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METROPOLITAN TRANSPORTATION AUTHORITY BOARD RULES

(ALSO APPLIES TO BOARD COMMITTEES)

PUBLIC INPUT

A member of the public may address the Board on agenda items, before or during the Board or 

Committee’s consideration of the item for one (1) minute per item, or at the discretion of the Chair.  A 

request to address the Board should be submitted in person at the meeting to the Board Secretary . 

Individuals requesting to speak on more than three (3) agenda items will be allowed to speak up to a 

maximum of three (3) minutes per meeting. For individuals requiring translation service, time allowed will 

be doubled.

Notwithstanding the foregoing, and in accordance with the Brown Act, this agenda does not provide an 

opportunity for members of the public to address the Board on any Consent Calendar agenda item that 

has already been considered by a Committee, composed exclusively of members of the Board, at a 

public meeting wherein all interested members of the public were afforded the opportunity to address the 

Committee on the item, before or during the Committee’s consideration of the item, and which has not 

been substantially changed since the Committee heard the item.

The public may also address the Board on non-agenda items within the subject matter jurisdiction of the 

Board during the public comment period, which will be held at the beginning and /or end of each meeting.  

Each person will be allowed to speak for up to three (3) minutes per meeting and may speak no more 

than once during the Public Comment period.  Speakers will be called according to the order in which 

the speaker request forms are received. Elected officials, not their staff or deputies, may be called out of 

order and prior to the Board’s consideration of the relevant item.

In accordance with State Law (Brown Act), all matters to be acted on by the MTA Board must be posted 

at least 72 hours prior to the Board meeting.  In case of emergency, or when a subject matter arises 

subsequent to the posting of the agenda, upon making certain findings, the Board may act on an item 

that is not on the posted agenda.

CONDUCT IN THE BOARD ROOM - The following rules pertain to conduct at Metropolitan 

Transportation Authority meetings:

REMOVAL FROM THE BOARD ROOM   The Chair shall order removed from the Board Room any 

person who commits the following acts with respect to any meeting of the MTA Board:

a. Disorderly behavior toward the Board or any member of the staff thereof, tending to interrupt the due 

and orderly course of said meeting.

b. A breach of the peace, boisterous conduct or violent disturbance, tending to interrupt the due and 

orderly course of said meeting.

c. Disobedience of any lawful order of the Chair, which shall include an order to be seated or to refrain 

from addressing the Board; and

d. Any other unlawful interference with the due and orderly course of said meeting.

INFORMATION RELATING TO AGENDAS AND ACTIONS OF THE BOARD

Agendas for the Regular MTA Board meetings are prepared by the Board Secretary and are available 



HELPFUL PHONE NUMBERS

Copies of Agendas/Record of Board Action/Recordings of Meetings - (213) 922-4880 (Records 

Management Department)

General Information/Rules of the Board - (213) 922-4600

Internet Access to Agendas - www.metro.net

TDD line (800) 252-9040

NOTE: ACTION MAY BE TAKEN ON ANY ITEM IDENTIFIED ON THE AGENDA

DISCLOSURE OF CONTRIBUTIONS

The State Political Reform Act (Government Code Section 84308) requires that a party to a proceeding 

before an agency involving a license, permit, or other entitlement for use, including all contracts (other 

than competitively bid, labor, or personal employment contracts ), shall disclose on the record of the 

proceeding any contributions in an amount of more than $250 made within the preceding 12 months by 

the party, or his or her agent, to any officer of the agency, additionally PUC Code Sec. 130051.20 

requires that no member accept a contribution of over ten dollars ($10) in value or amount from a 

construction company, engineering firm, consultant, legal firm, or any company, vendor, or business 

entity that has contracted with the authority in the preceding four years.  Persons required to make this 

disclosure shall do so by filling out a "Disclosure of Contribution" form which is available at the LACMTA 

Board and Committee Meetings.  Failure to comply with this requirement may result in the assessment 

of civil or criminal penalties.

ADA REQUIREMENTS

Upon request, sign language interpretation, materials in alternative formats and other accommodations 

are available to the public for MTA-sponsored meetings and events.  All requests for reasonable 

accommodations must be made at least three working days (72 hours) in advance of the scheduled 

meeting date.  Please telephone (213) 922-4600 between 8 a.m. and 5 p.m., Monday through Friday.  

Our TDD line is (800) 252-9040.

LIMITED ENGLISH PROFICIENCY

A Spanish language interpreter is available at all Board Meetings.  Interpreters for Committee meetings 

and all other languages must be requested 72 hours in advance of the meeting by calling (213) 922-4600 

or (323) 466-3876.
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CALL TO ORDER

ROLL CALL

2017-062329. SUBJECT: SYSTEMWIDE BUS NETWORK RESTRUCTURING

PLAN

RECOMMENDATION

AUTHORIZE the Chief Executive Officer to award an 18-month, firm fixed price 

Task Order No. PS878320003041 under Countywide Planning Services 

Bench Contract No. PS4010-3041-F-XX with Cambridge Systematics, Inc., for 

an amount of $1,295,762, to develop a Systemwide Bus Network 

Restructuring Plan, subject to resolution of protest(s), if any.

Attachments: Attachment A - Procurement Summary

Attachment B - Task Order Log

Attachment C - DEOD Summary

(ALSO ON SYSTEM SAFETY, SECURITY AND OPERATIONS COMMITTEE)

2017-076640. SUBJECT: ORAL REPORT ON MICROTRANSIT PILOT (MTP)

RECOMMENDATION

RECEIVE oral Report on MicroTransit Pilot (MTP).

Attachments: Presentation - 111617 MicroTransit Oral Report

2017-077541. SUBJECT: TAP REGIONAL INTEGRATION UPDATE

RECOMMENDATION

RECEIVE AND FILE update on TAP Regional Integration.

Attachments: ATTACHMENT A: Timeline for TAP Account-Based Functions.pdf

ATTACHMENT B: TAP Regional Mobility Account.pdf

2017-060631. SUBJECT: OFFICE OF THE INSPECTOR GENERAL REPORT 

ON REVIEW OF METRO RAIL SERVICE DISRUPTIONS

RECOMMENDATION

RECEIVE AND FILE Report on Review of Metro Rail Service Disruptions.

Attachments: Attachment A - Final Rpt Review of Metro Rail Service Disruptions 10-24-17 revised v2

Attachment B - Mgmt Response to Report

Presentation - Service Disruption Review

(ALSO ON SYSTEM SAFETY, SECURITY AND OPERATIONS COMMITTEE)

Page 4 Metro Printed on 11/16/2017

http://metro.legistar.com/gateway.aspx?m=l&id=/matter.aspx?key=4430
http://metro.legistar.com/gateway.aspx?M=F&ID=1bf16d92-2116-4428-97b4-4aaaad6200e4.pdf
http://metro.legistar.com/gateway.aspx?M=F&ID=e4a5ac9a-6f39-4832-a69c-d473831023bc.pdf
http://metro.legistar.com/gateway.aspx?M=F&ID=b411b100-7858-4b7a-8384-d51fb11d09aa.pdf
http://metro.legistar.com/gateway.aspx?m=l&id=/matter.aspx?key=4570
http://metro.legistar.com/gateway.aspx?M=F&ID=06e8eeb9-5224-4bf4-9794-e720b24e2f7f.pdf
http://metro.legistar.com/gateway.aspx?m=l&id=/matter.aspx?key=4579
http://metro.legistar.com/gateway.aspx?M=F&ID=54f2e428-2e38-45c6-b3b1-113e4b6b93fd.pdf
http://metro.legistar.com/gateway.aspx?M=F&ID=1c7a89ef-d8b8-4cef-b636-0366d40374c4.pdf
http://metro.legistar.com/gateway.aspx?m=l&id=/matter.aspx?key=4413
http://metro.legistar.com/gateway.aspx?M=F&ID=10feb4d1-cc95-4b22-bdb4-c8aca08398e9.pdf
http://metro.legistar.com/gateway.aspx?M=F&ID=d064468f-8c42-4021-bc3d-0edfe233b23b.pdf
http://metro.legistar.com/gateway.aspx?M=F&ID=658ee7bc-9d68-492a-b6af-b3700d40fc83.pdf


November 16, 2017Ad-Hoc Customer Experience Committee Agenda - Final

2017-075542. SUBJECT: PROCEDURES TO MITIGATE SERVICE 

DISRUPTIONS

RECOMMENDATION

RECEIVE AND FILE report on procedures for customer support and 

mitigating loss of service due to planned and unplanned service disruptions.

Attachments: Presentation - Service Disruption

2017-074543. SUBJECT: METRO OPERATIONS CLEANLINESS UPDATE

RECOMMENDATION

RECEIVE AND FILE the update on Metro Operations cleanliness efforts. 

Attachments: Presentation - Cleanliness Report

2017-077850. SUBJECT: COMMITTEE WORK PLAN AND OBJECTIVES

RECOMMENDATION

DISCUSSION on Committee Work Plan and Objectives.

Adjournment

GENERAL PUBLIC COMMENT

Consideration of items not on the posted agenda, including: items to be presented and (if 

requested) referred to staff; items to be placed on the agenda for action at a future meeting of the 

Committee or Board; and/or items requiring immediate action because of an emergency 

situation or where the need to take immediate action came to the attention of the Committee 

subsequent to the posting of the agenda.
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File #: 2017-0623, File Type: Contract Agenda Number: 29.

SYSTEM SAFETY, SECURITY AND OPERATIONS COMMITTEE
AD HOC CUSTOMER EXPERIENCE COMMITTEE

NOVEMBER 16, 2017

SUBJECT: SYSTEMWIDE BUS NETWORK RESTRUCTURING
PLAN

ACTION: AWARD TASK ORDER

RECOMMENDATION

AUTHORIZE the Chief Executive Officer to award an 18-month, firm fixed price Task Order No.

PS878320003041 under Countywide Planning Services Bench Contract No. PS4010-3041-F-XX with

Cambridge Systematics, Inc., for an amount of $1,295,762, to develop a Systemwide Bus Network

Restructuring Plan, subject to resolution of protest(s), if any.

ISSUE

In May 2017, staff briefed the Board of Directors on the need to conduct the Metro Service Study

(Systemwide Bus Network Restructuring Study). In August 2017, staff presented a status report to

the Board, indicating that a task order Request for Proposals (RFP) was issued to the Countywide

Planning Bench contractors to assist in this effort. Board approval of the Contract is needed to

proceed with development of the Plan.

DISCUSSION

Background

Metro provides over 1.3 million customer trips per weekday with a fleet of over 2,200 buses, 219 light

rail, and 104 heavy rail cars. Service is distributed along an extensive network of 136 bus lines and

102 one way track miles of rail service that span 1,433 square miles of Los Angeles County.  In

addition, Metro funds local bus services operated by sixteen (16) municipal bus operators and

several other community services providing almost 335K trips per day. Together, the municipal

operators account for roughly 30% of transit service within the County while Metro provides the

remaining 70%. Therefore, coordination of services, fare payment, signage and information is critical

to providing seamless services throughout the region.
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The Metro bus and rail system will continue to expand with the passage of the County’s Measure R in

2008 and Measure M in 2016, both one-half cent sales taxes for transportation improvements.

Currently, three mega transit projects are being constructed, including Crenshaw/LAX, Regional

Connector, and the Purple Line Extension. Several others, including the Gold Line Foothill Extension

to Claremont, East San Fernando Valley Transit Corridor, West Santa Ana Transit Corridor,

Sepulveda Pass, and Bus Rapid Transit (BRT) between North Hollywood and Pasadena, and along

Vermont Avenue, are planned to be in construction within the next 10 years.

