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SUBJECT: METROLINK SAN BERNARDINO LINE (SBL)
25 PERCENT FARE DISCOUNT SIX-MONTH PILOT
PROGRAM

ACTION: APPROVE RECOMMENDATIONS

RECOMMENDATION

CONSIDER:

A. APPROVING the Metrolink San Bernardino Line 25% Fare Discount Six-month Pilot Program;

B. PROGRAMMING up to $2 Million in prior year Proposition C 10% surplus funds for FY 2018-
19 funding only for the Metrolink SBL 25% Fare Discount Six-month Pilot Program; and

C. AUTHORIZING the CEO to enter into all agreements necessary to implement the Metrolink
SBL 25% Fare Discount Pilot Program.

ISSUE

In January 2018, Directors Solis, Najarian, Barger, Krekorian and Fasana directed the Chief
Executive Officer to work with the Southern California Regional Rail Authority (SCRRA) and San
Bernardino County Transportation Authority (SBCTA) to develop a strategic plan to implement a Fare
Discount Pilot Program to better understand the potential impact to ridership and demand for
additional service on SBL and report back in 90 days (refer to Attachment A-Metro Board Motion
#44).  In partnership with SBCTA and collaboration with SCRRA, staff is returning to the Board with
recommendations to implement a six-month 25% “across-the-board” Fare Discount Pilot Program on
the Metrolink San Bernardino Line (SBL), to start as early as July 2018.

DISCUSSION

The Metrolink SBL had the highest ridership in the Metrolink regional commuter rail system
historically until 2016.  Since then, over the past five years, the SBL has continued to experience a
steady decline with an average drop of 16% in ridership.  Currently, there is an excess seating
capacity of up to 69% during non-peak weekday period and up to 75% on weekends.  Factors
contributing to ridership loss on the Metrolink SBL include low fuel prices, increased car ownership,
service reliability and on-time performance issues, in addition to a 27% ridership loss at the Metrolink
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Covina Station since the Gold Line was extended to Azusa in March 2016.

Metrolink SBL 25% Fare Discount Six-month Pilot Program
In response to the continued ridership loss on the SBL, SCRRA staff has been considering a multi-
pronged customized ridership strategy for the SBL, to consist of:  1) fare reductions; 2) service
enhancements; and, 3) improving the customer experience.

In partnership with SBCTA, staff worked with SCRRA to prepare a fare reduction feasibility proposal
for the Metrolink SBL that consists of 25%, 20%, 15% and 10% discounts with an increase of
ridership projections for each level of discount. Due to the highest potential increase of ridership and
given the success a similar discount program on the Metrolink Antelope Valley Line, staff is
recommending a 25% fare discount program with a projected ridership increase of approximately
413,000 new riders in the first year.

To date, SCRRA has implemented two 25% fare discount pilot programs, the Metrolink Antelope
Valley Line (AVL) in Los Angeles County and the Metrolink Perris Valley Line in Riverside County.
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Based on the success of these two fare discount programs, the SBCTA Transit Committee approved
the SBL 25% Fare Discount Pilot Program with a recommendation for approval to their Board of
Directors on April 4, 2018.

With the recommended approval, staff will work with SBCTA and SCRRA to develop a work plan and
implement a temporary promotional 25% fare discount for six months to begin as early as July 2018.
Staff will also work with SCRRA and SBCTA to evaluate a federal Title VI study that requires all fare
changes to be evaluated for equity impacts should the promotional 25% fare discount extend beyond
the six-month pilot period.  Depending upon preliminary ridership and revenue impacts, staff will
report to the Board by February 2019 with a recommendation to terminate, modify or extend the
Metrolink SBL 25% Fare Discount Six-month Pilot Program.

Motion #44 acknowledged the success of the AVL 25% Fare Discount Pilot Program, as an
opportunity to implement a similar program to increase ridership and revenues on the SBL.

Metrolink AVL 25% Fare Discount Pilot Program
In April 2015, the Board approved a motion to reduce fares 25% on the Metrolink AVL.  Since that
program’s launch in July 2015, the AVL Fare Discount Pilot Program has been successful in growing
ridership on the AVL, with a projection of up to 33% higher ridership than pre-program levels by June
2018.

