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ABSTRACT

In describing progress during the second year of NVIC's Bus Service
Coordination Plan, and setting directions for the third and succeeding
vears, this report is erganized according to four central themes:

o Problems and solutions pertaining to passenger connections
belween bransit svstems;

s} Froblems and solutions wilh information provided to passengers
and policy makers about the availability and future directions of
public transit services;

o Difficulties and remedies involving the efficiency with which
transil svstems perform; and

0 Existing and future fipancial conflicts and proposals for
resalving them.

In suceeeding sections of the report, current and future palbterns of
use of this regien's diverse transit network are illustrated. Peablems
arising irom these patterns are identified, according to the four themes.

Hubseguently, solutions to the problems are set forth in each of the
Four categories. For example, in the improved connections section, the
Findings of NVTC's program of market research are described, as a means to
identify unserved transit markets. In the inTormation section, NYIC's
campalgn to provide the public wikh accurate cost comparisons between
transportation modes using the Commission’s auto/transit cost model are
deseribed. In the performance section, applications of NVTC’s automated
ridecheck database are given, as a means to help transit planners upgrade
bus routes. Finally, in the finance section, private sector initiatives
being pursued by NVTC are examined as o means to help meet growing
financial needs,

A brief conclusion and a set of appendices conclude the report.
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I. TINTRODUCTION

In early 1984 the Northern Virginia Transportation Commission

initiated its Bus Service Coordination Flan by adopting a set of goals:

o Improve transit information sharing within the region;

o Provide better coordination of bus planning and service; and

o lmprove bus service benefits relative to costs.

Buring the first year of the ongoing coordination planning process,
the Commission concenbrated on gathering data, defining processes, and
producing prototype products, with primary emphasis on restructuring bus
service in the corridor served by Metrorail's Orange Line extension to
Vienna. In September 18985, NVIC released a lengthy report describing and
evaluasting existing resources and reporting on new initiatives for
promoting transit and enhancing coordination. Since that time, the
Commission’'s coordinaiion planning process has continued, and this second

annual report desecribes further progress.

The Commission’s planning process builds on the base of its earlier
efforts; the first and second anoual reports are complementary and should
he read together. Vor example, the first anpual report describes in
detail why the plan was undertaken, and how il is to be accomplished. The

first report also provides delailed explanations of several new planning

tools developed by NVTC. This second annual report concentrates on the
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implementation of the planning process and describes the resulls of

applying theé new tools.
A. HRHOLE OF NORTHERN VIRGINIA TRANSPORTATION COMMISSION

NVTC was created by the Virginia General Assembly in 1964, and
consists of 18 Commissioners representing five Northern Virginia
Jjurisdictions and the Virginia Department of Highways and Transportation.

Figure 1 shows the current membership.

NYVTC provides a public transportation policy forum for the regien,
and is charged with allocating over %35 million in state and Federal aid
each vear among its member jurisdictions. The Commission also appoints
Virginia's two principal and two alternate members of the Board of
Directors of Lthe Washington Melropolitan Area Transit Awthority (WMATA or
METRG). WMATA operates Metrobus and Metrorail service in the District of

Columbia, Maryland, and Northern Virginia.

While NVTC does not operate permanent transit service, it does sponsor
demonstrations, such as private taxis serving Metrorail stations in lieu
of more expensive bus service. The Commission has assumed an acltive role
in coordinating transit services in Northern Virginia, and is working with
loecal pgovernments to maintain stable and reliable funding for these
services. NVTC also seeks to improve transit connections and provide
better information for passengers, while upgrading performance of transit

operators. Marketing transit services is an area of inlense current

interest on the part of the Commission.




The Commission publishes a Handbook each year, which describes its
structure ahd programs in considerable detail. Copies are available free

from NVIC upon request.

B. OVERVIEW OF THE PLAN

NVIC's Bus Service Coordination Plan is not a typical government plan,
in which routes are drawn on a map or specific eguipment needs identified.
Hather, the Commission’s plan is a process which seeks Lo acocomplish
improvements by subtle changes in the way local jurisdictions think about
and solve transportation problems. Thus, the NVIC plan can never be
"complete;" Lhe process must be continuvally enhanced and revised to
accomplish steady progress toward its objectives. The annual reports that
describe the process and the progress are, Lherefore, more on the order of
dynamic proposals rather than staltic blueprints. The reports set forth
strategies across a broad front for coping with congestion and coaxing

more productivity from scarce transportation resources.