Despite being the second most heavily used bus and seventh most heavily used rail systems in the

country, and voter endorsement for continued growth, Metro’s sytemwide transit ridership continues

to decline, consistent with national trends. A recent survey of past riders found that 19% of

respondents stopped using Metro services primarily because their travel patterns changed, and

another 12% stated that it is too hard to get to and from transit. Eighteen percent and 11%,

respectively, mentioned slow speeds and service reliability were their main reasons for leaving

transit.  Ridership declines can also be attributed to shifts in customer demographics and lifestyles,

changing workforce travel patterns, safety and security concerns, new technology and opportunities

for other travel options such as shared mobility on-demand.

Systemwide Bus Network Restructuring Study

Given the transforming landscape of transportation and travel demand within Los Angeles County,

Metro is embarking on an effort to restructure the entire bus network into a comprehensive and

intuitive system of high quality and integrated transit services that are relevant, reflective of, and

attractive to the diverse customer needs within Los Angeles County. More specifically, the service

restructuring aims to increase transit use within the County over the next decade by attracting

customers to ride more by retaining current customers, reclaiming past customers, and recruiting

new customers. In addition, the re-baselined bus network will set the foundation for future growth

from transportation investments provided through Measures R and M.

With the diversity and complexity of Metro’s governing boards, key stakeholders, customers, and

operating environment, the following principles are critical to the success of this project:

• Extensive public input and outreach throughout the project (early buy-in and understanding of

tradeoffs from Board and key stakeholders, and inclusive of LA County’s diverse communities).

• Integration/coordination with Metro’s Strategic Plan and Long Range Transportation Plan

(LRTP) update, as well as municipal operator system restructure plans.

• Collaborative process with local jurisdictions and other key stakeholders (implement service
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improvements in conjunction with transit supportive infrastructure and programs).

• Openness to creativity and innovation.

To prepare the Plan, the Contractor shall successfully complete the following tasks, inclusive of

gathering data to answer the questions noted below, leading up to the implementation of a

systemwide bus network restructure.

· Market Research, Market Segmentation Analysis and Travel Demand - A comprehensive

understanding of who our past, current and potential customers are. For what trip purposes are

they willing to use transit? When do they want to travel?  What are the service attributes most

important to them? Where are they coming from and going to?

· Existing Service Evaluation - What are the strengths, deficiencies, gaps and opportunities of

the existing Metro bus network?  How are customers using the system, and how well do we meet

their needs? Where are the gaps and deficiencies in service and service attributes? Where are

the opportunities for ridership growth, and how much can ridership grow if we address our gaps

and deficiencies?

· Establish Service Concepts - Develop a series of preferred service concepts to consider that

best match with the travel demand and service attributes most important to each customer group.

How do these service concepts address the gaps and deficiencies identified in the Existing

Service Evaluation?  How will these service concepts create opportunities for ridership growth?

What are the tradeoffs between service concepts and how will the benefits outweigh the

negatives?

· Service Design Guidelines - The service concepts will be translated into a set of service

design guidelines and criteria to ensure that any future adjustments to service are consistent with

the preferred service concept.

· Capital Infrastructure Needs - Transit preferential infrastructure will be identified that will

enhance speed and reliability of bus service along key regional corridors, as well as infrastructure

to support new service delivery methods, and customer service infrastructure for major transfer

points and activity centers.

· Service Restructuring Plan - The Contractor and Metro service planning and scheduling staff

will work hand in hand to develop a transit network based on the preferred Service Concept and

design guidelines that are anticipated to maximize ridership and improve customer experience

within: 1) existing resources, 2) 10% fewer resources, and 3) 10% greater resources.
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DETERMINATION OF SAFETY IMPACT

Conducting this study will not have any impacts on the safety of our customers and/or employees.

FINANCIAL IMPACT

The FY18 budget includes $1,000,000 in Cost Center 3151, project 306004 to conduct the

Systemwide Bus Network Restructuring Study.  Since this is a multi-year contract, the Cost Center

Manager and Chief Operations Officer will be responsible for budgeting future years for the balance

of the remaining project budget.

Impact to Budget

The source of funds for this project will come from regional administration funds earned on

Proposition A sales tax.  These funds are not eligible for operating or capital functions.

ALTERNATIVES CONSIDERED

The Board could consider not conducting this study and/or completing the study using in-house

resources.  Neither of these options is recommended as the bus system continues to be misaligned

with current day travel demand and travel options and there are insufficient in-house resources to

conduct the study and develop a Plan of this magnitude.

NEXT STEPS

Upon Board approval, staff will execute Task Order No. PS878320003041 with Cambridge
Systematics, Inc. to develop a Systemwide Bus Network Restructuring Plan.

ATTACHMENTS

Attachment A - Procurement Summary
Attachment B - Task Order Log
Attachment C - DEOD Summary

Prepared by: Conan Cheung, SEO, Service Planning, Scheduling and Analysis, (213) 418-
3034

Reviewed by: James T. Gallagher, Chief Operations Officer, (213) 418-3108
Debra Avila, Chief Vendor/Contract Management Officer,
(213) 418-3051
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PROCUREMENT SUMMARY 
 

SYSTEMWIDE BUS NETWORK RESTRUCTURING PLAN/PS4010-3041-F-XX 
 

1. Contract Number:  PS4010-3041-F-XX Task Order No. PS878320003041 

2. Recommended Vendor:  Cambridge Systematics, Inc. 

3. Type of Procurement  (check one):  IFB    RFP   RFP–A&E   
 Non-Competitive    Modification   Task Order 

4. Procurement Dates:  

 A. Issued: 6/23/2017 to Discipline 1 (Transportation Planning) of the Countywide 
Planning Bench 

 B. Advertised/Publicized: N/A 

 C. Pre-Proposal Conference:  7/7/2017 

 D. Proposals Due:  7/24/2017 

 E. Pre-Qualification Completed:  9/5/2017 

 F. Conflict of Interest Form Submitted to Ethics:  9/1/2017 

 G. Protest Period End Date: 11/20/2017 

5. Solicitations Picked 
up/Downloaded: 17 

Bids/Proposals Received:   
2 

6. Contract Administrator:  
Ana Rodriguez 

Telephone Number:   
(213) 922-1076 

7. Project Manager:   
Conan Cheung 

Telephone Number:    
(213) 418-3034 

 

A.  Procurement Background 
 

This Board Action is to approve Task Order No. PS878320003041 issued under the 
Countywide Planning Bench Contract No. PS4010-3041-F-XX in support of 
restructuring Metro’s existing bus network to meet the needs of existing and future 
patrons and increasing transit ridership. Board approval of contract awards are 
subject to resolution of any properly submitted protest. 
 
In September 2013, Metro’s Board of Directors approved the award of 63 contracts 
under the Countywide Planning Bench (Bench) comprised of 17 disciplines for a 
period of three years with two one-year options for professional services not-to-
exceed a cumulative amount of $30,000,000.   
 
Task Order RFP No. PS43739-3041 was issued on June 23, 2017, in accordance 
with Metro’s Acquisition Policy, to all members of Discipline 1 – Transportation 
Planning of the Bench and the contract type is a firm fixed price. 
 
One amendment was issued during the solicitation phase of this Task Order RFP: 
 

 Amendment No. 1, issued on June 27, 2017, clarified the pre-proposal 
conference date.  

 
A pre-proposal conference was held on July 7, 2017 and was attended by ten 
participants representing nine firms. There were five questions submitted and 
responses were released prior to the proposal due date. 

ATTACHMENT A 
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A total of two proposals were received on July 24, 2017.   

 
B.  Evaluation of Proposals 

 
A Proposal Evaluation Team (PET) consisting of staff from Metro departments 
including the Service Development, Scheduling and Analysis Department, 
Countywide Planning and Development Department, the Office of Extraordinary 
Innovation, the Community Relations Department, the Transportation Planning 
Department, and the Service Operations Department was convened and conducted 
a comprehensive technical evaluation of the proposals received.   

 
The proposals were evaluated based on the following evaluation criteria and 
weights:  
 

 Work Plan/Project Approach      35 percent 

 Experience and Qualifications of the Proposed Personnel  20 percent 

 Experience and Qualifications of the  Consulting Team  20 percent 

 Cost/Price Effectiveness      15 percent 

 Small Business Preference      10 percent 
 

The evaluation criteria are appropriate and consistent with criteria developed for 
other, similar Task Order RFPs for professional services.  Several factors were 
considered when developing these weights, giving the greatest importance to the 
Work Plan/Project Approach.   
 
Both proposals received were determined to be within the competitive range and are 
listed below in alphabetical order: 
 

1. Cambridge Systematics, Inc. 
2. Fehr and Peers, Inc. 

 
From July 25, 2017 through August 9, 2017, the PET conducted its independent 
evaluation of the proposals received.  On August 9, 2017, the PET conducted 
interviews with both firms.  The firms’ project managers and key team members had 
an opportunity to present each team’s qualifications and respond to the evaluation 
committee’s questions.  In general, each team’s presentation addressed the 
requirements of the RFP, specifically their work plan, project approach, and their 
experience.  The teams responded to the questions from the PET that pertained to 
their market research methodology, their information transference to key 
stakeholders and other consultants, and their proposed approach to determining 
service concepts from the market segmentation analysis.     
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Qualifications Summary of Firms within the Competitive Range:  
 
Cambridge Systematics, Inc. 
 
Cambridge Systematics is an established transportation consulting firm that has 
extensive public sector experience having worked with a vast number of federal, 
state, and local agencies throughout the country and internationally.  Services 
provided include modeling and analytics, policy, planning and implementation and 
technology solutions in the form of software to specifically address issues of transit, 
planning, modeling, asset management, and mobility.   
 
Cambridge Systematics provided a detailed and thorough response to the Task 
Order RFP that demonstrated their significant understanding of travel patterns, 
market segmentation analysis, route planning, service evaluation, forecasting and 
operations efficiencies.  The market segmentation methodology was described in 
great detail and presented a balanced emphasis on understanding the general 
service characteristics needed for the core network as well as allowing for specific 
niche market needs for demand based service planning.  Cambridge Systematics 
also put together a team that has experience completing other similar 
comprehensive operations analyses for large metropolitan areas across the United 
States.  Cambridge Systematics has four subconsultants, Transportation 
Management & Design Inc. (TMD), HDR Engineering, Inc., Here Design Studio, and 
Conifer Research LLC, that will lead or supplement tasks according to their 
discipline expertise.   
 
During their interview, Cambridge Systematics further exhibited their team’s 
knowledge of transit market research, multimodal system evaluation and forecasting 
as well as expanded on their approach.  The proposed existing service evaluation is 
robust and TMD will use their proprietary Service Analysis System (SAS) program 
for analysis of ridership and operating performance at various geographic and 
temporal levels that will be of great value in the restructuring effort.  Cambridge and 
their team also specifically addressed micro-transit and alternative service concepts 
in their presentation expanding on the information provided in their proposal and 
demonstrated some potential interactions between the traditional and emerging 
public transportation possibilities.   
 
Fehr and Peers, Inc.  
 
Based out of Walnut Creek, CA, Fehr and Peers is a transportation consulting firm 
which specializes in providing transportation planning and engineering services.  
Fehr and Peers’ services include land use and transportation studies, travel behavior 
and forecasting, bicycle and pedestrian planning and many others.  Fehr and Peers’ 
proposal demonstrated an understanding of the importance of public engagement; 
however, their proposed service evaluation did not go into sufficient depth to gain an 
understanding of the different factors affecting ridership.  Also, their market research 
approach seemed to heavily rely on work being conducted through a different study, 
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namely the Ridership Growth Action Plan and there was not a significant identifiable 
link between the findings of the market segmentation analysis and the development 
of the service concepts and design guidelines.  Furthermore, their service concept 
methodology seemed to assume a single concept solution which does not account 
for alternative service delivery methods named in the RFP such as micro-transit and 
flex route alternatives.  Fehr and Peers was given the opportunity to address this 
issue at the interview; however, their responses seemed to indicate that other 
service concepts would not be prominently considered in their restructuring plans. 
 
