts Rating Report to be filed with the Federal Transit Administration for the Exposition Light Rail Transit (LRT) Project and two associated studies that have recently been completed for the project:

· Peer Review Panel Report, June 2003 

· Value Engineering Study Report, June 2003

ISSUE

The Federal Transit Administration (FTA) requires an annual Section 5309 Report from each agency that is seeking federal funding under the New Start Major Capital Grant Program.  FTA uses the report as the basis for project ratings and recommendations to Congress on more than 50 such projects nationwide.

This year, the Exposition LRT Project New Starts Report will incorporate new information from the preliminary engineering studies that are currently underway, ongoing efforts by staff to implement more cost-effective design and management structure, as well as information from recently completed Peer Review and Value Engineering Studies.  A map of the Exposition LRT Project is included in Attachment A.

Important updates to be included in this year’s New Starts Report include the following:

· Changes to Capital Cost - This year, the Exposition LRT Project New Starts Report includes a project capital cost projection of $505 million in future year of expenditure dollars (Attachment B).  This is a reduction of approximately $126 million from last year’s New Starts Report.  Last year’s report estimated the project costs to be $631 million for a similar project scope (the Locally  

Preferred Alternative adopted by the Board in 2001 from Downtown Los Angeles to Culver City).  This reduction in cost is based on the ongoing environmental and preliminary engineering studies and savings identified in the recently completed Peer Review and Value Engineering studies.  The Discussion section of this report provides further breakdown of these cost estimate changes.  This cost projection is subject to further change as the environmental and preliminary engineering studies continue.  

· Changes to Revenue Operation Date - The projected operational date for the project is now forecasted to be September 2012, instead of the June 2010 date that was reported last year.  This represents a 27-month delay from last year’s report, based solely on the anticipated delay in availability of funding.  If additional funding is secured, this operational date could occur as early as 2009.

· Changes in Forecasted Ridership – The projected ridership for the project is now forecasted to be 43,600 average daily boardings (Attachment C).  This represents a significant increase over last years reported ridership of 27,200.  The principal reason for the increase in ridership is the inclusion of the 24-line Metro Rapid bus network that was adopted by the Board in September 2002.  Inclusion of these bus lines in the Exposition Transit Corridor model runs has significantly increased the forecasted ridership on the Expo line.

Two additional studies have been conducted related to the Exposition LRT Project.  These studies are described below, as well as in the attachments to this report:

· Peer Review Panel Report- A Peer Review Panel was convened from June 2nd through June 5th, 2003.  The panel made several observations and recommendations that will inform the ongoing preliminary engineering and environmental studies.  The Discussion section of this report provides a description of the findings and recommendations of this group and the full report of the panel is contained in Attachment B D.
· Value Engineering Study - A value engineering study was conducted from June 11th through 13th, 2003.  This study was facilitated by a value-engineering specialist and consisted of an intensive review of many detailed design criteria that will be applied to the Exposition project design by MTA planning, engineering, construction management and consultant staff.  This Value Engineering effort resulted in $18.5 million dollars of cost savings incorporated into the Project design and project cost projection.  A summary of these recommendations is described in the following section and the Executive Summary is contained in Attachment E. 
DISCUSSION

The following is a discussion of the major findings, conclusions and recommendations from the reports listed above.

Current Project Cost Projection- The current project capital cost projection of $505 million in future year of expenditure dollars is shown in Attachment A2 B.   The basis of this cost projection is an estimate of $408.1 million in today’s dollars (shown as “Total 2003 $”) with an additional $15.8 million in interest and $81.6 million in cost escalation based solely on the rate of inflation anticipated over the next 9 years.    This represents a $126 million reduction in estimated project cost from the prior year’s forecast consistent with the Board’s direction to proceed into PE with a more cost-efficient design that compares favorably with other light rail projects.    This cost projection based on the current Locally Preferred Alternative adopted by the Board is subject to revision should changes necessitated by environmental planning occur.  Significant cost reductions occurred in the following areas:

· Vehicle costs were reduced by $52 million to reflect costs per vehicle as established in the recently executed light rail vehicle contract and a reduction in the quantity of vehicles included in the estimate to reflect an FTA requirement that opening day fleet be listed (16 vehicles) rather than year 2020 fleet size (28 vehicles).

· Professional Services were reduced by $35 million to reflect the organizational efficiencies of an integrated project office with a Design Build approach.  The proposed staffing levels are consistent with other transit industry design build projects.