The genesis of the Commission’'s planning process was Virginia Senate
Hesolution #20, passed in 1983, that directed NVTC and the Virginia
Department of Highways and Transportation (VDH&T) to conduct a thorough

gstudy of bus transportation in Northern Virginia. The resulting 1983

Service in Northern Virginia) concluded thal while NVIC should not promote
decentralization of bus service outside the regional network operated by
Metro, it should take an active role by developing a bus service

management plan.  That plan should examine feasible options for planning,
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routing, scheduling, establishing fare structures, operating, marketing,
and coordindting a diverse set of public transportation needs in Northern

Virginia.

As stabed above, the Commission agreed Lo undertake such a plan and
adopted the goals of improved information, Letter coordination, and
enhanced efficiency in early 1984. The first annual report om Lthe Bus
Service Coordination Plan was published in September 1985. It provides a
Ffull description of how the planning process has been structured. As
explained in the First report, the Commission developed 1B new products to
help accomplish its coordination mission. Many of these new products were
computerized tools for analyzing and improving transit performance, such
as an automated ridership reporting system. Other tools were designed Lo
improve the quality of service for passengers and elevale general
underslanding of how Northern Virginia®s transit operators provide
interconneched transportation (e.g., marketing plan and aulo/transit cost
model)}. &till other tools were focused on financial analysis (e.g.,

subaidy allocation model).

In the yvear since the first report was published, the Commission has
honed these tools and developed others, and applied them primarily te the
apening of the four new Orange Line Metrorail stations (Vienna, Dunn
Loring, West and Bast Falls Church). The Commission’'s series of planning
sessions and public hearings on bus service adjusbtments in the Orange Line
corridor, combined with active planning of opening ceremonies for the new
bus and rail services, culminated in o highly successful opening in June

986, Ridership has exceeded expectations, and services provided by
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several

concert

local jurisdictions, NVTC, and privale providers are working in

to derve passengers in this corrideor. Figure 2 illustrates the

Orange Line corridor.

C.

SUMMARY OF THE SECOND ANNUAIL REPORT

In describing progress during the second year of NVIC's Bus Service

Coordinatien Plan, and setting directions for the third and succeeding

YEAS,

L)

this report is organized according to four central themes:

Problems and solubions pertaining to passenger connections

between transit systems;

Problems and solutions with information provided to passengers
and policy makers about the availability and future directions of

public tranzit services;

Difficulties and remedies involving the efficiency with which

transit systems perform; and

Existing and future financial cenflicts and proposals for

resolving them.

In the next section of the report, current and future patterns of use

af this

arising

region’s diverse transit network are illustrated. Problems

trom these patterns are identified, according to the four themes

listed above. Thus, lthe adverse effects on passenger connections of
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severe traffic congestion near Metrorail stations are identified, as are
the effecls of a shortapge of clear slation signs on adequate tremsit
information, an absence of up-to-dale ridership counts by bus roukte on
measuring transit performance, and forecasts for signiticant Tuture
rehabilitation costs of the Metro System on the region’s ability to
finance its btransit network.

Subsequenltly, selutions to the problems are set forth in each of the
Four categories. For example, in the improved connections section, the
Pindings of NVIC's program of markel research are described, as a means Lo
identify unserved transit markets. In the information secltion, NVTC's
campaign Lo provide the public with accurate cosl comparisons between
fransportation modes using the Commission’s auto/transit cost model are
described.  In the performance section, applicalions of NVIC’'s automated
ridecheck database are given, as a means to help transit planners upgrade
bus reutes. Finally, in the Finance section, private sector initiatives
being pursued by NVIC are examined as a means to help meet growing

Financial needs.

A brief conclusion and a sel of appendices conclude Lhe report.
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LOCAL THANSIT SERVICES

Number Averafge
of Daily
Employees Passengers

{staff-vears) [(System only)

FY 1987

Annual Operating

Budget

Number
of

Svalems Vehicles
Metrorail 536
Metrobus 1,562
lairfax 33

Conneclor

Alexandria Dash 19

Fairfax City Cue t

Heston RIBS 3

3,400% 411,644

4, 286% 442,246
B 3,350
47 4,599
18 1,400-1,500
EE 220

i
H

%

213,310,000
240,895, 000

2,538, 302

1,176,081
566, 296

174,428

# Non-construction, grant administration, and rail start-up related.

*¥% Provided under private contract




iI. POUBLIC TRANSPORTATION SYSTEMS IN NORTHERN VIRGINIA

Because NVTE’s Rus Service Coordination Plan is primarily concerned
with integrating Lhe services provided by diverse publiec transportation
operators, il is appropriate to begin with a synopsis of the types of
services rendered in the region. The primary service provider is, of
course, WMATA with its massive Metrorail and Metrobus networks, but a host
af obther government entities and private firms provide service on a

amaller scale.