Following is a summary of the PET evaluation scores: 
 

1 Firm 
Average 

Score 
Factor 
Weight 

Weighted 
Average 

Score Rank 

2 Cambridge Systematics, Inc.         

3 Work Plan/Project Approach 77.73 35.00% 27.21 
 

4 
Experience and Qualifications of 
the Proposed Personnel 83.62 20.00% 16.72 

 

5 
Experience and Qualifications of 
the Consulting Team 80.81 20.00% 16.16  

6 Cost/Price Effectiveness 100.00 15.00% 15.00 
 

7 Small Business Preference 50.00 10.00%   5.00  

8 Total 
 

100.00% 80.09 1 

9 Fehr and Peers, Inc.         

10 Work Plan/Project Approach 68.34 35.00% 23.92 
 

11 
Experience and Qualifications of 
the Proposed Personnel 76.68 20.00% 15.34 

 

12 
Experience and Qualifications of 
the Consulting Team 73.03 20.00% 14.61  

13 Cost/Price Effectiveness 78.07 15.00% 11.71 
 

14 Small Business Preference 50.00 10.00%   5.00  

15 Total 
 

100.00% 70.58 2 
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C.  Price Analysis  
 

The recommended price has been determined to be fair and reasonable based upon 
adequate price competition, an independent cost estimate, price analysis, technical 
analysis, fact finding, and negotiations.  
 

 Proposer Name Proposal 
Amount 

Metro ICE Negotiated 
Amount 

1. Cambridge Systematics, Inc. $1,398,085 $1,262,427 $1,295,762  

2. Fehr and Peers, Inc. $1,798,852   

 
D.  Background on Recommended Contractor 
 

The recommended firm, Cambridge Systematics, Inc., was founded in 1972 in 
Massachusetts and specializes in applying systematic analysis to problems of 
transportation, the environment, urban development, and regional planning.  
Cambridge has locations in nine different states, including two locations in California, 
and has expanded to service international clients as well.  Similar past projects for 
Cambridge and their team include the Chicago Regional Transportation Authority 
Market Analysis Study, the Santa Clara Valley Transportation Authority Metropolitan 
Comprehensive Operational Analysis, and the Nashville Metropolitan Transit 
Authority Comprehensive Operations Analysis.  Cambridge has a history of working 
with Metro, on projects such as the Long Range Transportation Plan, and the Metro 
Mobility Matrix assessments for the San Gabriel Valley, North County, and South 
Bay Cities.   
 
 

 



ATTACHMENT B 
 

TASK ORDER LOG 

COUNTYWIDE PLANNING BENCH/CONTRACT NO. PS4010-3041  
TASK ORDER LOG VALUE ISSUED TO DATE 

Discipline No./  
Description 

Contract No. Contractor Value of Task  
Orders Issued  

to Date 

1/Transportation Planning PS4010-3041-O-XX David Evans &  
Associates, Inc. 

$459,587.68 

PS4010-3041-BB-XX IBI Group $343,471.02 

PS4010-3041-F-XX Cambridge Systematics, 
Inc.                                     

This Pending Action 

 

 

 

 

$2,870,664.74 

+$1,295,762.00 

 

 

PS4010-3041-U-XX Fehr & Peers $1,978,617.34 

PS4010-3041-YY-XX STV Corporation $490,954.00 

PS4010-3041-I-XX CH2M Hill, Inc. $286,865.00 

PS4010-3041-DD-XX Iteris, Inc. $1,911,605.06 

PS4010-3041-Y1-XX HDR Engineering, Inc. $1,641,541.24 

PS4010-3041-Y1-XX KOA Corporation $298,142.85 

PS4010-3041-RR-XX Parsons Transportation 
Group 

$1,832,178.00 

PS4010-3041-EE-XX Kimley Horn &  
Associates, Inc. 

$291,005.46 

PS4010-3041-A-XX AECOM Technical 
Services, Inc. 

$1,954,168.96 

  PS4010-3041-QQ-XX Parsons Brinckerhoff, 
Inc. 

$920,819.00 

    Subtotal $16,575,382.35 

2/Environmental Planning PS4010-3041-FF-XX Kleinfelder, Inc. $839,361.71 

    Subtotal $839,361.71 

 

No. 1.0.10 
Revised 02-22-16 



ATTACHMENT B 
 

6/Architecture PS4010-3041-RR-XX Parsons Transportation 
Group 

$115,817.00 

PS4010-3041-W-XX   Gensler $269,041.34 

    Subtotal $384,858.34 

7/Urban Design PS4010-3041-W-XX Gensler $406,905.18 

    Subtotal $406,905.18 

9/Environmental Graphic 
Design 

PS4010-3041-WW-09 Selbert Perkins Design $248,361.00 

    Subtotal $248,361.00 

11/Financial Analysis PS4010-3041-I-XX CH2M Hill, Inc. $587,011.00 

    Subtotal $587,011.00 

12/Land Use and 
Regulatory Planning 

PS4010-3041-BB-XX IBI Group $299,986.00 

    Subtotal $299,986.00 

13/Sustainability/Active 
Transportation 

PS4010-3041-U-XX Fehr & Peers $1,950,067.67 

PS4010-3041-XX-13 Stantec Consulting 
Services, Inc. 

$618,390.76 

    Subtotal $2,568,458.43 

14/Database Technical 
Services 

PS4010-3041-PP-14 Novanis $1,310,664.93 

PS4010-3041-KKK-14 Accenture LLP $101,000.00 

    Subtotal $1,411,664.93 

17/Community Outreach/ 
Public Education & 
Research Services 

PS4010-3041-EEE-17 The Robert Group $771,839.00 

 PS4010-3041-D-17   Arellano Associates $564,877.00 

    Subtotal $1,336,716.00 

    Total Task Orders 
Awarded to Date 

$24,658,704.94 

    Board Authorized Not-
To-Exceed (NTE) 

Cumulative Total Value 

$30,000,000.00 

    Remaining Board 
Authorized NTE 

Cumulative Total Value 

$5,341,295.06 

 No. 1.0.10 

Revised 02-22-16 



No. 1.0.10 
Revised 01-29-15 

DEOD SUMMARY 
 

SYSTEMWIDE BUS NETWORK RESTRUCTURING PLAN/PS4010-3041-F-XX 
 

A. Small Business Participation  
 

The Diversity and Economic Opportunity Department (DEOD) established a 30% 
Small Business Enterprise (SBE) goal for this solicitation.  Cambridge Systematics, 
Inc. exceeded the goal by making a 60.43% SBE commitment.   
 

Small Business 

Goal 

30% SBE Small Business 

Commitment 

60.43% SBE 

 

 SBE Subcontractors % Committed 

1. Transportation Management & Design 56.57% 

2. Here Design Studio   3.86% 

 Total Commitment 60.43% 

 
 
B. Living Wage and Service Contract Worker Retention Policy Applicability 
 

The Living Wage and Service Contract Worker Retention Policy is not applicable to 
this Contract. 

 

C. Prevailing Wage Applicability 
 
Prevailing wages are not applicable to this Contract. 
 

D. Project Labor Agreement/Construction Careers Policy 
 
Project Labor Agreement/Construction Careers Policy is not applicable to this 
Contract. 
 

ATTACHMENT C 
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File #: 2017-0766, File Type: Oral Report / Presentation Agenda Number: 40.

AD HOC CUSTOMER EXPERIENCE COMMITTEE
NOVEMBER 16, 2017

SUBJECT: ORAL REPORT ON MICROTRANSIT PILOT (MTP)

ACTION: RECEIVE ORAL REPORT

RECOMMENDATION

RECEIVE oral Report on MicroTransit Pilot (MTP).

DISCUSSION

To leverage new innovations in transportation technology, Metro’s Office of Extraordinary Innovation

(OEI) is leading the development of a new demand-responsive transportation service called

MicroTransit. The goal of the pilot is to attract more customers to Metro, and improve services for

existing customers, by testing a new user-friendly and intuitive service.

On October 25, 2017, the agency issued a Request for Proposal to the private sector to team with

Metro to plan, design, implement and evaluate the brand new service. The pre-proposal conference

was held on November 14, 2017 and the proposal due date is December 6, 2017. The MicroTransit

Pilot (MTP) is an active procurement and as such Metro staff and leadership are bound by the

agency’s policies pertaining to the blackout period.

Prepared by: Rani Narula-Woods, Sr. Director, Special Projects, Office of Extraordinary Innovation
(213) 922-7414

Reviewed by: Dr. Joshua L. Schank, Chief Innovation Officer, (213) 922-5533
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Office of Extraordinary Innovation (OEI)  

1	
  

MicroTransit Pilot (MTP) 
Ad-Hoc Customer Experience Committee 

Board Item # 2017-0766 



MicroTransit Pilot (MTP)  

2	
  

Metro aims to increase customer satisfaction & attract new riders 
with a dynamically routed, data-driven, demand-responsive 
MicroTransit service.  
•  Project Background 

o  Unsolicited Proposal  

•  Request for Proposal (RFP) 
o  Metro Seeks Meaningful Partnership with Private Sector  

o  Part A: Planning and Design 

o  Part B: Implementation and Evaluation 

•  Project Status 
o  RFP Issued on Wednesday, October 25, 2017 

o  Pre-Proposal Conference Held on Tuesday, November 14, 2017 

o  Proposals Due on Wednesday, December 6, 2017 
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File #: 2017-0775, File Type: Informational Report Agenda Number: 41.

AD HOC CUSTOMER EXPERIENCE COMMITTEE
NOVEMBER 16, 2017

SUBJECT: TAP REGIONAL INTEGRATION UPDATE

ACTION: RECEIVE AND FILE

RECOMMENDATION

RECEIVE AND FILE update on TAP Regional Integration.

ISSUE
Metro Board Chair Garcetti requested an update on TAP regional integration, including 1) update on
enabling TAP to be used to pay for bikeshare and other account-based programs; 2) update on the
TAP mobile app; 3) update on any plans to expand TAP to be able to pay for things beyond transit
fare (as exampled by Hong Kong’s Octopus card and; 4) next steps for TAP.

DISCUSSION
TAP has been busy over the past year building the architecture for a new account-based hybrid
system that will work together with our regional transit system. This new hybrid system is an
innovation for transit, in that it works together with our existing card-based system to offer additional
payment connectivity to programs other than transit.

Enabling TAP for Bike Share and Other Account-Based Programs
TAP has been working for the past year to build the architecture of integration so that many
programs, including Bike Share can integrate with TAP payment. The Metro Bike Share team, the
Bike Share Vendors and Salesforce Integrators have been working together to integrate payment
options so that connections for payment from a TAP account will be available by next summer, 2018
(See ATTACHMENT A, Timeline for TAP Account-Based Functions). Other programs will also be able
to take advantage of the same connections, once built, with minimal integration challenges. This
would enable other multi-modal integration with Fare Subsidy Programs such as LIFE (formerly Rider
Relief Transportation Program), parking services, electric vehicle car sharing, last mile services and
many more.

TAP Mobile App
While the architecture must be finished for the TAP account-based payment system in order for the
TAP App to be released, TAP is nonetheless working in parallel on the regional Mobile App. The App
will feature some innovative functions that have not been seen yet in the transit space. The TAP App
will feature the ability to use a phone’s Near Field Communication (NFC) abilities to act like a ticket
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vending machine to tap and load a card in Phase 1. In Phase 2, the phone will act like a TAP card
itself, and will be able to be recognized the same as the customer’s TAP card at faregates and other
fare equipment. Android devices have this ability turned on now, and Apple is expected to have these
abilities turned on in the near future. The app is planned to have multiple functions and will offer a
number of customized, customer-friendly options that are not available in off-the-shelf transit apps.
The app’s options include:

• Ability to load a card by tapping your phone in Phase 1
• Ability to use phone as TAP card in Phase 2
• Flash pass and bar code abilities for events such as pro sports games, entertainment,

concerts and more
• Integration with any account-based programs such as Bikeshare, Fare Subsidy Programs,

electric vehicle car-share, last mile options, Expresslanes and more
• Next-bus and Next-rail arrival information
• Trip-planner
• Rewards
• Discounts
• TAP vendor locator
• Notifications and alerts
• Shared revenue model for advertising
• Options for cash payment

Plans to Expand TAP Ability for Payment Beyond Transit
Board Chair Garcetti requested a report on TAP’s possibilities to act like the Octopus card from Hong
Kong’s transit system. The Octopus card also works in retail chains and restaurants. Hong Kong is
very nimble and has a government that can mandate retail integration. The US retail system is
currently not compatible with the Octopus concept, however, we are building our system so that
future open payment may be easily adapted. TAP is working alongside New York, San Francisco,
Chicago and other major transit agencies in a joint effort to lobby the major credit card companies
and banks to be more flexible with payment for transit. This would include chip-based cards that will
enable fast transit payment and entry onto buses and trains.