Several key findings have emerged regarding the growth in AVL ridership:

· The strongest response has been from infrequent riders, with an increase in one-way and
round trip sales of 23%

· Many of the new riders have become regular riders.  Monthly pass sales are up at a higher
rate than the overall growth rate on the AVL.

· Student and youth ridership continues to be very strong, up 35% in FY 16 and an additional
18% in FY 17.

· Short distance ridership (less than 20 miles) increased 12% in FY 17.

Due to the strong ridership growth on the AVL, fare revenue is almost at pre-program levels, and is
projected to break even by Summer 2018.
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Although Metro has programmed $5.462 million for the AVL Fare Discount Program, Metro has spent
less than $2 million and is not anticipating any further subsidy in FY 19.

Attachment B provides a Metrolink evaluation of the AVL Fare Discount Pilot Program, 30 months
since the program’s implementation.

DETERMINATION OF SAFETY IMPACT

This is a programming and fare reduction action which has no impact on safety.

FINANCIAL IMPACT
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The recommended approval authorizes a six month pilot program, July 2018 through December 2018
with a cost not to exceed $2 million for FY 19.  Based upon the success of the AVL 25% Fare
Discount Pilot Program and fare elasticity analysis conducted by SCRRA, staff anticipates that
ridership will grow the first year at 15% and continue to grow thereafter.  Due to the revenue growth
associated with strong ridership, the revenue loss will be less per year, FY 19 thru FY 22, until
breaking even, and then starting to generate positive revenue in FY 23.  Should the SBL 25% Fare
Discount Six-month Pilot Program be approved by the SCRRA board to go forward as an ongoing
program, the four-year cost to Metro is anticipated to be $4,190,969 before the program breaks even,
and no additional Metro subsidy would be required thereafter.

SBCTA Cost-Sharing
The operating costs and revenues for the SBL are shared between Metro and SBCTA.  Metro
provides 59.82% of the costs to operate the SBL, and SBCTA provides 40.18% of the costs to
operate the SBL.  Per the Board motion, Metro and SBCTA staff worked closely to collaborate and
partner on the cost sharing for the SBL Fare Discount Six-month Pilot Program.  The SBCTA Board is
supportive of the 25% Fare Discount Six-month Pilot Program, and has recently allocated funds for
the SBL Fare Discount Six-month Pilot Program (Attachment C).

Impact to Budget
Staff is proposing to fund the SBL 25% Fare Discount Six-month Pilot Program from prior year
deferred revenues and operating surpluses that are currently on hand with Metrolink. Currently
Metrolink has $14.9 million of Metro surplus funds.  After applying the $2 million in funds for the SBL
25% Fare Discount Six-month Pilot Program, approximately $12.9M would remain in deferred
revenues that can be used to fund extension of the program, Metrolink Operations,
rehabilitation/state of good repair, or other items the Metro board may deem to be of high priority.

Metro is currently carrying a negative fund balance of Proposition C 10% and Measure M 1% funds
available to support Metrolink Operations.  This negative fund balance is projected to continue until it
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grows positive in FY 25.  Funding for Metrolink Operations is constrained, and the deferred revenue
funds could be used to offset the negative funding balance for Metrolink Operations.

ALTERNATIVES CONSIDERED

One alternative is to not implement a SBL Fare Discount Six-month Pilot Program.  This is not
recommended due to the success of the AVL Fare Discount Pilot Program, the anticipated ridership
growth, and the funding support of SBCTA.

A second option is to offer a reduced discount program of 20%, 15% or 10%.  This is not
recommended since SBCTA has approved their 25% discount commitment and ridership growth will
be significantly less than 25% discount.

NEXT STEPS

Metro will work with Metrolink staff to initiate a marketing campaign to promote the SBL 25% Fare
Discount Six-month Pilot Program.  The pilot program is targeted to start on July 1, 2018.  Ridership,
revenues and other impacts will be monitored monthly by SCRRA staff.

