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Metro

REVISED
EXECUTIVE MANAGEMENT AND AUDIT COMMITTEE
OCTOBER 18, 2007

SUBJECT: FIVE-YEAR METRO RIDERSHIP PLAN

ACTION: ADOPT THE METRO RIDERSHIP PLAN

RECOMMENDATION

Adopt the five-year Metro Ridership Plan contained in Attachment B.

ISSUE

In August 2006, the Board authorized development of a Metro Ridership Plan. The goal of
the plan is to outline a path for growing ridership at a rate of 5% per year. In January 2007, a
draft conceptual plan was presented to the Board. The draft plan contained over sixty
concepts for increasing ridership. The Board directed staff to review the concepts with the
Sector Governance Councils and bring back a more refined and prioritized plan. The plan
was to highlight the impacts of marketing on generating ridership and to expand the
concepts to include promoting system safety, the new Transit Access Pass (TAP) system,
destinations and youth marketing. In September 2007, the revised Plan was not taken up by
the Executive Management and Audit Committee (EMAC) due to an amending motion to be
introduced in the Operations Committee. The Committee Chair forwarded the report to
Operations and directed that the item return to EMAC in October with the motion. Staff
presented the Ridership Plan at September’s Operations Committee and will be returning to
EMAC and the full Board in October with the report.

For the last three years, ridership grew 4% anually — more than twice Metro’s budgeted
target — and three times the national average. In July 2007, Metro restructured its fare
system. The impact of the restructuring on ridership will not be known for several months.
Once riderhsip stablilizes a new baseline will be established upon which, ridership, and this
plan, will build.



POLICY IMPLICATIONS

The basic purpose of the plan is to grow transit ridership on the Metro system at a 5% rate.
This plan provides the framework for how this goal will be achieved. The implementation of
the plan requires coordination by multiple departments within the agency. This plan is also
consistent with current agency policies.

ALTERNATIVES CONSIDERED

Staff considered two alternatives in developing this plan. The first alternative was to
maintain the status quo. Metro has achieved much success in attracting new riders given its
resource constraints and continuing on this path is not completely without merit. However,
while ridership has increased, continuing this trend becomes more difficult over time. As
service levels grow stagnant, fares increase and gas prices become less of a motivator,
demand for Metro service may wane. The recommended alternative takes a more aggressive
approach to growing ridership. Initially, 66 concepts were explored. At Board direction, the
concepts were refined, prioritized and reviewed by the Service Sector Governance Councils.
The recommended alternative reflects the input obtained through that effort and staff
believes that the proposed plan contains the best mix of concepts with regard to feasibility,
compatibility and goal attainment.

FINANCIAL IMPACT

Fourteen of the eighteen plan tactics are already planned within the budgets of the
responsible departments. The remaining initiatives are either partially funded or have no
funding at all. Funding for the proposed Plan initiatives will be approved during each
annual budget adoption process. The FY09 estimated cost is $2.75 million including the
addition of 6 full-time equivalent staff positions. The table contained in Attachment A
provides estimated costs and potential fund sources for each initiative. Since Plan initiatives
are multi-year in nature, the lead departments will be responsible for budgeting costs during
the appropriate fiscal year budget.

BACKGROUND

No single defining action drives ridership. Rather, it takes a combination of actions,
improvements, innovations, market drivers, programs, services, perceptions, environmental
conditions and people all working together to produce measurable ridership growth. Under
the proposed Metro Ridership Plan, Communications, Operations and Countywide Planning
and Development will partner to orchestrate these factors to optimize ridership growth
potential. Successfully implementing this five-year ridership plan will require a
commitment to aggressive tactics and improvements as well as additional resources (budget
and FTEs); however, the plan could potentially increase annual revenues by as much as $7.9
million per year based on a comparison of FY06 actual versus budgeted fare revenues. The
revenue generation will positively impact investment in Long Range Transportation Plan
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projects and our overall bottom line. To ensure successful continued implementation, a
portion of these projected increased revenues would also need to be reinvested back into the
system in the form of fleet maintenance, improved system signage and enhanced marketing.

The following sections provide a discussion of recent ridership growth, and a description of
the process that staff undertook to develop the proposed plan contained in Attachment B.

Recent Ridership Growth

Metro provides a complete spectrum of service: from high frequency, high-speed marketable
service — to low-frequency, low-speed lifeline services. The expansion of Metro Rapid, the
opening of the Orange and Gold Lines as well as the improvements made to express service
has positioned Metro to be more attractive to discretionary riders.

In addition, the complete rebranding of the agency has made marketing efforts more
efficient and incredibly effective. Awareness and positive perception levels are at all time
highs. The new award-winning fleet design has made Metro more acceptable and speaking
with one voice has ridership outpacing service growth two to one.

These factors, working in concert, attracted thousands of new riders to Go Metro. There are
few transportation agencies locally or nationally that have been more successful than Metro
over the last few years at increasing ridership. For instance, Metro’s ridership growth since
2004 is 3 times the national average (12% vs. 4%) even despite a January 2004 fare
adjustment. Over the same period, many local municipal operators experienced ridership
declines. According to published federal transit statistics, municipal operators experienced
an average decrease in ridership of 5%.

The largest gains in ridership have stemmed from a 50% growth in the discretionary market,
specifically in those households that do have a car available to use for travel. This growth is
attributed to major service enhancements, successful marketing campaigns, and production
and dissemination of consistent and enhanced customer information. Another key factor
contributing to Metro’s ability to attract new discretionary riders was the introduction of the
extremely popular Day Pass.