FINANCIAL IMPACT
There is no additional financial impact of the items in this report, since they have been previously
budgeted in the FY2017 and FY2018 budgets.

ALTERNATIVES CONSIDERED
Alternatives considered could be to stop any or all of the progress on the above items but this is not
recommended, as customer experience will be negatively affected.

NEXT STEPS
TAP will finish building the hybrid account-based system with Salesforce over the next year. This
system will interface with numerous programs, and provide unified customer service and one simple
account to pay for multiple programs. The new, flexible system will provide discounts across
programs, offer customizable rewards, incentivize behaviors, offer event partnering capabilities and
feature multiple modern account loading choices. The system also enables the unbanked to
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participate in programs in which they were unable to participate in the past. Additional TAP initiatives
that are ongoing are Transfer on 2nd boarding, retail TAP gift cards, addition of Stored Value
purchase on bus, token transition to TAP, TAP wearables, Regional TVMs, TVM screen upgrades and
other equipment upgrades. TAP will continue to actively work along with other major cities on
nationwide efforts toward open payment, banking and credit card regulations that are favorable for
transit customers.

ATTACHMENTS

Attachment A - Timeline for TAP Account-Based Functions
Attachment B - TAP Regional Mobility Account (Presentation)

Prepared by: Robin O’Hara, Deputy Executive Officer, (213) 922-2411
David Sutton, Executive Officer, (213) 922-5633

Reviewed by: Nalini Ahuja, Chief Financial Officer, (213) 922-3088
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Timeline for TAP account-based functions 



Regional TAP Integration 

Ad Hoc Customer Experience Committee 

Robin O’Hara 

Deputy Executive Officer, TAP 

November 16, 2017 



• Building a hybrid account based system with Salesforce 
• Interfaces with numerous programs 
• Unified Customer Service  
• Allows unbanked to participate in programs 
• Provides discounts across programs  
• Offers customizable rewards 
• Incentivizes behaviors 
• Event “flash pass” capabilities  
• Account loading choices  

 
    Additional TAP initiatives 

 
• Transfer on 2nd boarding 
• Retail gifts cards 
• Stored Value on bus 
• Token transition to TAP 
• Wearables 
• Regional TVMs 
• TVM screen upgrades 
• Fare media equipment upgrades 

What’s next for TAP 

Fare Subsidy ^ 
Programs 

<Parking 

^Bike Share 

< Ride-Hailing 
    Services 

Gift Card >  
Programs 

^Mobility Hubs 

^EV Car-sharing 

TAPforce 



• Ability to load a card by tapping your phone in Phase 1 
• Ability to use phone as TAP card in Phase 2 

• Includes flash pass and bar code for events such as NFL games 
• Integrates with all account-based programs such as Bikeshare, 

Fare Subsidy Programs, EV Car-Share, Via, Expresslanes,  
• Fare subsidy programs (LIFE) no longer has to use paper 

coupons 

• Next-bus and Next-rail capabilities 
• Trip-planner  
• Rewards 

• Discounts 
• TAP vendor locator 
• Notifications and alerts 

• Geo-location 
• Shared revenue model for advertising 

 

 
 

Mobile App, Bikeshare, Fare Subsidy and 
Retail Fare Sales Software 



Gives access to the unbanked 

• Access to programs previously out of reach 

• Options to load cash (Drug Stores and TVMs) 

• Mobile access to all programs 

• 70% have smart phones instead of computers 

4 

* 



Offer rewards: Let patron choose 



Modern Account Loading Possibilities: 
Gets Cash Out of the System 

ONE REGIONAL 
ACCOUNT 



Can TAP expand to pay for things beyond 
transit like Octopus card? 

• Octopus: Hong Kong’s transit card 
that also works in retail chains and 
restaurants 
• Hong Kong is nimble with a 

government that can mandate retail 
integration 

• US retail cards currently not 
compatible with Octopus concept 
 

• We are building our account based 
system so that future open payment 
may be easily adapted, similar to 
Octopus 
 
 
 
 



Cross Program Account Relationships 



Timeline for account-based functions 



Metro

Board Report

Los Angeles County
Metropolitan Transportation

Authority
One Gateway Plaza

3rd Floor Board Room
Los Angeles, CA

File #: 2017-0606, File Type: Informational Report Agenda Number: 31.

SYSTEM SAFETY, SECURITY AND OPERATIONS COMMITTEE
AD HOC CUSTOMER EXPERIENCE COMMITTEE

NOVEMBER 16, 2017

SUBJECT: OFFICE OF THE INSPECTOR GENERAL REPORT
ON REVIEW OF METRO RAIL SERVICE DISRUPTIONS

ACTION: RECEIVE AND FILE

RECOMMENDATION

RECEIVE AND FILE Report on Review of Metro Rail Service Disruptions.

ISSUE

The Metro Office of the Inspector General conducted a customer impact focused study on rail service
disruptions to consider whether state of good repair priorities should be adjusted to improve the
customer experience.  Historically, Metro has based capital investments on the priorities of the
agency, expertise of asset managers, and age of transit assets and infrastructure.  Recently, the
agency has begun conducting asset condition surveys, which will allow better capital investment
priorities.  We understand that these efforts may take several years.  Therefore, we conducted this
study with the assistance of a rail expert, The Wathen Group (TWG), a small woman owned business
enterprise, to first identify and evaluate the top incidents causing delay for each rail line, and then
determine if the issues causing delays are being addressed and appropriate state of good repair
(SGR) investments are being made to reduce their reoccurrence.  This customer impact based study
is complementary to the agency’s on-going asset condition surveys as it re-prioritizes its capital
repair and replacement plans.

DISCUSSION

A primary goal of Metro and its Board is to improve the customer experience.  For the Operations
Department, this includes developing and improving in-service on-time performance, and
implementing efficient and effective transit service.  The Operations and Risk Management
Departments support this agency goal by implementing an industry leading SGR program that will
improve reliability, prioritize the performance of scheduled and preventive maintenance of assets,
meet SGR goals, reduce breakdowns, and better meet the daily transit needs of customers.

In 2016, the Operations Department reported 2,585 service disruptions on all rail lines.  These delay
incidents were categorized into 15 major incident types. This review focused on delay incidents within
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Metro’s control and related to asset maintenance, and therefore excluded 441 delay incidents
categorized as Police/Health.  Of the remaining 2,144 incidents that were part of this analysis, the
major categories of incidents were rail vehicles, rail operations, traction power, yard control, and
signals.  In 2016, rail vehicle incidents (e.g. speed sensor, mechanical, propulsion, door) and rail
operations incidents (e.g. operator absence or errors, service capacity, no equipment, single track
delay) were the two most frequent types of service delay incidents across all rail lines, accounting for
nearly 82% of the delay incidents.  The third leading category of incident delays was different for
each line.

· For the Metro Blue Line (MBL), traction power was the third top cause of delays.

· For the Metro Expo Line and Metro Gold Line (MGDL), yard control was the third top cause of
delays.

· For the Metro Green Line (MGL) and Metro Red Line (MRL), signal was the third top cause of
delays.

A. Key Findings

The report has overall findings include:

· Metro does not currently have a good system or complete information to identify root cause for
service delays. The root cause for many delay incidents was not identified in Metro’s records.

· Metro lacks asset condition surveys for each asset class. These surveys are essential for
identifying and rating the condition of each asset and its component parts as a guidepost to
State of Good Repair investment decisions.

· In the absence of consistent root cause information and support from complementary asset
condition surveys, the ability to ensure that capital and maintenance programs are adequately
and timely addressing critical needs is significantly limited.  Once a system is established, it
should be maintained.

· For various reasons prior management did not conduct midlife overhauls on the P865/2020
cars (40% of the light rail vehicle (LRV) fleet) and the Base Buy subway cars (29% of subway
fleet), which are now the oldest cars in their respective fleets.  With these cars remaining in
service longer than anticipated, they are experiencing more component failures and are kept
in service by as needed maintenance.  Current Metro management has already begun the
overhaul process and is in various stages of completeness depending on the model of the car.

· Operator non-availability, lateness for schedule pullouts, insufficient Rail Operator Extraboard
staffing levels were key contributors to Rail Operations service related delays. However, this is
not a SGR issue so we did not focus our study on this matter.

· The top three incidents due to Yard Control were late pull out (46%), no equipment (21%), and
operator related (18%), such as not enough operators.

· Traction power failures on the MBL resulted in 357 cancelled trips and 107 late trips.

The review also found that Metro is in the midst of implementing important improvements to its SGR
program.  In this regard, Metro is:

· Implementing asset condition surveys across all assets, which will allow better investment
priorities to be set to address safety and reliability needs.

· Redesigning the M3 maintenance system, which promises to combine diverse incident
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databases and provide a platform for tracking root cause of incidents.

B. Mitigating Delay Incidents Through State of Good Repair Investment

The $4.8 billion dedicated to state of good repair over ten years as described in the Short Range
Transportation Plan demonstrates Metro’s focus on SGR.  However, this amount comes to $480
million per year, which needs to cover many assets.  In addition to addressing rolling stock for bus
and rail, it also must address the needs of an aging infrastructure such as the Blue Line power
traction substations.  These competing needs are clearly reflected in the FY2018 Adopted Budget.
The FY2018 Adopted Capital Program of $2.09 billion includes $1.7 billion for expansions and $394
million for Operating Capital, which covers safety and security projects, bus and rail state of good
repair, capital infrastructure and other related investment categories. The total budgeted specifically
for Rail State of Good Repair is $224 million. Of this total, $145 million (65%) is for vehicle
investments that address the types of issues identified in TWG’s analysis of vehicle related service
disruption incidents.

Going forward, Metro will need to reevaluate whether its investment strategy is sufficient once the
asset condition inventories are completed and priorities for investments to achieve a state of good
repair are set.  While expansion of the system is critical, it cannot take place at the expense of
maintaining the existing system.  Specific impact analysis including root causes for service
disruptions should be utilized to further refine and prioritize funding allocation.

C. Recommendations:

The report makes 57 recommendations which Metro can take to better identify track, and reduce
incidents that result in service disruptions.  They are listed in Appendix B of the report.

NEXT STEPS

Metro management should:
· Finish assigning an individual responsible for championing the Agency Operations and SGR

review and analysis of the findings and recommendations in the report and taking appropriate
actions;

· Further complete the Schedule for Tracking Metro’s Proposed Actions in response to the
recommendations provided in Appendix B of the report as determinations are made on
implementing the recommendations; and

· Periodically report to the Metro Board on the status of actions taken to implement the
recommendations.

ATTACHMENTS

Attachment A - Report on Review of Metro Rail Service Disruption
Attachment B - Management Response

Prepared by:  Andrew Lin, Audit Manager, (213) 244-7329
 Yvonne Zheng, Senior Manager, Audit, (213) 244-7301
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Reviewed by: Karen Gorman, Inspector General, (213) 922-2975
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Rec. # Recommendation Description

Related Finding 

# Delay Category Line

Assigned Staff in 

Charge

Action / 

Agree or 

Disagree

Proposed 

Action

Est. Date 

Completion

1

Instruct operators to report all alert

indications shown on the console.

