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I. INTRODUCTION

The Municipality of Anchorage in conjunction with the Matanuska-Susitna (Mat-Su) Borough contract-
ed with RLS & Associates, Inc. to develop a Regional Transit Authority (RTA) Plan. This Plan examines
the feasibility of establishing an RTA and will serve as a guide for the management and organizational
structure for current and future regional public transportation services in Southcentral Alaska. Four
tasks are included in the RTA Plan. These are:

A review of regional transit management and governance;

An analysis of regional transit service and operations;

An analysis of regional transit costs and funding; and

The creation of a Regional Transit Authority Plan and recommendations.

* & o o

The information, findings, and recommendations of each of the first three tasks are discussed in
technical memoranda and included as Appendix A, B, and C. Appendix D contains recommended
modifications to Senate Bill 152, a requested addition to Task 3. This document is a summary of the
findings and recommendations comprising the Regional Transit Authority Plan. It includes an overview
of existing public transportation services, the recommended organizational structure of a Southcentral
Alaska RTA, a summary of comments made at public meetings and stakeholder interviews, descriptions
of potential RTA-provided transit services, a financial plan and an implementation plan. This document
incorporates suggestions received from staff and agencies after review of a draft version.

There are several public transportation services currently being provided in the Municipality of
Anchorage and Mat-Su Borough. People Mover and AnchorRIDES are services of the Public
Transportation Department of the Municipality of Anchorage. MASCOT is a service of Mat-Su
Community Transit, a private non-profit agency organized solely to provide public transportation
service to Mat-Su Borough residents. Valley Mover, a Mat-Su based private non-profit, and the
municipality’s Share-A-Ride Program provide commuter transportation services between Mat-Su
Borough and Anchorage. A summary of the transportation services provided by these organizations
appears in the following section.

This document is draft and confidential. Information contained within is intended only for use by the
authors, RLS & Associates, Inc. and Anchorage/Matanuska-Susitna Borough. If you are not the intended
recipient, you are hereby notified that any disclosure, copying, or distribution is strictly prohibited

] without permission. Thank you.
L ANCHORAGE/MATANUSKA-SUSITNA BOROUGH REGIONAL TRANSIT AUTHORITY PLAN 1
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II. CURRENT PUBLIC TRANSPORTATION SERVICES

MUNICIPALITY OF ANCHORAGE

The Municipality of Anchorage provides public transportation services through its Public
Transportation Department. Three types of services are provided. The table in Exhibit [I-1 outlines
these services. People Mover is the fixed route service that is operated throughout most of the
municipality. It consists of fourteen (14) routes serving Anchorage, South Anchorage, and Eagle River.
AnchorRIDES is the demand response service that includes Americans with Disabilities Act (ADA)
complementary paratransit, senior transportation, Medicaid waiver transportation, Eagle River
Connect, and other coordinated transportation services. The Municipality of Anchorage contracts with
MV Transportation for this service. The third type of transportation is vanpool and carpool service
provided through the Share-a-Ride program. The Municipality of Anchorage contracts with VPSI which
manages this service.

Exhibit II-1
Anchorage Transit Services

Service Type Hours of Operation
People Mover | Fixed Route 5:30a-11:30p
AnchorRIDES | Demand Response | 5:30a-11:30p
Share-a-Ride Ride Sharing Varies - Can Be Any Hours

MAT-SU BOROUGH

Within Mat-Su Borough, two entities currently provide public transit services: MASCOT and Valley
Mover. Exhibit [I-2 depicts the available transit services. Valley Mover is a private non-profit
organization which is the recipient of Federal Transit Administration funding. It has been in operation
for about three years and initially provided a for-profit fixed route service between the Mat-Su Borough
and Anchorage. It recently became a non-profit organization and a recipient of Federal Transit
Administration Section 5311 funding for this service in 2011.

MASCOT operates public transit services within Mat-Su Borough. The system consists of demand
response services, and a deviated fixed route that operates between Palmer and Wasilla. Services are
provided from 5:00 a.m. to 8:00 p.m. and are available to the general public. In addition, the Chickaloon
Village is providing transportation services between the Chickaloon area and Palmer.

Exhibit II-2
Mat-Su Transit Services

Service Type Hours of Operation
MASCOT Route Deviation, Demand Response | 5:00a-9:00p
Valley Mover Intercity Bus 5:00a-8:30p
Chickaloon Public Transit | Route Deviation 6:40a-6:20p

ANCHORAGE/MATANUSKA-SUSITNA BOROUGH REGIONAL TRANSIT AUTHORITY PLAN 2



The Alaska Railroad Corporation is another provider of passenger service in the region. It operates ser-
vice between Anchorage and Wasilla, Fairbanks, Seward and Girdwood during the summer tourist sea-
son, typically mid-May to mid-September. It operates passenger service to Fairbanks weekends only
through the winter months. This train operates northbound on Saturday and southbound on Sunday.

