OPERATIONS COMMITTEE 

APRIL 17, 2003 

SUBJECT:     BOARD MOTION REGARDING ACTION PLAN TO 

IMPROVE RAIL FLEET AND STATION APPEARANCE AND SERVICES 

ACTION:
RECEIVE AND FILE

RECOMMENDATION

Receive and file report on the action plan to improve the rail fleet and station appearance and services to its commuters.
ISSUE 

At the March 2003 Operations Committee meeting, the Board directed staff to report back in 30 days with an action plan to improve the rail fleet and station appearance and services to its commuters, based on the following complaints:

· The existing rail system’s escalators, elevators, and ticket vending machines are frequently out of order

· Station transit agents are not available to assist disabled passengers

· The condition of the Blue Line rail cars appears rundown with graffiti-etched windows

· There are cleanliness issues at several stations

BACKGROUND

Staff is aware of the issues included in the Board motion, and short term and long term actions have been initiated to address them.  It should be noted that improving the reliability of escalators, elevators, and ticket vending machines and improving cleanliness of stations and rail cars are already established as priorities in the agency’s goals and objectives.

A background on each of the issue areas is included below, and the action plan is summarized in Attachment A.

Escalators and Elevators and Ticket Vending Machines

As the rail system matures, the MTA has experienced problems with the reliability of elevators, escalators and ticket vending machines.  Some of the problems are design-related and others related to the age of the equipment or vandalism.

Escalators and Elevators

The availability of the MTA’s 123 escalators and 114 elevators is closely monitored.  Availability is calculated as the number of units of equipment times the number of days of revenue service.  Equipment is counted as unavailable each full day of revenue service that it is out of service.  The graph below shows that during calendar year 2002, escalator availability averaged 98.8% per month, and elevator availability averaged 99.3% per month.

Elevators and Escalators Availability

January 1 – December 31, 2002
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There are several factors that contribute to equipment unavailability.  Some escalators are exposed directly to rain and were constructed with no drainage system.  Heavy rainfall often causes the street level escalator pits to fill with water.  It is unsafe to operate an escalator under these conditions.  Water causes equipment to malfunction, making it necessary to take the escalators out of service while the pits are pumped out.

After recent heavy rains, some escalators sustained water damage; three Metro Green Line (MGL) escalators that were constructed without drains and holding tanks, and one Metro Red Line (MRL) escalator had a clogged drain.  To reduce water damage problems, elevator and escalator drainage and holding tanks will be constructed at three MGL stations that were built without them.  Design for the project is complete and bids will be solicited this month.  In addition, the preventive maintenance program for escalators and elevators that are equipped with drainage systems will be increased to ensure that drains are not obstructed before heavy rains begin.

The current maintenance contract for elevators and escalators includes the most comprehensive preventive maintenance program that the MTA has had, and contractor performance is closely monitored.  Most efforts to improve equipment availability focus on correcting design issues on existing equipment, increasing preventive maintenance frequency of drainage systems, and retraining personnel how to restart escalators.  Longer term, staff will request capital funds to install a remote monitoring system as a pilot project with possible expansion to the entire system, and will assess aging equipment for possible replacement.  New elevator and escalator equipment would be constructed for heavy-duty transit use. 

Another problem common on MTA rail system escalators and elevators is vandalism.   Vandals often press the emergency stop button or intentionally kick escalator skirts or comb plates, triggering safety sensors that shut the equipment down.  The equipment has no monitoring system and is not discovered out of service until an MTA or contract maintenance employee goes to the station to work, or a passenger reports the problem.  When vandals press the emergency stop button on escalators, the escalators can be returned to service with a simple key restart.  Rail Operations and Los Angeles Sheriff’s Department (LASD) personnel were previously equipped with escalator keys and trained how to use them.  A program to retrain employees and LASD personnel who were issued keys previously, and to issue keys and give training to employees hired since the last effort is underway.

After design issues and vandalism, the greatest difficulty in returning equipment that malfunctions to service quickly is parts availability.  Many parts are not stock items and are manufactured by the original equipment manufacturer (OEM) only when ordered.  To mitigate this problem, the MTA is accepting non-OEM parts when OEM parts are not readily available and non-OEM parts are deemed comparable or superior to OEM parts.

