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Memorandum
TO: Select Committee on Transit Sustainability DATE: July 9, 2010
FR: Executive Director W. 1. 1227

RE: Project Work Plan and Schedule

Staff recommends Committee approval of the overall Project Work Plan for the Transit
Sustainability Project. The work plan will provide a framework to guide the project analysis and
overall schedule and can be updated and amended by this Committee as needed. The Project
Work Plan consists of:

1. the Draft Project schedule and process plan (Attachment A); and
2. the Proposed overall work program (Attachment B).

These documents were distributed to the Project Steering Committee on June 29". Comments
received from the Steering Committee members will be reported to this Committee at your
meeting in July, and staff may present revised documents if appropriate based on feedback from
the Steering Committee.

Draft Project Schedule and Process Plan

The Draft Project schedule and process plan, Attachment A, outlines a preliminary schedule and
process plan to guide the project. It identifies key project milestones to help structure the nearly
two-year project. The project requires not only detailed technical analysis but also significant
coordination with agency partners and stakeholders and outreach to the public and local
decision-makers. We anticipate that the initial findings and recommendations from the technical
analysis will be presented in July 2011, and the final implementation plan adopted by the
Commission in March 2012. Draft interim findings and recommendations will be presented to
the Project Steering Committee and Select Committee regularly over the course of the project to
seek feedback and guidance from the committees.

The Draft Project schedule and process plan also provides an approach for stakeholder
engagement and overall project communications. Stakeholder engagement will include a variety
of efforts, including working with the Project Steering Committee, MTC Policy Advisory
Council, and conducting travel and ridership surveys. As the technical analysis progresses, MTC
will conduct targeted stakeholder outreach, including briefings for local transit boards, and
public workshops to solicit additional input and feedback. Throughout the project, MTC staff
will be available for presentations to interested groups. More details regarding the overall
communication plan will be presented in September.

Proposed Overall Work Program

Attachment B outlines the overall work program, including a high level working definition,
proposed outcomes, approach and scope of work for each area of analysis. As discussed at the
kick-off meeting, the technical analysis will focus on three primary work areas: 1) financial; 2)



service design and delivery; and 3) institutional and decision-making. The three work areas are
interdependent, and as the project advances, there will be significant overlap and coordination
amongst all three. Technical Advisory Committees composed of transit agency staff will provide
significant input into each area of analysis.

* Financial: The financial analysis will focus on costs, revenues, and pricing strategies.
The cost analysis will include identification of key cost drivers and cost containment
strategies. Trend analysis will be conducted for all operators, utilizing existing data and
work completed by agencies to the greatest extent possible. However, given that the
largest seven operators (SFMTA, BART, AC Transit, VTA, GGBHTD, Caltrain and
Samtrans) account for 96% of annual passengers and 93% of operating costs, the more
detailed cost analysis will focus on these operators.

The initial cost analysis is underway. The Financial TAC met on May 25" to review and
refine the scope of work, and confirm a set of key questions for analysis. The consultant
team, lead by PB Americas, Inc., has met individually with the seven operators identified
above, and the TAC will meet again in early July to review initial results. An update on
the Financial Analysis and some initial findings will be presented to the Select
Committee in September.

The second stage of the financial work area will include revenue and pricing analysis. The
revenue analysis will evaluate existing revenue sources and projections and identify
potential new and more stable revenue sources to support transit. The pricing analysis
will build on the Transportation 2035 analyses as well as innovative models from other
locations. '

* Service design and delivery: The service analysis will include both regional and sub-
regional level analyses. Staff is developing the detailed scope of work for discussion with
the Regional Service TAC at the end of the month. The regional service analysis will
initially focus on identifying current and future transit service needs of the region,
irrespective of jurisdictional boundaries, and defining a service hierarchy and
performance objectives that can guide future service delivery. This will be accompanied
by service analyses for specific subregions, including the Inner East Bay and the
Peninsula, and for paratransit and express bus. An update on the progress of the service
analysis and scope development will be presented to the Select Committee in September.

» Institutional and decision-making: While institutional and decision-making structures
that guide how transit is delivered in the region are key elements of the project, we
believe it is critical to know the ‘what’ we are trying to achieve before delving into the
‘how’. The initial institutional work will focus on best practices analysis. This effort is
expected to begin in late 2010.

Recommendation: .
Staff recommends Committee approval of the Draft Project schedule and process plan
(Attachment A); and the Proposed overall work program (Attachment B) for the Transit

Sustainability Project. 67/

: Steve H@fiﬁger
CC: SH
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ATTACHMENT A

DRAFT TEAM

MTC Transit Sustainability Project Project Schedule and Process Plan
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Attachment B

Project Scope — DRAFT (July 2010)

Project Goal: To identify the major challenges facing transit, confront them directly, and identify a path towards a flexible, affordable, well-funded transit system that more people will
use for more trips.

Project Principles: 1) Project will rely on objective, fact-based analysis, 2) Project will build on relevant analysis already completed or underway, 3) All issues will be on the table for
consideration.

WORK PROGRAM
FINANCIAL SERVICE INSTITUTIONAL
Working A system that can cover its costs with a growing A system that: A system that can effectively and efficiently deliver
Definition share of passenger fare revenues from increased (a) functions as an accessible, user-friendly and service that meets the customer’s needs within the
ridership as well as reliable public funding. coordinated network for current and future transit financial constraints of the region.
riders, regardless of mode, location or jurisdiction;
and
(b) can attract and accommodate new riders and
through supportive land use and pricing policies
Outcomes 1. Clear understanding of cost drivers, and 1. Understanding of current and future transit 1. Understanding of and recommended changes to
recommendation for cost reforms that would yield service needs of the region. institutional framework to address barriers to
X% cost savings. 2. ldentification of relationship between regional and service delivery and financial stability.
2. Recommended options for stable revenue sources local service and performance objectives. 2. ldentification of decision-making structure that
that would generate x% more revenues. 3. Recommendations for how to best match service aligns with service objectives and delivery options.
delivery to the markets for service.
Approach ® Focus on large operators for most analysis ® Establish regional vision irrespective of ® Conduct institutional analysis following financial
e Use key questions to guide analysis jurisdictional boundaries to serve as framework and service analysis
® Use existing analyses and data to fullest extent ® Conduct multi-operator service analyses focused ® Consider institutional options based on best
e Use findings from service and institutional analysis on specific areas or service types- practices from other areas and industries
to refine and inform financial analysis ak Inngr East Bay ® Include analysis of institutional options for service
b. Peninsula delivery, combined functions, and combined
c. Transbay, express, feeder bus transit and non-transit decision-making
d. Paratransit
® Evaluate alternative service delivery models and
best practices
® Fully incorporate findings and recommendations
from recently-completed service analyses (eg.
VTA, SFMTA, others)
Scope of Work 1. Understand cost drivers 1. ldentify region’s current and future transit 1. Evaluate institutional models and how they might
2. Recommend cost containment strategies markets apply to the Bay Area
3. Identify stable new revenue sources 2. Recommend performance objectives 2. Recommend changes
4. Evaluate pricing strategies to encourage transit 3. Recommend specific service delivery options in
use focused areas
4. Evaluate service delivery policies