Staff will continue to provide updates to ridership and revenues via the Regional Rail Quarterly
Report this Fall.  Depending upon preliminary ridership and revenue impacts, staff will report back to
the Board by February 2019 with a recommendation to terminate, modify or extend the Metrolink SBL
25% Fare Discount Six-month Pilot Program.

ATTACHMENTS

Attachment A - Metro Board Motion #44
Attachment B - Metrolink Staff Report/Evaluation of AVL Fare Discount Program
Attachment C - SBTCA Staff Report

Prepared by:
Jay Fuhrman, Manager, Transportation Planning, (213) 418-3179
Jeanet Owens, Senior Executive Officer, Project Management, (213) 418-3189

Reviewed by:
Nalini Ahuja, Chief Financial Officer (213) 922-3088
Richard Clarke, Chief Program Management Officer (213) 922-7557

Metro Printed on 4/6/2022Page 6 of 6

powered by Legistar™

http://www.legistar.com/


Fuhrmanj
Text Box
Attachment A





Fuhrmanj
Text Box
Attachment B













Entity: San Bernardino County Transportation Authority 

Minute Action 
 

AGENDA ITEM:  

Date:  April 4, 2018 

Subject: 

San Bernardino Line Fare Discount Program & Allocation 

Recommendation: 
That the Board, acting as the San Bernardino County Transportation Authority: 

A.  Allocate $2 million of available Mobile Source Air Pollution Reduction Program grant funds 
and $814,999 of Metrolink generated State Transit Assistance – Operator Share funds to a 
Metrolink San Bernardino Line Fare Discount Pilot Program. 

B.  Authorize staff to develop a work plan and implement the 25% fare discount in partnership 
with the Los Angeles County Metropolitan Transportation Authority and the Southern California 
Regional Rail Authority which operates Metrolink. 

C. Authorize the Executive Director to execute an agreement between SBCTA, LA Metro, and 
SCRRA for the implementation of the 25% fare discount program, upon concurrence from 
General Counsel.  

Background: 
Historically, the San Bernardino Line (SBL) has been one of the most heavily used lines 
throughout the regional Metrolink system. However, over the past five (5) years, the line has 
experienced an average 11% drop in ridership, as well as an excess seating capacity of 68.6% 
during non-peak periods on weekdays and, 74.6% on weekends between July and 
December 2017. In addition to other factors such as increases in car ownership and low fuel 
costs, the timing of the drop in ridership correlates with a 2013 fare increase.  While Metrolink 
retains a farebox recovery rate of approximately 41% to 44.4%, the resulting drop in revenue has 
had an impact to San Bernardino County Transportation Authority (SBCTA) and Los Angeles 
County Metropolitan Transportation Authority (LA Metro) subsidies. In an attempt to re-build 
ridership and to support Metrolink service, the LA Metro Board directed their staff to work with 
Southern California Regional Rail Authority (SCRRA) and SBCTA to develop a strategic plan to 
implement a SBL Fare Discount Pilot Program, and better understand the price elasticity of 
demand, as well as the potential for increasing ridership on the SBL moving forward. 
SBCTA provides an annual operating subsidy to SCRRA, with Local Transportation Funds 
(LTF) being the primary fund-source.  The proposed Fiscal Year 2018/2019 operating subsidy 
requested by SCRRA consists of a 2.2% cost increase which is reasonable; however, when 
coupled with a drop in expected fare revenue, the cost increase results in a 5.5% net increase 
over the Fiscal Year 2017/2018 operating subsidy which is unsustainable. In addition, the 
Fund Administration Department recently completed an independent analysis of LTF projections 
by an outside consultant which indicated a need for more conservative revenue projections. 
As LTF is the primary fund-source for both SCRRA and Omnitrans operations, this impacts 
SBCTA’s ability to sustainably fund San Bernardino County’s share of Metrolink’s cost on a 
long-term basis. While SBCTA staff continues to review funding alternatives, the decline in LTF 
sales tax revenue, combined with the reduction in fare revenue due to ridership decline, requires 
SBCTA to strategically review opportunities to grow ridership and thus reduce the long-term 
subsidy need. The availability of the Mobile Source Air Pollution Reduction Program (MSRCP) 
and State Transit Assistance Operator Share funding, in conjunction with LA Metro’s desire to 
move forward with a SBL Fare Discount Program, provides the opportunity to mitigate the 
dropping fare revenue through implementation of a fare discount pilot program that ultimately 
grows ridership. 