Ticket Vending Machines (TVMs)

Staff has been aware of the perception that some of the current ticket vending machines (TVMs) appear to be “always” out of service.  In order to establish a baseline, TVM “availability” or “up time” is measured on a daily basis.  Since March 2002 when monthly average TVM availability was 70%, additional emphasis by staff and the contracted service provider improved availability to nearly 90%.  (Summary TVM availability chart attached below.)  There are approximately 240 TVMs installed and in service.  A monthly availability of 90% indicates that the machines provide 6,480 machine days of up time during a month.  Any machine failure is counted as one lost machine day, even if service is restored within the day.
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Obtaining or re-manufacturing parts has and continues to be a problem and has been since GFI, the manufacturer, went out of the TVM business several years ago.  (Please note that under the UFS project GFI is providing the bus fare boxes and Cubic is providing the new TVMs.)  Additionally, bill acceptor failures, especially after the new currency was issued, continue to be the number one problem.  This problem is endemic to the vending machine industry.

An ongoing maintenance action plan is in place to ensure that the service improvements made over the past few months continue throughout the remaining service life of the TVMs, less than two years.   The plan includes:  

· Highest priority when all machines in a “bank” are inoperable, including moving a working TVM from another location.

· Installing change machines in a number of our high volume stations.

· 10 additional TVMs were placed into operation so that there should be fewer instances when all of the machines at a station are out of order.  

· For special events where crowding might be expected, employees sell tickets manually at the stations to take the load off the machines.

· Staff and maintenance contractor personnel perform line "sweeps" each week to identify TVMs that are not in service and make immediate corrections.  These sweeps are in addition to the regular demand responsive service calls made at the times when TVMs are reported as problematic or out of service.  Law enforcement officers in the stations and the new fare inspectors will also closely monitor the TVMs and request service calls as needed.  

Since the UFS project will provide all new machines, warranties and service, it is hard to justify major expenditures on these old machines.  Under UFS, the new machines will be able to report the type of malfunction so that the technician will know what the problem is before he leaves to go fix it and bring the appropriate parts or supplies.  The current SCADA system indicates a TVM is not working, not why.  Staff continues to monitor TVM availability in order that they are operational to highest degree possible.

Station Transit Agents to Assist the Disabled

The MTA currently has a variety of programs in place to assist disabled passengers using rail and bus transit services.    These programs focus on providing information about how to use the system and conducting outreach with the disabled community.  However, there is no program currently in place to provide direct assistance to disabled passengers at stations.

The agency has developed and distributed information for persons with disabilities on riding the rail system, including brochures focusing on accessibility of Metro Rail and Metro Bus.  In addition, MTA developed tools for persons with vision disabilities, including a Metro Rail Wayfinding Kit providing information in audio tape, large print, and Braille formats on the rail system and Red Line stations as well as a tactile map of the rail system.  MTA developed an Accessibility web-page on the MTA website which also provides general accessibility information and, to the extent possible, provides information on rail access alerts to provide information affecting accessible entrances to rail stations.  MTA also reviews rail accessibility issues and concerns with the MTA Accessibility Advisory Committee and with other disability organizations and agencies. MTA also does outreach to the disability community, focusing on rail and MTA programs; this outreach includes an MTA booth at the annual Southern California Abilities Expo and meetings with disability councils in cities affected by Metro Rail programs.    

MTA executive management is discussing the creation of a new position of Station Transit Agent
 to provide a presence and assistance to passengers at rail stations.  The use of a Station Transit Agent is included under Policy #9 of the MTA’s adopted Security Policy.  The Station Transit Agent would assist passengers, including the disabled, with fare media, directions, schedules, and coordinate facilities management issues.  These agents would function as additional eyes and ears of the transit system, alerting Security, Law Enforcement, and maintenance personnel to disorderly conduct, graffiti, threats to public order, cleanliness issues, and equipment failure issues.  The goal is to have this new position in place by FY 2005 or 2006. 

In the short term, staff will incorporate a sensitivity element into the training of our new fare inspectors and law enforcement officers regarding the needs of disabled passengers, since they interface with disabled customers in stations and on trains.  As stated in the scope of work for MTA’s Transit Community Policing Services, the MTA seeks, “a fare enforcement program that is both high visibility and customer friendly.  The use of uniformed non-sworn fare inspectors shall be designed to complement the Transit Community Policing Program and to provide a customer oriented service on MTA rail lines.”  

As another short term measure, staff will also investigate using retiree or transit enthusiast volunteers to provide passenger assistance and information in the stations.   This program would benefit all passengers, but training could be provided to the volunteers on the special needs of disabled passengers.  There are already a number of successful volunteer programs in place, including the Metro Art docents and Operation Lifesaver, a rail safety outreach program. 

Station Cleanliness and Blue Line Car Appearance

Increasing ridership and use of our stations as the system matures and expands are positive for the agency, but also pose challenges in terms of maintaining the stations and fleet.  