This is especially important given

the amount of information that is

available on the console of the new

trains. In addition, operators

should assess whether

passenger behavior caused an

indication as opposed to a

problem with the equipment.

A1, A2, A3, A4 Root Cause System-wide Operations

2

Establish a dedicated, 24/7 “supertech”

maintenance team full time in

the ROC to provide expert support

to the ROC for equipment, systems

and infrastructure faults.

A5 Root Cause System-wide B. Spadafora - SEO RFS

To be 

submitted in 

RFS' FY-19 

Budget 

Submittal.

2 months after 

FY-19 Budget 

Approval

3

Ensure the Rail Vehicle Department

records root cause for rail vehicle

delay incidents, which are the

highest number of incidents across

all five rail lines. Instruct the ROC to

record “Rail Vehicle Event” for

subsequent update by the Rail

Vehicle Department.

A6, A7, A8 Root Cause System-wide

B. Spadafora - SEO 

& A. Huntley - 

Manager Training  

OPS/RFS 

Action
Re-instruction 6-months

4

Maximize the redesign of the M3

software program logging module.

All departments should work with

the design expert to create a dropdown

listing that would capture the

most meaningful root cause

categories for their area of

responsibility. Ideally, the ITS

department should also bring all

fault reports into one environment,

so that internal department reports

of failures can be tracked along with

those recorded through the ROC.

This redesign of the M3 module

should allow for automated tracking

of delays and their root causes,

reporting delay trends, identifying

mitigations and tracking their impact.

A9 Root Cause System-wide ITS

5
Include Train Operator Display

(TOD) information, such as time of

the incident, in the reporting of

incidents.

A4 Root Cause System-wide Operations

6

Review approach to Police/Health

delay incidents (while not part of

this analysis, these delay incidents

warrant review based on their

frequency and duration).

B1 Police/Health System-wide
Opa/ tions 

Security

7

Partner with law enforcement

agencies to review process used for

police/health incidents.

B1 Police/Health System-wide Security

Actions to Implement LA Metro Service Disruption Review – Report

Appendix B: Schedule of Recommendations and Metro's Proposed

Service Disruption Review Report_Appendix B - RFS responses.xlsx 1 of 7



Rec. # Recommendation Description

Related Finding 

# Delay Category Line

Assigned Staff in 

Charge

Action / 

Agree or 

Disagree

Proposed 

Action

Est. Date 

Completion

8

Identify root cause for the top three

categories of delay for each line to

allow Metro to develop mitigations

that have the potential to

significantly reduce total delay

incidents.

B2-B10
Top 3 causes by 

line overall
System-wide RVE

9

Set priorities based on Metro’s

asset assessment as soon as it is

completed to reduce delay

incidents.

B2-B10
Top 3 causes by 

line overall
System-wide

B. Spadafora - SEO 

M. Ornelas -Sr.Dir
RFS

Plan already 

implemented in 

M3

To start in  

January 2018

10

Given the large number of incidents

where no root cause was

identifiable, establish a procedure

to instruct vehicle maintenance

personnel on providing consistent

and complete detailed information

related to vehicle failures in the WO

reports. While awaiting a new log-in

system with a consistent and nested

drop down of primary causes of

vehicle failure on incident reports,

redesign work order forms along

these lines, with a consistent

section and checklist for identifying

root cause.

C2 Rail Vehicle System-wide

B. Spadafora - SEO 

M. Ornelas - Sr. Dir 

N. Madanat - Sr. 

Dir. 

RFS/RVE

To develop 

sustainable 

follow-up and 

tracking 

measures in M3

6 months

11
Identify the funding and timeline for

the new M3 system and move the

project forward expeditiously.

C1-C5 Rail Vehicle System-wide ITS

12

Establish a procedure for collecting

the root cause of every vehicle

failure even if it does not result in a

service delay so that robust trends

can be generated, tracked and

mitigated.

C1 Rail Vehicle System-wide RVE

13

Conduct periodic condition surveys

on vehicles and components in

advance of and complementary to

the asset inventory that will be

undertaken soon and refreshed

every three years.

C1-C5 Rail Vehicle System-wide

ALL RFS nDivision 

Directors and 

Managers

RFS

Already in M3 - 

Part of the State 

of Good Repair 

Inspections

On-going

14

Establish a process and a criterion

for replacement of existing vehicles

and vehicle components that

include useful life, failure rate,

obsolescence, service needs, and

available funding. While the Metro

asset inventory will provide an

important resource to this end

when it is finished, this system of

prioritization should be formalized

and implemented in current vehicle

procedures.

C1-C5 Rail Vehicle System-wide R. Lorzano - Sr. Dir RFS

Already in-

process, 

decommissiong 

plan establish 

and is in full 

swing

Completed

15

Continue funding for daily

maintenance and up-keep of the

P865/2020 fleets although no major

capital investment is recommended

at this time.

C15-C18 Light Rail Vehicle MBL, Expo Line R. Lorzano - Sr. Dir RFS

Just for the 

P2020 cars.  The 

P865 are being 

decommission

Aug-18
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Rec. # Recommendation Description

Related Finding 

# Delay Category Line

Assigned Staff in 

Charge

Action / 

Agree or 

Disagree

Proposed 

Action

Est. Date 

Completion

16
Identify the P865 cars in the worst

condition for decommissioning and

use them as spare part suppliers to

support more reliable cars.

C12-C14 Light Rail Vehicle MBL, Expo Line R. Lorzano - Sr. Dir RFS
Criteria already 

established
Completed

17
Keep enough P865 cars as floats to

improve the availability of P2000

vehicles, which have a higher

incident rate, for refurbishment.

C5 Light Rail Vehicle MBL, Expo Line B. Spadafora - SEO Disagree

The P865 cars 

can no longer 

be support and 

have to be 

replaced with 

the new P3010 

Completed

18

Review the decommissioning

process of the P865 fleet given the

lower incident rate for the P865

fleet. P865 cars with low to no

incidents should be kept in service

during the P2000 overhaul to

expedite the overhaul, replacing

some P2000 services with P865 cars

to increase the vehicle availability

during the overhaul.

C5, C14 Light Rail Vehicle MBL, Expo Line R. Lorzano - Sr. Dir RFS

P3010 cars will 

be used to 

supplement 

P2000 OH cars 

See Rec#17 

above                                                                      

Completed

19
Maintain the remaining P865 cars

only out of the MBL maintenance

shop, which has the best expertise,

logistics and parts inventory to

maintain the P865 fleet.

C6, C17 Light Rail Vehicle MBL, Expo Line B. Spadafora - SEO Disagree

The P865 cars 

can no longer 

be support and 

have to be 

replaced with 

the new P3010 

cars

Completed

20

Continue with the P865 component

upgrades to keep a reduced fleet

with increased reliability in service

until replaced by the P3010. Areas

of upgrades still useful are

contactors, relay panel and ECU

power supply.

C7-C11, C15, C16, 

C18
Light Rail Vehicle MBL, Expo Line B. Spadafora - SEO Disagree

The P865 cars 

can no longer 

be support and 

have to be 

replaced with 

the new P3010 

cars

Completed

21

Evaluate overhaul needs of select

main components. Depending on

how long Metro intends to keep

cars of the P865/2020 fleet, some of

the main components, such as gears

and traction motors, of selected

well-performing cars might have to

be overhauled.

C7-C11, C15, C16, 

C18
Light Rail Vehicle MBL, Expo Line B. Spadafora - SEO RFS

RFS has already 

established the 

usefull life of 

P865 = 

decommission; 

P2020  

component 

overhaul 

continue 5 

years

On-going

22

Continue the refurbishment

program to reduce fuse failures,

such as upgrades to the chopper

control unity, contactor and relay

replacements, in place as needed

for some of the P865 cars.

C16, C18 Light Rail Vehicle MBL, Expo Line B. Spadafora - SEO Disagree

The P865 cars 

can no longer 

be support and 

have to be 

replaced with 

the new P3010 

cars

Completed

23

Plan the midlife overhaul to first

upgrade the worst vehicles, such as

cars #220, 205, 208. 212, 229, 242 &

247.

C23-C28 Light Rail Vehicle
MGL, MBL, Expo 

Line
R. Lorzano - Sr. Dir RFS Already done. Completed
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Rec. # Recommendation Description

Related Finding 

# Delay Category Line

Assigned Staff in 

Charge

Action / 

Agree or 

Disagree

Proposed 

Action

Est. Date 

Completion

24

Analyze the float vehicle needs for

the P2000 vehicle midlife overhaul

and ensure that the overhaul

contractor has enough cars to

expedite the overhaul. On the MBL,

P865 vehicles being

decommissioned could be reduced

temporarily to provide enough

vehicles to the overhaul contractor.

C5, C14, C28 Light Rail Vehicle
MGL, MBL, Expo 

Line
R. Lorzano - Sr. Dir RFS Already done. Completed

25

Consider converting some P2000

cars running on the MBL/Expo lines

back to the MGL operation if the

ATO/ATP packages removed earlier

are still available. The critical float

will be the P2000 MGL cars with

their line specific ATO/ATP

equipment.

C5, C14, C28 Light Rail Vehicle
MGL, MBL, Expo 

Line
RVA

26
Improve the diagnostic capabilities

of the propulsion system.
C19 Light Rail Vehicle

MGL, MBL, Expo 

Line
RVA

27

Use information from TODs on the

P2550 vehicles for improved

incident reporting. The P2550 cars

are the first Metro vehicles that

have a sophisticated TOD and

diagnostics.

C35 Light Rail Vehicle MGDL Operations

28

Modify the incident reports for

P2550 vehicles to include the

information provided by the TOD at

the time of the incident, in addition

to the Operator reports.

C35-C36 Light Rail Vehicle MGDL Operations

29
Accurately report the time of the

incidents as shown on the TOD, not

by the system time at the ROC.

C35-C36 Light Rail Vehicle MGDL Operations

30

Use the time of the incident

displayed on the TOD in evaluating

the delay incident to improve

accuracy and turnaround time of

the affected vehicle.

C35-C36 Light Rail Vehicle MGDL Operations

31
Keep the Base Buy subway cars

running by planning enough funding

for Rail Fleet Services to maintain

this fleet.

C46-C47 Subway Vehicle Subway
Division Director 

and Manager
RFS

Will maintain 

until new cars 

arrive - already 

discussed

Completed

32
Ensure that the knowledge of the

chopper controls is not lost before

the new cars arrive.

C38, C46 Subway Vehicle Subway Rail Instruction RFS Already known Completed

33

As the new HR4000 vehicles arrive,

take the Base Buy cars out of service

as early as possible to reduce

maintenance costs. The cars in the

worst condition should be replaced

first.

C42-C45, C47 Subway Vehicle Subway
Division Director 

and Manager
RFS Already known Completed

34
Perform the midlife overhaul on GE

subway vehicles as planned.
C53-C55 Subway Vehicle Subway RVA

35

Assess current mitigation measures

to address operator absenteeism

and late reports, and initiate

management enhancements as

appropriate.

D3, D7, D8 Rail Ops
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Rec. # Recommendation Description

Related Finding 

# Delay Category Line

Assigned Staff in 

Charge

Action / 

Agree or 

Disagree

Proposed 

Action

Est. Date 

Completion

36

Re-assess the level, allocation, and

scheduling of Rail Operations

Extraboard Operators as an

opportunity to mitigate the impact

of all service incident related delays

resulting from service recovery,

operator late or no show, station

terminal and yard operator related

delays, “gap trains” staffing (extra

trains added to the schedule to

supplement service capacity as

needed), etc.

D7, D8 Rail Ops

37

Reinforce desired practices to

mitigate future “Operator Error”

service impact events including

additional focus on operator vehicle

troubleshooting tactics. Given that

vehicle defects represent the most

significant factor impacting Metro

Rail service delays, assess operator

awareness of common vehicle

troubleshooting methods to

expedite the safe movement of the

vehicle and reduce service delays

resulting from vehicle defects.