Figure 3 lists Lhe local transit services, and reports the number of

vehicles, employees, daily passengers and annual operating budgets.

Figure 4 provides informaltion on regional commuter bus services, all
of which are privately operated, although Prince William County provides a

subsidy to a private management firm to operate Counlyv-owned buses.

A.  WASHINGTON METROPOLITAN AREA TRANSIT AUTHORITY

WMATA was crealed by interstale compact in 1966. 1t has planned,
developed, and now operates and finances the rapid rail and regional bus
transit system for the Washington metropolitan area. A |Z-member Board of
Directors (six principals and six alternates} controls the Authority.

NVTC appoints the four Northern Virginia members.




Figure 4

COMMUTER BUS OPERATORS IN NORTHEREN VIRGINTA

Scheduled Eatimated

M Peak AM Peak
Connpany Trips Passengers Areas Served
Aries 1 A0 " Prederichsburg, Stafford Co.
Bus Leasing 20 A41 Prince William (I-95 &k I-66
Services corridors)
Colemank 2 40 Mantua
& J 5] 240 Spotsylvania Co., Stafford
Co., Fredericksburg
Greyhound 1 43 Frederichksburg
Lee Coaches 3 120 Fredericksburg, Stafford Co.
Sterling 3 104 Sterling, Slerling Park,
Commuter Bus Sugarland
Traillways 1 35 Mredericksburg, Warrenton,
'airfax City
Virginia Mobor 23 SILY] Spotsylvania Co., Stafford
Coach Ca.
White's 4 146 Spotsylvania Co., Stafford

0. s Fredericksburg

% Since the survey was completed in May 1986, Coleman Coach began
serving Fairfax City in June 19HG.

Source: 00G Survey (May, 1986
NVTC Phone Surveys of Operators
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The Metrorail system opened in 1976. Figure § shows the current
status of the system, now stretching almost 70 miles. An additional seven
miles are planned for Northern Virginia (the extension of the Yellow Line
te Franconia/Springfield}. Metrorail fares wvary with distance and time of

day, and range from 80 cents to $2.40 for a one-way trip.

WMATA took over operation of Northern Virginia’s bus service in 1973,
and now operates 144 routes hauling about 90,000 weekday daily
passengers. [Pigure 6 illustrates the areas served by Metrobus routes,
which have been incressingly oriented toward feeder services to nearby
Metrorail stations, as opposed to lengthy line-haul routes. Appendix A
lists Metrobus routes in Northern Virginia and illustrates major transfer
locations feor each route (e.g. at Metrorail stations). Metrobus fares
also vary with distance and time of day, ranging from 80 cents to $2.50
{for a trip from Virginia zone 3 to U.C.}. A valid Metrorail transfer
provides a d5-cent discount on Metrobus. Flashpasses are also available

providing discounts for multiple rides over a Lwo-week period.

B. LOCAL TRANSIT SERVICES

Four of NVTC's five member jurisdictions have implemented some form of
local Lransit service Lo supplement Metrobus and Metrorail. The fifth,
FFalls Church, has asked for a design study of a minibus feeder service to

two nearby Metrorail stations.
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1. Alexandria

In March 19841 Alexandria began a |7-bus operation (known as DASH) over
four routes using 30-Toob Orion buses. In early 1986, the City acquired
two additional 35-fool Orion buses. The City established the Alexandria
Transit Company, which has a management contraclt with ATE Managemenkt and
service Company, Inc. The management company, in turn, sel up a
subsidiary to hire the drivers and operate the service. Fares are 90
cents one-way for rush-hour trips to or from the Pentagon, and G0 cents
for other one—way trips. After paving the base fare, unlimited rides
within the Cityv are available within a three—hour period using a transter.

DASH also accepts transfers from Metrobuses and the Fairfax Connector.

Alexandria is the site for NVTC’s Subway Shuttle Taxi demonstralion,
which offers reduced-fare taxi service to and from Metrorail stalions

after 8:00 P.M. on weeknights.

2, Fairfax County

The County began service to the Huntington Metrorail stalion in
deptember 1985, using 33 new 35-foot Orion buses. The County's service,
known as the FAIRFAX CONNECTOR, is managed by Nalional Transit Services,
Inc. Fares are identical to those of Metro. The County’'s service
replaced ten Mebrobus routes serving the Huntington area, while five

Metrobus routes were retained.







