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BACKGROUND

In January, 1994 Representative Frank Wolf assembled representatives of Fairfax
and Loudoun Counties, the Washington Airports Task Force (WATF), the Metropolitan
Washington Airports Authority (MWAA) and others in his office to discuss opportunities
for express bus service for commuters from the Dulles Airport area to Tysons Corner
and the West Falls Church Metrorail station. This original group met several times
through 1994, and invited NVTC staff to participate beginning on July 26, 1994,
Appendix A contains articles describing the initiation of this planning effort and a list of
agencies participating.

At the July 26, 1994 meeting of the planning group, which has been convened
under the auspices of the WATF, NVTC staff was invited to prepare a discussion paper
that would help the group come to grips with the complex issues surrounding the
project and eventually lead to a set of recommendations for consideration by local
elected officials. For purposes of the discussion paper, the group asked that NVTC be
assumed as the grant applicant and the agency seeking competitive service bids.

At this point Representative Wolf has obtained an earmark for $950,000 of federal
Section 3 capital funds from the Federal Transit Administration. A 20 percent local
match is required. Staff of local governments and regicnal agencies are cooperating
to identify park-and-ride sites and explore funding sources while seeking to resolve the
many issues that surround such service.

This discussion paper sets forth a description of those issues, and develops a set
of alternative service schedules and operating and capital budgets. Also, a draft project
implementation schedule is provided showing that it would take approximately a year
before service could begin, depending on whether buses are leased or purchased and
on whether labor-related issues can be resoclved quickly.

SUMMARY OF OPERATING SCENARIOS

As set forth below, four feasible operating scenarios are proposed. The simplest
would operate as a shuttle with six peek flow trips each morning (and six each evening)
from a park-and-ride site near Dulles Airport to the West Falls Church Metrorail station.
This would require three buses used for 9 hours in each direction each day. At a rate
of $45 per hour for operations (the rate now paid by Fairfax County to its new private
operator for Reston/Herndon service), annual operating costs would be about $214,000.
Assuming ridership of 250 one-way trips per day (derived from estimates in NVTC's
1994 Interjurisdictional Bus Study by Abrams-Cherwony & Associates) paying a one-
way fare of $2.00, annual revenues would be $125,000. Consequently the net
operating subsidy would be about $89,000 annually and bus capital lease costs would
add another $92,000 annually, Total annual subsidy requirements would be about
$180,000 under this scenario.

Since the federal grant can only be used for capital purposes (such as bus
purchase or lease or park-and-ride lot expenses), other potential sources of funding
operations are suggested, including state aid and local contributions (in proportion to
ridership). These potential financial obligations are examined below over a five-year
horizon.
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The paper also examines other operating scenarios that would carry service

deeper into the core, with greater ridership, higher costs, and additional issues to be
resolved.

NEXT STEPS

Upon further review of this discussion paper by the staff planning group (the next
meeting is set for October 14, 1994), it is anticipated that a consensus service and
financial plan will be prepared for consideration by local governments. This would
result in a request by those local governments to an agency such as NVTC to file the
grant application and presumably request bids for service. If such a request is made
to NVTC, the commission would, of course, have to authorize its staff to proceed.
Refer to Exhibit 6 for a possible sequence of steps required to implement service is
approximately one year.

MAJOR ISSUES TO BE RESOLVED

A more detailed examination of several key issues associated with the federal
grant process, operations and financing is given below. In this section, a list of the
most important unresolved issues is presented. It can serve as a check-list of issues
for the staff planning group as it continues to analyze alternatives.

Finance:

1.  Local operating subsidies: Loudoun County has no apparent source of
operating funds since it is committed to its own, new privately operated
commuter system, The county may have limited capital funds and perhaps
its services can be combined with the proposed new service with
approximately the same financial obligation to the county. If subsidies are
allocated solely based on jurisdiction of residence of ridership, it is very likely
that Loudoun County would be assigned almost all of the costs, with a very
modest share (if any) for Fairfax County.

2. Other possible funding sources: Excess Dulles Toll Road toll revenues may
be available, at the option of the Commonwealth Transportation Board, but
there are many competing users and VDOT may be reluctant to set a
precedent for funding bus operating costs. If federal CMAQ/RSTP funds are
to be sought to help find system operations to start, an application is needed
immediately to participate in the regional allocation process, and Seal
matching funds may still be needed.

Operations;

3. Service to Tysons: The draft operating scenarios presented below do not

include service to Tysons Corner. To do so, one or more stops would need
to be identified and the financial consequences examined, recognizing that
no firm demand estimates are available.




10.

11.

-

Reverse flow of service: The draft assumes buses are not operated in
revenue service in the county-flow direction during each peak period.
Possibilities for consideration include revenue service for employees of the
U.S. Postal Service at one possible park-and-ride location or for Dulles
Airport employees.

Access to the Pentagon: No bus bays are available at the Pentagon
Metrorail Station, although parking lot locations might be used.

Fares: Operating scenarios described below assumed fares, for example,
of $2 per one-way trip for a shuttle to West Falls Church. This may be too
high to attract the assumed ridership, given a much lower (50-cents) fare on
the nearby five routes operated by the Fairfax Connector from
Reston/Herndon to West Falls Church, On the other hand the assumed
fares of $3.00 for documentation service may be too low, since Loudoun
County's existing service now charges $4.00.

Competition with Metrorail: Bus Operating scenarios continuing to Rosslyn,
Crystal City, the Pentagon and downtown District of Columbia may be
perceived as diverting current or potential Metrorail riders.

LoudounMVMATA compact agreement: Certain operating scenarios may be
more or less likely to trigger a request by the WIMATA Board for Loudoun
County to begin confributing to the regional WMATA system.

NVTC allocation formula: Currently Loudoun County does not participate in
NVTC's revenue allocation process, but depending on the specific operating
scenario, such new services may trigger a request from NVTC’'s other
jurisdictions that the county begins to participate.

Grant Issues: 13(c):. As explained in detail below, the federal grant will
require execution of an agreement certifying that labor will be protected.
Jurisdictions must agree upon how this potential financial obligation will be
shared and then organized labor must agree to the specific terms. Both
NVTC and WIMATA have existing 13(c) agreements. NVTC's covers only
VRE operations, and this new service proposed would require new
agreements among NVTC's jurisdictions regarding obligations and with the
unions.

Only capital costs are eligible: Also, a 20 percent local match is required.
If there are only modest cosis of providing the park-and-ride site, perhaps
new buses could be purchased with the grant including spares. This would
give more leverage in managing the private operator, but could extend by
many months the time before service could begin.