D9 Rail Ops

38

Consider the development of an

Operations pocket size vehicle

defect troubleshooting guide that

reinforces what operators are

trained to perform and summarizes

the desired tactics to follow when

confronted with vehicle related

defects. Common vehicle

troubleshooting methods and other

lessons learned from operator

errors that resulted in service delays

should continue to be reinforced in

current operator training programs.

D9 Rail Ops

39

Continue to hone service recovery

contingency plans, which are key to

minimizing the impact of all Rail

Operations incidents.

D7, D8 Rail Ops

40

Assess the designation of Rail

Operations incidents and allocate

accordingly to reflect only those

accountable to that Division.

D10, D11 Rail Ops

41

Continue to assess service

contingency plans and related staff

training to implement the service

restoration contingency provisions.

Document current effective service

restoration practices and reinforce

staff awareness through training.

D12 Rail Ops

42
Assess running time schedule needs

by Line to confirm the adequacy of

layover time at station terminals.

D13 Rail Ops
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Rec. # Recommendation Description

Related Finding 

# Delay Category Line

Assigned Staff in 

Charge

Action / 

Agree or 

Disagree

Proposed 

Action

Est. Date 

Completion

43

Utilize the recommendations

(numbers 1-4 and 7) relative to

determining root cause for vehicle

caused operations delays to better

instruct operators in

troubleshooting and to identify the

cause of the vehicle related

incident. Allocate cause accordingly.

D14, D15 Rail Ops

44

Utilize the recommendations

(numbers 1-4 and 7) relative to

determining root cause to better

identify the cause of the incident.

Allocate accordingly so that

incidents not caused by the

operator are appropriately

characterized and mitigated.

D16 Rail Ops

45 Limit the designation of Yard

Control incidents to those actually

attributed to yard issues.

E1, E2 Yard Control Yards

46

Review Yard vehicle availability

constraints and evaluate options

designed to further support the

consistent achievement of 100%

equipment schedule availability.

E1 Yard Control Yards

47

Establish a procedure to instruct

signal maintenance personnel on

providing consistent and complete

detailed information on the cause of

signal failures and the repair action

taken in the WO reports. While

awaiting a new log-in system with a

consistent and nested drop down of

primary causes of signal failures on

incident reports, redesign work

order forms along these lines, with

a consistent section and checklist

for identifying root cause.

F1, F2, F3, F15 Signals MGL, MRL

48
Identify the funding and timeline for

the new M3 system and move the

project forward expeditiously.

F4 Signals MGL, MRL

49

Perform more investigations and

analysis to determine the root

causes for high frequency signal

failures even if they do not result in

service delays.

F15, F16 Signals MGL, MRL

50

Establish a procedure for operating

personnel to reflect the impact of

any signal failure on normal

operation even if it does not result

in a service delay.

F1-F3, F5, F6, F13 Signals MGL, MRL

51

Conduct periodic condition surveys

on signal installations in advance of,

and complementary to, the asset

inventory that will be undertaken

soon and refreshed every three

years.

F4, F16 Signals MGL, MRL
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Rec. # Recommendation Description

Related Finding 

# Delay Category Line

Assigned Staff in 

Charge

Action / 

Agree or 

Disagree

Proposed 

Action

Est. Date 

Completion

52

Establish a process and a criterion

for replacement of existing signal

installations that includes useful life

of installation, failure rate,

obsolescence, service needs, and

available funding. While the Metro

asset inventory will provide an

important resource to this end

when it is finished, this system of

prioritization should be formalized

and implemented in current signal

procedures.

F17, F18 Signals MGL, MRL

53

Perform more investigations and

analysis to determine the root

causes for traction power failures,

including a review of the catenary

design, installation standards, and

operating condition of TPSS

equipment.

G7 Traction Power MBL

54

Establish a procedure to instruct

traction power maintenance

personnel on providing complete

detailed information related to

traction power failures in the WO

reports. While awaiting a new log-in

system with a consistent and nested

drop down of primary causes of

traction power failures on incident

reports, redesign work order forms

along these lines, with a consistent

section and checklist for identifying

root cause.

G7 Traction Power MBL

55
Investigate the high level of failures

that occurred at San Pedro Traction

Power Substation.

G5 Traction Power MBL

56

Conduct periodic condition surveys

on traction power equipment in

advance of, and complementary to,

the asset inventory that will be

undertaken soon and refreshed

every three years.

G8 Traction Power MBL

57

Establish a process and a criterion

for replacement of existing traction

power equipment that includes

useful life of installation, failure

rate, obsolescence, service needs,

and available funding. While the

Metro asset inventory will provide

an important resource when it is

finished, this system of prioritization

should be formalized and

implemented in current signal

procedures.

G7-G9 Traction Power MBL
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Briefing	on	the	Metro	Rail	Service	Disruption	Review
November	16,	2017

Agenda	Item	31



Our	Time	Together	Today

● Welcome	and	Team	Introduction
● Project	Scope
● Rail	Delay	Incidents	in	2016
● Key	Takeaways
● Recommendations	and	Next	Steps

“We’re	waging	a	transportation	revolution.	We	
have	the	opportunity	to	be	bold	and	tackle	not	
only	the	infrastructure	challenges	of	today,	but	

the	challenges	of	tomorrow.”	

Phil	Washington,	LA	Metro	
CEO	

2



Project	Scope

• Identify	and	evaluate	the	top	three	incident	delay	categories	for	each	rail	line.

• Determine	if	the	issues	causing	delays	are	being	addressed	and	appropriate	state	of	good	repair	(SGR)	

investments	are	being	made	to	reduce	their	reoccurrence.	

3

James	Brown
Safety,	Operations,	and	
Emergency	Preparation

Deborah	Wathen	Finn
Project	Executive
The	Wathen	Group

Dr.	Nabil	Ghaly
Technology,	Security,	and	

Systems	Power

Jeraldine	Herrera
Data	Analysis	and	

Statistician

Linda	Kleinbaum
Project	Manager
The	Wathen	Group

Werner	Uttinger
LTK	Engineering	Services	

Technical	Lead

Our	Team

Scope



Rail	Delay	Incidents	in	2016
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Incident	Type Expo MBL MGDL MGL
Subtotal
Light	Rail	 MR&PL

Subtotal	
Subway

Grand	
Total

Rail	Vehicles 237 456 323 272 1,288 134 134 1,422

Rail	Operations 76 97 74 57 304 26 26 330

Traction	Power 19 30 19 15 83 9 9 92

Yard	Control 25 17 25 13 80 1 1 81

Signals 13 18 14 17 62 10 10 72

Rail	Accident 13 33 18 4 68 4 4 72

Extra	Service/Missed	Car	Cut 25 25 0 25

Fire/Emergency 9 4 13 4 4 17
Track 2 2 10 14 0 14

TSE	SCADA 1 1 2 4 6 6 10

Communication 1 2 3 0 3

Passenger	Conduct 2 1 3 0 3

Fire	Equipment 0 2 2 2

FM	Contract	Svc 1 1 0 1

Grand	Total 386 689 489 384 1,948 196 196 2,144

*Grand	Total	excludes	441	Police	/	Health	incidents	(17%	of	delays)



82%	of	total	delays	were	rail	vehicle	and	rail	operations;	
however,	operations	accounts	for	only	16%.	

66%	of	total	delays	were	rail	vehicle	– when	you	break	that	
down	by	subway	and	light	rail	it	is	still	the	#1	cause.Rail	Vehicle	Delays	on	all	Lines

Rail	Operations	Delays	on	all	Lines

Signal	Delays	on	Metro	Green	
and	Red	Lines

Yard	Control	Delays	on	Metro	Expo	
and	Gold	Lines

Traction	Power	Delays	on	Metro	Blue	Line

Top	3	Causes	for	Each	Line
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Rail	Vehicle	Incidents	by	Line

Top	Causes	of	Delay	Incidents	in	2016



LRV	Fleet
#	of	
Cars

%	of	Total	
LRV Age Overhaul?

P865	/	2020 69 40% 23	- 27	years N

P2000 52 31% 15	years
average

Underway

*P2550 50 29% 10	years** Planned

Subway
#	of	
Cars

%	of	Total	
Subway Age Overhaul?

Base Buy	(BB) 30 29% 24	years N

General	Electric	(GE) 74 71% 18	years Underway

On-going	component	upgrade	programs	to	maintain	fleet	for	P865	cars	until	decommissioned.

*Has	train	operator	display	/	diagnostic	system.

**Most	reliable	LRV	car	in	the	fleet.

***Procurement	underway	or	in	progress	for	P3010	(Replace	P865);	HR4000		(Replace	BB).
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Rail	Vehicle	Fleet	Composition



Average	‘Maximum	Delay’	Minutes	for	Top	3	Incidents	Per	Line

7

Total	Cancelled	and	Late	Trains	by	Top	3	Incident	Types

*High	average	‘maximum	delay’	is	from	10	signal	incidents	on	the	MRL

Impact	to	the	Customer



State	of	Good	Repair	Investments

$4.8	billion	over	ten	years	($480	million	annually).

FY	2018	Capital	Program:	$2.09	billion,	which	includes	$1.7	
billion	for	expansions	and	$394	million	for	Operating	Capital.

$224	million	for	Rail	State	of	Good	Repair.

$145	million	(65%)	for	Rail	Vehicle	investments	that	reflect	
priorities	based	on	TWG	analysis.	

FY	2018	Rail	SGR	budget	includes	about	$80	million	for	all	
remaining	rail	SGR	needs	system-wide.	

Low	number	of	incidents	does	not	allow	for	an	assessment	of	optimum	
investment	decisions;	need	to	include	infrastructure	failures	for	

comprehensive	analysis.

Signal	Related

Lack	of	periodic	condition	surveys	not	possible	to	assess	investment	decisions.

Traction	Power	Related

Rail	Operations	and	Yard	Related	
DelaysNo	infrastructure/capital	investments	for	mitigation.

Mitigating	Delay	Incidents	through	State	of	Good	
Repair	Investment



Capital	Investments

Importance	of	ongoing	midlife	vehicle	overhauls	and	new	car	procurements.

Priority	investment	in	redesign	of	M3	system.

Importance	of	robust	SGR	program	based	upon	ongoing,	systematic	and	comprehensive	asset	condition	surveys.

Emphasis	on	creating	effective	balance	between	SGR	versus	system	expansion.

Operations	and	Maintenance	Measures

Reinforce	root	cause	determination	and	reinstruct	as	appropriate.

Enhance	collection	and	monitoring	of	all	failures	to	identify	preventative	maintenance	and	capital	investments.

Review	allocation,	level	of	Extraboard	for	rail	operators.
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Establish	a	mechanical	desk,	24/7	of	”super	techs”	in	ROC.

Continue	to	hone	service	recovery	planning.

Key	Takeaways



Next	Steps

Q&A

57	Recommendations	to	
Identify,	Track	and	Reduce	Incidents

10



Metro

Board Report

Los Angeles County
Metropolitan Transportation

Authority
One Gateway Plaza

3rd Floor Board Room
Los Angeles, CA

File #: 2017-0755, File Type: Informational Report Agenda Number: 42.

AD HOC CUSTOMER EXPERIENCE COMMITTEE
NOVEMBER 16, 2017

SUBJECT: PROCEDURES TO MITIGATE SERVICE
DISRUPTIONS

ACTION: RECEIVE AND FILE

RECOMMENDATION

RECEIVE AND FILE report on procedures for customer support and mitigating loss of service due to
planned and unplanned service disruptions.

ISSUE

Service disruptions impact the quality of service delivered to our customers and their overall
experience. When Metro encounters delays or disruptions to service, a series of mitigating actions
are put into place employing failure management strategies and informing customers of the incident.
This includes collaboration with a number of departments and leveraging multiple channels of
communication ranging from onboard announcements to social media posts.  Managing through
major service disruptions requires coordination, timing, sound communication and effective advance
planning.