Fuhrmanj
Text Box
Attachment C



Board of Directors Agenda Item 

April 4, 2018 

Page 2 

 

San Bernardino County Transportation Authority 

The Metrolink regional rail system has implemented two (2) different discount programs along 
two (2) lines in recent years, both of which achieved an increase in ridership. In July 2015, 
LA Metro introduced a 25% discount along the Antelope Valley Line (AVL), and by Fiscal Year 
2016/2017, ridership grew by 21% as compared to Fiscal Year 2014/2015. To date, the increase 
in ridership and associated fare revenues have resulted in a recovery of approximately 90% of 
funds allocated to the program. LA Metro projects the break-even point to be assumed in 
summer 2018. In December 2016, the Riverside County Transportation Commission (RCTC) 
funded a similar discount structure on the new Perris Valley Line (PVL) with the goal of 
stimulating ridership across the four (4) new stations along the 24-mile line extension. 
Although the PVL scenario differs from AVL in that it is a new extension that lacks a history of 
ridership numbers to serve as a base line, to date, RCTC has not had to increase operating 
subsides. 

Due to the success of the two fare discount pilot programs implemented in Los Angeles and 
Riverside Counties and in partnership with LA Metro, SBCTA is supportive of a similar program 
along the SBL. However, due to operating subsidy constraints, funding is needed to move 
forward with the program. SBCTA has identified $2 million in grant funding from the MSRC 
Clean Transportation Funding that is available on a one-time basis with San Bernardino County 
being guaranteed a fair-share amount based on geographic equity. By using these funds, in 
addition to State Transit Assistance Operator Share monies for this purpose, SBCTA can provide 
San Bernardino County residents with a fare discount that is consistent with that of Los Angeles 
County, with the goal of increasing ridership and associated revenues in the future. 

A cost and implementation analysis of the proposed SBL Fare Discount Pilot Program, which 
includes discount scenarios of 25%, 20%, 15%, and 10%, is provided in Attachment A, and 
serves as a basis for continued discussions with LA Metro and SCRRA. In accordance with the 
cost analysis, an allocation of $2 million in MSRCP funds, with the remaining balance of 
$814,999 funded by State Transit Assistance Operator Share, would sufficiently fund SBCTA’s 
projected share of the “across the board” 25% discount scenario. Additionally, Metrolink Fare 
Policy indicates the existence of reciprocity between the Metrolink San Bernardino and 
Riverside lines due to the higher frequency of service along the San Bernardino Line. 
Reciprocity will be addressed during the development of a strategic work plan. 

SBCTA staff would like to develop a work plan in partnership with LA Metro, who is to report 
back to their Board in April. The allocation of the $2 million of MSRCP funds to the 
San Bernardino Line Fare Discount Program allows staff to move forward quickly with adequate 
funds for the program and in alignment with LA Metro. Additionally, the timely allocation of 
funds provides staff with sufficient amount of time to meet the MSRCP programming deadline 
of June 2018. 

Financial Impact: 

This item is consistent with SBCTA Fiscal Year 2017/2018 Budget. 

Reviewed By: 

This item was reviewed and unanimously recommended for approval by the Transit Committee 

on March 14, 2018.  

Responsible Staff: 

Carrie Schindler, Director of Transit and Rail Programs 
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 Approved 

Board of Directors 

Date: April 4, 2018 

Witnessed By: 

 
 



Metro Provides Excellence in Service and Support. 