The Day Pass has made it much easier to try Metro service. Customers don’t have to pre-
purchase passes or worry about transfers. The Day Pass eliminated huge barriers to trying
the system and was a key reason Metro was able to move forward after experiencing a work
stoppage and a fare increase with unprecedented growth.

The Draft Plan

In January 2007, staff presented a Draft Plan for Board consideration. The conceptual
ridership plan outlined seven paths to increasing ridership and included 66 concepts. The
seven paths are:

1. Realigning existing service for optimal productivity
2. Adding more customer-driven services
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Investing more resources in marketing and advertising
Maintaining the best fleet on the street

Providing customer information anywhere, at any time
Improving the customer experience

Eliminating barriers to ridership

Nk w

In response, the Board directed staff to secure input from the Sector Governance Councils
and to narrow the focus of the plan. In order to secure Council input, staff prepared and
distributed a survey instrument to all Governance Council members requesting their relative
rankings of each of the 66 plan concepts (Attachment C). A summary of the survey
responses is contained in Attachment D.

The Plan

Based on the survey results and Board member input, staff reformulated the plan.
Specifically, the initial seven paths were collaped into three strategies and include:

1. Realign budgeted service hours to improve productivity of system
2. Continue to aggressively promote services and target high-ridership-return areas
3. Improve information exchange with customers and the public

Of the 66 concepts in the draft plan, 18 strategies were selected and categorized as tactics
within the three strategies noted above. The attached plan outlines the steps within each of
the above elements that would be taken to work towards the 5% growth target established by
the Board as well as resources needed to implement the plan recommendations.

NEXT STEPS

Upon adoption of the plan, staff will begin planning for implementation in FY09. Staff will

provide progress updates on an annual basis.

ATTACHMENTS

A. Proposed Funding Plan

B. Metro Ridership Plan

C. Governance Council Survey Instrument
D. Governance Council Survey Results

Prepared by: Matt Raymond, Chief Communications Officer
Cosette Stark, Director Research and Development
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Matt Iiagfmond
Chief Communications Officer

e

Roger Snoble
Chief Executive Officer
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ATTACHEMENT C

METRO RIDERSHIP PLAN SURVEY

Date January 23, 2007

To Sector General Managers
Sector Governance Council Members

From Matt Raymond
Chief Communications Officer

Subject Metro Ridership Plan Survey

A conceptual draft of Metro’s ridership plan was presented to both the Operations
Committee and the Executive Management and Audit Committee. At their direction we are
seeking your input to 1) help prioritize the conceptual approaches and 2) identify any
additional ridership concepts.

The plan was converted into a survey format so that we may capture individual thoughts and
rankings.

No single action drives ridership. Realizing significant ridership gains requires a
combination of improvements, innovations, market drivers, programs, services, perceptions,
environmental conditions, reliable performance and people all working in concert. Your
evaluation of these concepts will enable us to develop a working plan that gets to the heart of
increasing ridership.

The plan was divided into seven paths:

1) Realign Existing Service for Optimal Productivity

[N

Add More Customer-Driven Services

W

Invest More Resources in Marketing and Advertising

vl p

Provide Customer Information Anywhere, At Any Time

()

Improve the Customer Experience

)
)
) Maintain the Best Fleet on the Street
)
)
7)

Eliminate Barriers to Ridership

Each of these paths contains program concepts that specifically identify areas of exploration
for improving ridership. Some concepts are new programs that require additional resources
for implementation. Some concepts highlight efficiency or productivity improvements.
Some concepts are expansion of or enhancements to programs or efforts that are already in
place.
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Please rank each concept in each path on a scale of 1 to 5 — with 1 being the most likely to
increase ridership and 5 the least. At the end of this survey there is space for any additional
ideas and/or suggestions you may have.

We will need to receive your completed survey by Monday, February 12th to meet our
deadline. Thanks you for your help. Please call Anna Mercaldi at 213.922.2223 with any
questions.

EXAMPLE

A) ] Metro Connections — Metro needs to realign its service to accommodate the

region’s current travel patterns. The Metro Connections service plan must be
implemented over the next three years, including upgrades to existing customer facilities,
to improve connectivity and better serve the region.

1) Realign Existing Service for Optimal Productivity
(On a scale of 1 to 5 ~ with 1 being the most likely to increase ridership please rank the
following concepts)

A) - Metro Connections — Metro needs to realign its service to accommodate
the region’s current travel patterns. The Metro Connections service plan must be
implemented over the next three years, including upgrades to existing customer facilities,
to improve connectivity and better serve the region.

B) - Service Standard Adherence - Metro has established extensive service
standards to maximize resources and ridership. While improvements have been made,
many of our existing lines currently do not meet established standards. A combined effort
focusing on standard adherence, schedule design and leveraging feedback received from
Metro’s continuous data systems would better allocate resources to increase ridership.

C) - Feed Rail and Trunk Lines — Metro maintains several bus and rail
corridors that serve as the spine of the region’s transportation system. Metro Connections
will improve connectivity to these major high-frequency lines and feed them with local
services to maximize resources and improve convenience. Implementation of Metro
Connections will increase ridership.

D) - HOV Utilization — As Metro’s network of HOV lanes expand - so too
should the bus service operated on it. Touting “faster than driving alone” is a key
competitive advantage that has proven to attract new riders. Metro should make it a
priority to operate more service on HOV lanes.
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