DISCUSSION

Metro Bus Operations encounters service disruptions on a daily basis due to construction detours,
special events, police activity and many other instances.  For planned incidents, the Special Events
Desk within Bus Operations Control (BOC) issues Detour Notices to Bus Divisions for operators
working affected lines.  These Detour Notices are also entered into the onboard Advanced
Transportation Management System (ATMS), when a timely notification is provided.  Customer Care,
Media Relations and the Social Media team are also notified so that they can relay information to
customers.  Furthermore, Vehicle Operations (VO) is notified so field supervisors may post temporary
signage at affected bus stops, informing customers where they can board buses on detour.  The VO
unit also monitors the area to ensure customers are waiting for buses in the correct location during a
detour.

For unplanned events, such as accidents obstructing the road or police activity, bus operators must
notify BOC.  The operator is then instructed to safely detour around the incident area and reports to
BOC on the route which they operated.  While the bus is on detour, the operator will make passenger
stops where it is safe to do so.  The VO unit either confirms that the detour route is the best way to
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proceed for other buses or they update BOC with a different detour route.  VO units will also post
temporary bus stop signage until normal operations has resumed.  BOC informs Customer Care,
Media Relations and the Social Media team of the incident and detour route being used.

While Bus Operations incidents can often be isolated to one location, Rail Operations incidents often
impact the entire line, as trains are limited to operating within the tracks available and can only
maneuver at track crossovers that may be several miles apart. Occasionally, an incident on the Blue
Line may result in cascading delays on the Expo Line, and vice versa.  Because of track
infrastructure constraints, Metro prepares and executes a comprehensive strategy to keep Metro Rail
customers moving, as a rail incident typically impact a greater amount of customers compared to a
bus incident.

Metro prepares for disruptions by planning and conducting quarterly drills based on actual service
disruption scenarios.  These exercises prepare staff for assimilating into their established roles as
situations occur.  However, the dynamic nature of a service disruption means no two incidents are
ever the same.  Day of week, time of day, location, weather conditions and many other variables play
a role in how Metro responds to an incident.  Metro strives to continuously improve based on
experience from each incident that arises.

As customer communication is important to safely and reliably transport customers, Metro has a
comprehensive public address (PA) system to provide travel information.  During rail service
disruptions, the PA system is used to quickly and effectively inform customers of the situation and
alternate services until the incident has cleared.  PA announcements can be made remotely by Rail
Operations Control Center (ROC), locally at selected rail stations, by a field supervisor; and by train
operators onboard their vehicle.  In parallel, Customer Care, Media Relations and the Social Media
team are notified to inform customers through their channels.  PA systems are inspected regularly at
each station and onboard each railcar for volume and clarity to ensure customers can reliably listen
to and understand critical announcements while riding the system.  If field personnel or customers
report faulty PA equipment, Metro dispatches maintenance personnel to troubleshoot and bring the
PA system back to working order.

At the first sign of a rail incident, the Rail Operations Control Center (ROC) coordinates a response
that begins with identifying a staff member to serve as the Incident Commander (IC) for coordinating
support to immediately restore service and provide updates.  The first 5-10 minutes are crucial to
properly assessing the disruptions, effectively notifying stakeholders, the public and anticipating
when service will be restored.  Closed circuit television (CCTV) observers make frequent station
announcements over the public address system and update the Transit Passenger Information
System / Variable Message System (TPIS/VMS) at stations.  Field supervisors are dispatched to
provide passenger support and relay field conditions to ROC staff.  Train operators are also directed
to make frequent, scripted announcements to passengers onboard.  These scripts are installed in
each train operator cab to explain the majority of incidents to customers and ensure consistent
messaging both onboard and from ROC.  Furthermore, the Metro social media team is notified to
update Metro.net, Metro’s Twitter feed and local news media during commute traffic updates.  The
social media team is also able to monitor public discussion of the incident and relay social media
reaction back to Metro Operations, which provides a real-time feedback loop on customer impacts.
Finally, Metro’s Transit Security is dispatched to the scene of the incident to ensure the safety and
security of
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passengers and employees.

Bus Bridges
When a bus bridge is needed as a result of trains unable to proceed through a segment, a number of
actions must take place to fully implement.  Planned bus bridges for maintenance are scheduled and
coordinated in advance to provide ample time for support departments to assemble and for
customers to be notified.

However, unplanned bus bridges as a result of emergencies require many departments to divert their
attention away from normal duties.  During rush hour periods, implementing a bus bridge can
sometimes take over one hour to organize.  This is due to limited resources available as nearly every
bus and operator is already scheduled for their normal assignment, heavy traffic to reach the incident
location, and street closures associated with a major incident preventing buses from quickly reaching
customers.  Other external challenges include serving Metro Rail stations located around narrow, one
-way or dead end streets which restrict bus turning movements and necessitate additional travel time
to safely serve customers.

Bus vehicle capacity is also significantly smaller than train capacity, so customers must often wait for
several buses to clear customers until they are able to board.  As an example, it can take six or more
buses to serve affected customers from only one train.  Furthermore, if an in-service bus is redirected
to a bus bridge assignment, there is a likelihood that bus passengers waiting for the redirected bus
are negatively impacted with a trip cancellation.  Bus operations makes every effort to minimize those
impacts by prioritizing their request to buses that are out of service  or from lines with frequent
service where the next bus is scheduled just a few minutes later.

Support Staff and Communication Efforts
As Metro does not employ dedicated station staff for customers, this places the responsibility on
CCTV observers, train operators, bus operators, and field supervisors to convey these messages to
inform and direct customers.  However, the dynamic nature of incidents result in shifting strategies as
tracks or streets are reopened, police investigations are completed, or when medical emergencies
are cleared. This would be a significant  financial commitment within all other agency priorities.
Effective communication between Metro and first responders are critical to determining the duration
of the service outage and allows customers to plan in advance for alternate travel patterns.  For now,
Metro employs a small team of Blue Shirt staff, originally responsible for supporting the transition to
faregates, for the support of special events and major incidents.  Their ambassadorship has been
well received by customers, especially during major incidents.

Example: Incident at 7th Street/Metro Center

One example of a major disruption which resulted in a positive outcome occurred on July 26, 2017.  A
track fire occurred in the Blue and Expo Line tail track at 7th Street/Metro Center, resulting in the loss
of a critical track segment used to quickly reverse trains at the Downtown LA terminus.

A bus bridge was quickly established between 7thStreet/Metro Center and Pico Station to ferry
passengers to departing trains.  Staff was deployed throughout 7thStreet/Metro Center and along the
path to the bus bridge to direct customers between bus and train.  Field supervisors were on scene to
manage both Bus and Rail Operators and dispatch buses as soon as they were safely boarded.

th
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Once train service was restored to 7th Street/Metro Center, train movement was reconfigured to allow
work crews to continue making repairs while restoring train service into 7th Street/Metro Center.
Historically, all Blue and Expo trains would discharge all customers on Platform 1, proceed into the
tail track area to reverse directions, then board passengers on Platform 2.  With the damaged tail
track out of service, Metro devised a plan to modify terminal operations to board and alight all Expo
Line trains from Platform 1 and all Blue Line trains from Platform 2.  This change in service required a
substantial amount of customer outreach to inform passenger crowds of which platform to board
either the Blue or Expo Line.  Therefore, Metro deployed staff from various departments, including
the Blue Shirts and field supervisors to direct customers to new platform assignments, answer
customer questions and reduce confusion. Station signage within 7th Street/Metro Center was also
updated within days to reflect the new service plan.  Shortly thereafter, automated announcements
onboard each Red Line railcar were updated to notify transferring customers of the platform change.

The results of this modified service plan were well received by the public with the clear delineation of
platforms dedicate to each of the Blue and Expo Lines.  As such, Metro intends to continue this
service plan for the foreseeable future.  Crowds are now evenly distributed between Platform 1 and 2
vs previously when both Blue and Expo Line boardings occurred on Platform 2.  Also confusion is
minimized as to which line a customer is boarding.  Finally this plan requires one less train to
maintain existing service levels on each line, reducing cost of operations.

DETERMINATION OF SAFETY IMPACT

The ability of Operations to effectively support customers through service disruptions reduces
customer confusion and frustration, improving the safety and quality of their experience.

FINANCIAL IMPACT

Receive and filing this report would have no financial impact to the agency.

NEXT STEPS
Metro intends to continuously improve responsiveness to both planned and unplanned service
disruptions.  In the short term, Metro recognizes opportunities to improve customer care during
unplanned emergencies.  Customer feedback generally centers on two themes- lack of
information/staff availability and excessive wait times for bus bridges to arrive.  It is therefore
imperative for Metro to continue placing customers first through preparation, training, communication,
and follow through.

Prepared by: Stephen Tu, Sr. Manager, Transportation Planning, (213) 418-3005
Conan Cheung, Sr. Executive Officer, Service Planning, Scheduling and Analysis (213)
418-3034

Reviewed by: James T. Gallagher, Chief Operations Officer, (213) 418-3108
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CAUSES OF RAIL SERICE DELAYS 

1 

• Rail Vehicles Failures  
 (e.g. doors, brakes, propulsion) 

• Police & Health  
(e.g. customer altercations, sickness) 

• Accidents  
(e.g. traffic) 

• Operations  
(e.g. single tracking, terminal departures, customers) 

• Wayside Failures  
(e.g. track, power, signals, other infrastructure) 



FY17 LRT INCIDENTS AND LOST HOURS 

2 

% of Incidents % of Lost Hours 
Accidents 3% 12% 
Wayside 6% 11% 
Police & Health 17% 29% 
Vehicle Maintenance 59% 40% 
Operations 10% 5% 
Other 5% 2% 
Total 100% 100.0% 
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FY17 HRT INCIDENTS AND LOST HOURS 
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% Incidents % Lost Hours 
Accidents 2% 6% 
Other 8% 2% 
Wayside 7% 18% 

Vehicle Maintenance 43% 44% 

Police & Health 31% 28% 
Operations 9% 3% 

Total 100% 100.0% 0%
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PREVENTING INCIDENTS 

4 

CAUSES OF INCIDENTS 

PRIMARY ISSUE 
Rail vehicle (door fault, 
propulsion failure, etc.) 

PRIMARY ISSUE 
Police / Health 

ACTIONS 
• Improve data reporting 
• State of Good Repair 
• Light Rail Vehicle 

Modernization 

ACTIONS 
• Multi-agency policing 

to improve response 
time and visibility 

• Improve coordination 

Minimizing delays caused by incidents is essential to providing  
safe and reliable transit service for our customers 



MITIGATING INCIDENTS 

5 

When incidents occur that delay service, Metro must place customers first by 
making every effort to get them to their destinations safely with minimal impact. 