The agency has already made a number of improvements to improve the rail car appearance.   Blue Line cars are now washed every other day and are uncoupled during the process so that the area in between cars is cleaned.   Rail car washing facilities have been repaired and upgraded with a reverse osmosis system and installation of a blower assembly to address the problem of water spots.   Roving service attendants have been assigned at Union Station, 7th/Metro and Hawthorne stations to remove trash and debris from the Red, Blue, and Green Line cars as they come through the stations throughout the day.    

Vandalism remains a significant problem on the Blue Line and other lines.  Currently, the MTA spends over $100,000 per month and expects to spend in excess of $1 million this year to clean up the damage caused by vandals on our Red, Blue and Green Line rail cars.  An average of 45% of these costs is attributable to the Blue Line cars.    Metro Operations is working closely with the Sheriff’s Department to focus enforcement on preventing window and seat etching.   Staff is also investigating the future installation of closed-circuit cameras on trains.

In terms of station cleanliness, roving custodians are assigned to monitor and clean all stations on a 24-hour, 7-day basis.  In FY 2002, MTA initiated a “Best in the Nation” program, in which custodial staff walk through all stations and thoroughly review maintenance and cleanliness issues on a regular basis.  Issues identified are then immediately addressed.  

As discussed in the section above, the Station Transit Agents, once created, would play a key role in alerting appropriate maintenance or custodial staff to station cleanliness issues (See also Footnote 1).

Finally, the MTA is planning a system wide (bus and rail) public information campaign for FY 2004 aimed at reducing littering and vandalism and promoting pride in the system.

NEXT STEPS

Implement the action plan in Attachment A and keep the Board informed on a regular basis of all progress made.

ATTACHMENT

A. Action Plan to Improve Rail Fleet and Station Appearance and Services 

Prepared by:  Andrea Burnside, Executive Administration Manager

	

	John B. Catoe, Jr.

Deputy Chief Executive Officer

	

	Roger Snoble

Chief Executive Officer


Attachment A

Action Plan To Improve Rail Fleet and Station Appearance and Services

	Issue Area
	Action Items
	Timeline for Completion


	Responsible Party

	Elevators and Escalators
	Add drainage systems to elevators and escalators 
	FY 2004
	Metro Operations

	
	Increase preventive maintenance of elevator and escalator drainage systems
	Completed
	Metro Operations

	
	Accept non-OEM parts for elevators and escalators under certain circumstances
	Completed
	Metro Operations

	
	Assess aging vertical transportation equipment for replacement
	FY 2005
	Metro Operations

	
	Design/Construct future escalator equipment for heavy-duty transit use
	Completed
	Metro Operations

	
	Re-train and supply keys to all rail operations personnel and Los Angeles County Sheriffs Department to restart elevators
	FY 2004


	Metro Operations,

Security and Law Enforcement

	Ticket Vending Machines (TVMs)
	Measure TVM availability on weekly basis
	Ongoing


	Revenue

	
	Continue implementation of maintenance action plan for existing TVMs
	Ongoing
	Revenue

	
	Install new machines as part of UFS
	Calendar Year 2004
	Revenue,

Metro Operations

	Station Transit Agents to Assist Disabled
	Include sensitivity training element for new fare inspectors and law enforcement officers
	FY 2004


	Metro Operations,

Security & Law Enforcement

	
	Investigate creation of a volunteer program to provide transit assistance and information at stations
	FY 2004
	Communications, Metro Operations

	
	Create new positions and hire Station Transit Agents


	FY 2005 or 2006
	Metro Operations

	Station Cleanliness 
	Assign roving custodial staff to patrol and pick up trash and debris at all stations on a 24-7 basis.
	Completed
	Metro Operations



	
	Implement “Best in the Nation” program to provide regular, ongoing review of station maintenance issues
	Completed
	Metro Operations

	
	Conduct public information campaign to deter littering/ promote pride in system.
	FY 2004
	Communications

Metro Operations

	Metro Blue Line Car Appearance
	Increase frequency of Blue Line car washing & uncouple cars for cleaning
	Completed


	Metro Operations



	
	Repair rail car washing facilities and install reverse osmosis method and blower assembly
	Completed
	Metro Operations

	
	Assign roving service attendants to key stations to remove trash and debris from rail cars throughout the day
	Completed
	Metro Operations

	
	Work with Sheriff’s Dept. to focus enforcement on preventing window & seat etching
	Ongoing
	Metro Operations, Security and Law Enforcement

	
	Investigate installation of closed-circuit cameras on all trains.
	FY 2004
	Metro Operations








� A separate motion by the Board directed staff to report back at the April 24, 2003 Board meeting on the potential use of eligible employees on work-related injury leave as safety observers in parking facilities, key stations and stops.  A Safety Patrol Observer, if the program is implemented, could also notify the appropriate parties of a situation impacting a disabled passenger.
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