Los Angeles County  
Metropolitan Transportation Authority 
 

Metrolink San Bernardino Line  
25% Discount Six-Month Pilot Program 

Planning and Programming Committee – April 11, 2018 – Item #20 



Metrolink San Bernardino Line Fare Discount Pilot Program 

In January 2018, Directors Solis, Najarian, Barger, Krekorian and Fasana directed 
the CEO to report back in 90 days on efforts to develop a strategic plan to 
implement a fare discount program on the Metrolink San Bernardino Line (SBL). 
 
 

2 



Staff Recommendations 
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CONSIDER: 
 
1. APPROVING the Metrolink San Bernardino Line (SBL) 25% Fare 

Discount 6-month Pilot Program; 
 

2. PROGRAMMING up to $2 million in prior year Proposition C 
10% surplus funds for FY 2018-19 funding for the Metrolink SBL 
25% Fare Discount 6-month Pilot Program; and  
 

3. AUTHORIZING the CEO to enter into all agreements necessary 
to implement the Metrolink SBL 25% Fare Discount Pilot 
Program.  



Metrolink San Bernardino Line (SBL) Ridership 
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San Bernardino Line Average Weekday 
Boardings by Fiscal Year 

1. SBL has experienced a 16% 
overall ridership decline from 
FY 13 to FY 18 
 

2. Factors contributing to the 
ridership loss: 
a. Service reduction (42 trains 

to 38 trains per weekday in 
2014) 

b. Lower fuel prices 
c. Increased car ownership 
d. Service reliability and on-

time performance 
e. 27% ridership loss at the 

Metrolink Covina Station 
since the Gold Line was 
extended to Azusa in March 
2016.  
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BEFORE GOLD LINE EXTENSION (JUL
2015 - FEB 2016)
AFTER GOLD LINE EXTENSION (MAR
2016 - MAR 2018)

M With the Gold Line Phase 2A extension to Azusa, Covina has experienced a 27% 
ridership loss. Most of the Metrolink Stations have seen an increase in ridership. 



Antelope Valley Line (AVL) 25% Fare Reduction Program 
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Due to the success of the AVL and Perris Valley Line 25% Fare Reduction 

Programs, the motion seeks to grow the ridership by implementing a similar 

program on the SBL. 

 
Since the AVL 25% Fare Reduction Program’s start in July 2015, ridership is up 33% and 
projected to continue to grow.  

Metro has programmed $5.462 million for 
the AVL Fare Discount Program, however, due 
to the steady increase in ridership, Metro is 
anticipated to spend less than $2 million with 
no additional subsidy by Summer 2019. 



Proposed San Bernardino Line Discount Program 

In partnership with SCRRA and SBCTA, staff analyzed 4 options for an across-the-board fare 
reduction program of 25%, 20%, 15% and 10%. 
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Consistent with the Board Motion and due to the success of the AVL Fare Discount 
program, staff is recommending 25% fare discount program on the Metrolink SBL 
since it will generate the most ridership growth. 



Cost Sharing with San Bernardino County Transportation Authority (SBCTA) 

Metro shares the cost for the Metrolink SBL with SBCTA where Metro funds 60% and SBCTA 
funds the remaining 40%.  On March 14  2018, the SBCTA Transit Committee approved the 
total funding of $2.815 million for the Metrolink SBL 25% Fare Discount Program.  This item 
was approved at the SBCTA BOD meeting on April 4, 2018. The anticipated costs shared with 
SBCTA are shown below: 
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Staff recommends the Board to approve up to $ 2 million for FY 19 only, to be paid by 
Metro’s share of SCRRA’s surplus operating funds. Staff will return to the Metro Board by 
February 2019 with recommendations that may include modify, terminate or continue 
with the Fare Discount Pilot program for the remaining $2.191 million. 



NEXT STEPS 
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1. Upon Board approval, staff will work with SCRRA and 

SBCTA to develop a work plan and implement the 6 
month Fare Discount Pilot Program to start July 2018. 
 

2. As part of the pilot program, SCRRA will conducts a Title 
VI analysis. 
 

3. Staff report back to the Metro Board by February 2019 
with recommendations to either continue, modify or 
terminate the program. 