INCIDENT OCCURS 

MINIMIZE DURATION 
• Scenario based planning 

exercises to prepare staff 
for incidents 

• Incident Commander to 
coordinate/deploy support 

• Post incident debrief/ 
review for major events 
 

TRANSPORT CUSTOMERS 
• Deploy bus bridge to 

transport customers to 
the next accessible 
station to complete their 
trip 

COMMUNICATIONS 
• Internal coordination 

between various departments 
to immediately address 
incident 

• External communications to 
keep customers updated, 
answer questions, and assist 
in customer support  



HOW WE RESPOND TO BUS INCIDENTS 

6 

 

 

Bus Operations Control (BOC) 
• Coordinates field supervisor and 

operator actions 
• Notifies Customer Care, Media 

Relations, Social Media teams 
Field Supervisors (VO Units) 

• Verify detour routes and stops 
• Post temporary signage 
• Monitor impacted customers 

BUS OPERATIONS 
 

  

INCIDENTS 
Planned Incidents 

• Example: LA Marathon 
• Originated by Special Events Desk 

at BOC who notify Bus Divisions 
 

Unplanned Incidents 
• Example: Traffic Accident 
• Originated by Bus Operator who 

notifies BOC for further instruction 

COMMUNICATIONS 
• Onboard announcements made 

before detour begins 
• Temporary signage posted  

at affected stops 
• Customer Care agents inform and 

provide up-to-date info 
• Metro.net and Social Media  

accounts updated with current 
conditions 

• Media Relations involved for  
    major incidents 



HOW WE RESPOND TO RAIL INCIDENTS 

7 

 

 

Rail Operations Control (ROC) 
• Coordinate with Train Operators 

and RTOS 
• Monitor station cameras 
• Respond to alarm indications 

Field Supervisors (RTOS) 
• Verify service conditions 
• Direct customers to alt services 

and post temporary signage 

RAIL OPERATIONS 
 

  

INCIDENTS 
Planned Incidents 

• Example: Maintenance 
• Temporary Letter Request 
• Notify Rail Divisions 
• Update NexTrip 

Unplanned Incidents 
• Example: Vehicle Issue 
• Notify ROC for instruction 
• Onboard announcements 

BUS OPERATIONS 

• ROC requests bus bridge 
• BOC redirects in-service buses 
• Field supervisors dispatched to 

direct customers and manage 
operation COMMUNICATIONS 

 • Frequent announcements 
onboard and at stations 

• Temporary signage at affected 
stations 

• Customer Care agents inform 
and provide up-to-date info 

• Metro.net and Social Media  
updated with current info. 

• Media Relations involved for  
 major incidents 



EXAMPLE: 7TH STREET/METRO CENTER 
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AFTER 
• Improved station 

flow 
• Reduced confusion 

with line specific 
platform 
assignments 

• Savings of 1 train 
per line from 
operational 
efficiencies 
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To Pico Station 

BEFORE 
• Crowded boarding 

platform during 
rush hour and 
special events 

• Uncertainty of 
boarding correct 
line on shared 
platform 
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Thank you 
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AD-HOC CUSTOMER EXPERIENCE COMMITTEE
NOVEMBER 16, 2017

SUBJECT: METRO OPERATIONS CLEANLINESS UPDATE

ACTION: RECEIVE AND FILE

RECOMMENDATION

RECEIVE AND FILE the update on Metro Operations cleanliness efforts.

ISSUE

This report is in response to the Board of Director’s request for an update on bus and rail fleet
vehicles and facilities cleanliness.

DISCUSSION

Operations strive to provide transit service that is safe, reliable, and clean. Several cleanliness efforts
are in place to ensure that our vehicles, stations, facilities and Metro property meet Metro cleanliness
standards.

Fleet Vehicles Cleaning
Metro buses and rail vehicles are cleaned daily by removing interior dirt and debris, wiping down
dashes and ledges, mopping floors, removing graffiti, cleaning the operators’ area and washing the
exterior of the buses and trains. Bus vehicle detailed cleanings known as “scrubs” are completed
every 6,000 miles. Scrubs include all of the daily cleaning activities plus more thorough
washing/wiping of interior surfaces and ceilings, removing gum deposits in crevices around seats and
cleaning every window. Special cleaning projects and/or campaigns occur regularly to focus on
improving specific interior and exterior conditions including bus wheel cleaning, removing scuffing
and scrapes, and focused cleaning of doors, seats, and railings.

Stations and Facilities Cleaning
Metro heavy rail stations are cleaned at a minimum of three times per day and light rail and Orange
Line stations are cleaned a minimum of twice per day. Cleaning routines include trash removal,
sweeping, dusting and wiping surfaces, mopping, and odor mitigation. Heavy rail stations are auto-
scrubbed a minimum of five times per week and every rail and Orange Line station is pressure
washed at least once per week and as needed. Contracted services are also an important
component of our cleanliness efforts and include:

· Graffiti removal performed daily Monday-Friday and on an as-needed basis
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· Glass & stainless steel anti-graffiti film inspection and replacement are performed on a
monthly cycle

· Landscape maintenance services including weed abatement and trash removal are performed
weekly or twice-per-month depending on the location

· Weekly trash removal and quarterly weed abatement services are performed at Metro stations

· Right-of-Way herbicide application is performed on a quarterly basis to keep weeds down

· Power sweeping is performed three times per week, weekly, and twice per month based on
need from experience and location

· Glass replacement and fencing repairs are performed on an as-needed basis in response to
vandalism and other type of incidents

Cleanliness Goals and Quality Control
Safety, service, reliability and cleanliness are all priority Operations goals. Clean and well-maintained
transit stops, stations, facilities, and vehicles improve the general public’s perception of Metro and
enhance transit as a viable mode of travel that is high quality, comfortable, convenient, and efficient.
Cleanliness and physical environment are important elements that impact how our customers
measure security when riding our system. To ensure that we are measuring, tracking and trending
our efforts around cleanliness, Metro’s Quality Assurance team evaluates nineteen categories for bus
(12 interior related and 7 exterior related) and fourteen categories for rail. Vehicles are inspected and
scored on a 1 to 10 point scale, with 10 being best. In addition, we have a formal Rail Station
Cleanliness Program that inspects all rail stations, Orange Line Stations and Silver Line stations.
Some of their efforts include the following:

· For bus and rail vehicles, cleanliness inspections are performed prior to the morning roll-out
when all buses and rail vehicles inspected have been cleaned and serviced

· Categories of bus cleanliness inspections include dashboards, operator’s area,
transom/ledges, ceiling/vents, seat frames, seat inserts, windows, sacrificial windows, doors,
floor, gum, interior graffiti, window etching, water spotting, exterior cleanliness, exterior graffiti,
wheels, exterior body condition, front/rear bumper condition

· Cleanliness ratings are part of division Key Performance Indicators reported monthly

· All deficiencies are reported to management with recommendations for improvement

· Facilities Maintenance Managers, Supervisors, Leaders and other team members perform
daily and routine system-wide station inspections at our locations to ensure that cleanliness
standards are met, and to identify  potentially new or unforeseen challenges

· Cleanliness inspections are performed on a monthly basis by Quality Assurance staff at eleven
Metro bus divisions, including three Contracted Bus Service divisions, and 5 rail divisions.

· The point scale for all inspections is:  10 to 8 - Satisfactory; 7 to 4 - Conditional; 3 to 1 -
Unsatisfactory

· Metro’s goal is to achieve an 8  or better for all cleanliness inspections

Improvements to our Cleanliness/Maintenance Efforts
Operations is committed to continuous improvement in all that we do. Cleanliness is one of our top
priorities. We are committed to enhancing our cleanliness/maintenance efforts by strategically
allocating adequate resources to the areas and work units that maintain, clean, and assess the
performance and appearance of our entire system. Operations have several programs that review,
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audit, report on and manage the maintenance and cleanliness of our assets and rolling-stock to
ensure that they are in good working order, are safe, are reliable and in a satisfactory State of Good
Repair. Operations is committed to identifying and addressing root cause issues as a proactive
means to improve cleanliness. Operations continuously works toward improving response times to
perform ‘special clean-ups’ which have become more frequent and prevalent. Lastly, Operations will
continue to partner with our Security and Law Enforcement staff to address challenges such as
homelessness and transients who frequently utilize our system and may create safety hazards on our
property and assets for those who use and those who work to keep our system clean and hygienic.

Elevator Cleanliness
Elevators and escalators are cleaned daily as part of our station cleaning. One of our challenges has
been urination/defecation inside our elevators and the odors that persist even after cleaning.
Operations tested various cleansers and odor mitigation products over the last two decades. While
continuously searching for improved products, equipment, and processes for evaluation, our Rail
Facilities Maintenance staff discovered a chemical originally used in landfills. This product was tested
at several problem locations and proved to be superior to anything we utilized prior. The positive
results led to introducing the product system-wide. In addition to the improvements with odor control,
this product also eliminates Hepatitis A, B, and C. We are now using this product daily on our
elevators.

Another improvement to combat odors, in coordination with and support of Metro in-house custodial
cleaning services, all elevator pits are power washed and deodorized twice per year since November
2016 when the latest Vertical Transportation maintenance contract began.  This year, as of March
2017, an elevator floor/platform replacement program started with new coved flooring installations
designed to improve unit appearance, cleanliness and physically mitigate liquid seepage beneath the
floor and into the pits which typically results in bad odors and an acceleration of corrosion which in
turn shortened equipment life. To-date, 19 elevator floors have been upgraded to the coved floors.

DETERMINATION OF SAFETY IMPACT

Metro’s efforts to meet our network cleanliness standards will have a positive impact on our service

reliability, cleanliness efforts, and the overall level of safety our customers experience on our system.

FINANCIAL IMPACT

This item will not have a financial impact on Metro’s existing budget.

NEXT STEPS

In the short term, Metro recognizes opportunities to improve the customer experience.  As Metro
strives to improve cleanliness effort throughout the system, Operations will continue to seek out
innovative approaches and partnerships with technical experts for how to improve cleanliness as we
expand and enhance our network and deliver transportation service that is safe, reliable, clean and
world-class.

Prepared by: Christopher Limon, Sr. Director, Facilities Maintenance, (213)922-6637
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Errol Taylor, Sr. EO, Maintenance & Engineering, (213) 922-3227
Matt Dake, Sr. Director, Equipment Maintenance, (213) 922-5797

Reviewed by: James T. Gallagher, Chief Operations Officer, (213) 418-3108
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Operations Cleanliness Efforts 

1 

• Stations 
• Facilities 
• Fleet 

Cleanliness 
Programs 

 
• Improve transit stops, stations, facilities 

and fleet 
• Improve public perception 
• Continue improving QA programs 
• Enhance transit as a viable mode of transit 

 

Cleanliness 
Goals 

• Test and implement new chemicals 
• Improve odor control and eliminate 

Hepatitis A, B, C 

New Methods       
& Procedures 

Research  



Cleanliness Goals/Improvements 
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• Cleanliness is a top priority 
• Clean, well maintained transit stops, stations, 

facilities, and vehicles improve the general public’s 
perception of Metro 

• Measure of customer security 

Goals 

 
• Strategically allocate adequate resources to the areas 

and work units that maintain, clean and assess the 
performance and appearance of our entire system 

• Partner with Security and Law Enforcement to 
address challenges such has homelessness and 
transients who utilize our system and may create 
safety hazards on our property and assets 

 

Improvements 



 
 
 

Operations Cleanliness Efforts 

2 

 
• Cleaned at a minimum of three times per day (trash removal, sweeping, wiping, 

mopping, disinfecting, odor mitigation) 
• Auto-scrubbed at least five times per week (deep floor scrub during night shift 

hours) 
• Pressure washed at least once per week (deep cleaning with water at 250F and 

3200 psi) 
• Graffiti removal performed daily M-F and as-needed 
• Glass & Stainless steel anti-graffiti film inspection and replacement performed 

monthly 

Heavy Rail Stations 

 
• Cleaned at a minimum of three times per day (trash removal, sweeping, wiping, 

mopping, disinfecting, odor mitigation) 
• Pressure washed at least once per week 
• Graffiti removal performed daily M-F and as-needed 
• Glass & Stainless steel anti-graffiti film inspection and replacement performed 

monthly 
• Landscape maintenance including weed abatement and trash removal 

performed once or twice a week 

Light Rail & Orange Line Stations 



Operations Cleanliness Efforts 
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• Cleanliness Inspections performed prior to 

morning roll-out 
• Cleaned Daily 
• Detailed every 6,000 miles  
• Special Cleaning Projects/Campaigns focused on 

specific interior or exterior conditions 
 

Fleet Vehicles 

 
•  Cleaned Daily 
• New Chemicals to combat odors and eliminate 

Hepatitis A, B, C due to urination/defecation by 
transients 

• All elevators pits are power washed and deodorized 
twice per year 

• New elevator floor/platform replacement program 
began March 2017 
 

Elevators 



Operations Cleanliness Efforts 
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Thank you 