· Project Contingency was reduced from $109 million to $67 million ($42 million reduction) to reflect the current level of the project definition.  This amount is sufficient to address anticipated but unknown cost impacts associated with the current scope of work authorized by the Board.  It is not intended to cover changes to the configuration of the overall project scope or alignment.

Peer Review Panel - The Board directed that the peer review panel meet at important milestones during the preliminary engineering of the project, assessing the entire budget for the Exposition Light Rail Line, making recommendations to reduce the cost of this project through value engineering, cost containment and using the budgets and experiences of comparable light rail systems. 

In compliance with this Board direction staff requested The American Public Transit Association (APTA) to chose choose an independent peer review committee for the Mid City/Exposition Light Rail Project as they had previously done for the MTA Eastside Light Rail Project.  Mr. W.P. Grizard of the American Public Transportation Association (APTA) led the panel, which included members from three transit agencies; Sacramento Rapid Transit District, Portland Tri-Met and New Jersey Transit (Hudson-Bergen Light Rail Project).  

The panel’s recommendations are included in Attachment D and include suggestions to:

·  Actively integrate Design Build protocols and procedures into ongoing preliminary engineering,

·  Identify and resolve major cost variables early (such as new grade separations, alignment changes, railyard support requirements, etc.), and

· Manage the project with a cost containment process.  

In response to the first recommendation, MTA staff, in conjunction with Mr. Wundram of the MTA Design Build Advisory Panel, has developed a comprehensive design execution plan for the PE consultant that combined the efficiencies of the Design Build approach within the environmental planning effort.  Focusing current design efforts on the development of an optimal and well defined design criteria package will enable the project to achieve the quality, cost and schedule benefits inherent with Design Build.

In response to the second recommendation, staff will be returning to the Board in the near future with recommendations for major cost variables.  The PE team is actively looking at options for grade separations, downtown alignment changes and maintenance yard/non-revenue track segments.  Efforts will be made to remove cost risk by making such choices early in the design.

In response to the third recommendation, the Exposition project organization is comprised of a preliminary engineering team that integrates MTA management and staff expertise with specialized consultant resources to effectively organize and address community, stakeholder, and jurisdictional issues in order to ensure that the project is environmentally sound.  This effort will resolve the issue of developing an optimal project scope configuration and minimizing major cost variables. 

In response to the fourth recommendation, Over the course of the past year, the MTA has initiated a rigorous cost management approach including value engineering in accordance with Board direction.  With respect to current operations, this approach has resulted in a more cost efficient Design Engineering phase with significantly reduced staffing costs while still accomplishing critical project planning objectives.  In terms of the overall project cost, the MTA is evaluating the cost impact of each design decision for the project scope and maintaining a cost trending system to provide immediate management visibility and control of cost variances.


Value Engineering 

The MTA performs Value Engineering for all New Start Projects in compliance with Federal Criteria to identify means to reduce cost and improve quality.

The MTA typically retains an independent Value Engineering specialist to facilitate the implementation of value engineering studies in accordance with established procedures.  For this project, the firm of Lewis & Zimmerman Associates, Inc. (LZA) which has performed extensive value engineering studies of light rail systems was hired.  LZA facilitated an initial coordinated staff and consultant effort to functionally analyze and generate alternative designs for the proposed systems and major project components and subsequently assisted with the development, refinement and finalization of recommendations contained in the Value Engineering Report.  The Executive Summary of the Value Engineering Study is contained in Attachment E.

NEXT STEPS

Staff will return to the Board in the near future with the results of the Board mandated Grade Separation Study; an analysis of Downtown Branching Alternatives; an evaluation of maintenance site alternatives findings; additional safety features; and schedule and cost estimates for any proposed added features.
ATTACHMENTS

Attachment A

Project Map
Attachment B

Project Cost Estimate (Cash Flows), July 2003
Attachment C

Project Ridership (Boarding per Station), July 2003
Attachment D

APTA Peer Review Panel Report, June 2003
Attachment E

Value Engineering Study Report, Executive Summary, June 2003
Prepared by: 
David Mieger, Director

Westside Area Planning Team 

Mark Perez, Director

Program Management

Steve Brye, Project Manager

Exposition LRT Project


	

	James L. de la Loza, Executive Officer Countywide Planning and Development

	

	Roger Snoble

Chief Executive Officer


Mid-City/Exposition Transit Corridor


5