There are also many human service agencies that provide transportation to specific populations within

the Municipality of Anchorage and the Mat-Su Borough. These services are not open to the general pub-
lic and for that reason were not included in this plan.
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III. RTA ORGANIZATIONAL STRUCTURE

Based on research conducted of RTA-enabling statutes that exist in seven other states, and a review of
seven case studies of RTAs that were formed under a state-enabling statute, four alternative
organizational structures for a Southcentral Alaska RTA were developed. These are more fully
described in Appendix A and include:

Non-Operating Overlay District
Overlay District/New Service Provider
Consolidated Service Provider
Division of AMATS

B wn e

The recommended RTA would be created to provide new transit service(s). The RTA would be multi-
jurisdictional, operating in both Mat-Su Borough and Anchorage. The existing People Mover, MASCOT,
and other organizations and services remain as they are currently. New funding would be needed for
the new structure as well as operating and maintenance of new services. Exhibit III-1 depicts the
organizational structure of the RTA as an overlay district/new service provider as recommended in
task 1 of the study, included as Appendix A.

Exhibit III-1
RTA Organizational Chart

Mat-5u Borough RTAEoard Municipality of

| . Anchorage
Executive Director
|
| | 1
|
2 : Adminstrative Service Provider
Service Provider 1

Assistant 2,3, etc. (optional)

RTA board members would be appointed by the Mat-Su Borough and Anchorage Assemblies, who in
turn would appoint an executive director. The executive director would oversee an administrative

ANCHORAGE/MATANUSKA-SUSITNA BOROUGH REGIONAL TRANSIT AUTHORITY PLAN 4



assistant and manage contracts with one or more transportation service providers. Appendix E
provides examples of RTA enabling legislation and describes the job descriptions of key staff.

FUNCTIONAL RESPONSIBILITIES

An RTA would have the primary responsibility for developing service plans and long-range transit
plans for the region. It would also have grants administration and financial management
responsibilities as it would administer some FTA transit funding for the region. The Municipality of
Anchorage (MOA), Mat-Su Borough, MASCOT, and Valley Mover would have responsibility for the
overall management of their transit services, operational planning, transportation operations and
maintenance, and other management functions.

RTA-sponsored service will be contracted with People Mover, MASCOT, private transportation
providers, or other organizations to operate the new transit service. The RTA will not directly operate
transportation services. This has the advantage of avoiding the cost of new facilities for operations and
maintenance. Despite not directly operating any service, the RTA would act as a means to develop joint
fares or passes that would allow passengers to transfer seamlessly between services and providers.

With the RTA contracting with other entities to provide the new services, the RTA would not have any
responsibilities in the areas of transportation operations, maintenance, scheduling, safety, or training.
It would have oversight and financial management responsibilities since it would administer the
funding used to pay for the new services. The functional responsibilities are outlined in Exhibit I1I-2.

Exhibit I1I-2
RTA Functional Responsibilities

Overlay-Provide New Service
MOA MSB RTA
Management and Control \J v Vi
Regional Service Planning \
Local Service Planning \ \
Regional Operational Planning \J \J v
Local Operational Planning \ \
Grants Administration \ \ \
Financial Management \ \ Vv
Personnel Management \ Vi Vv
Procurement \ \ \
Marketing \' \ \
Scheduling \' \
Transportation Operations v v
Safety and Training \ \
Maintenance Vi Vv
Legal \ \ \

ANCHORAGE/MATANUSKA-SUSITNA BOROUGH REGIONAL TRANSIT AUTHORITY PLAN 5



STAFFING

Staffing levels would initially include an executive director and an administrative assistant. It would
likely be more cost efficient to contract with a local firm for accounting/bookkeeping services than
having an additional person for this function. In time, however, it may be necessary to add an
additional staff member depending on work load.

ADVANTAGES AND DISADVANTAGES

The following advantages and disadvantages for an RTA with the described functions were identified.

Advantages

L4
L4

New funding and new transit services would be provided.

The RTA would assume some grants administration, procurement, marketing and other functions
to supplement efforts of the Municipality of Anchorage Public Transportation Department, Mat-Su
Borough, Valley Mover, and MASCOT staff.

The operation of new services would take advantage of the capabilities and infrastructure of
existing public transit providers.

Enhanced coordination would result with the influence of an RTA serving jurisdictions that People
Mover, MASCOT, and Valley Mover already serve.

Disadvantages

*

Creating an RTA would require actions at both the state and local levels, however, none have been
committed at this time. State enabling legislation will need to be passed by the State Legislature
and actions will need to be taken by local governments to create an RTA.

It may be difficult to obtain new funding to finance any new transit service.

ANCHORAGE/MATANUSKA-SUSITNA BOROUGH REGIONAL TRANSIT AUTHORITY PLAN 6
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IV. PUBLIC OUTREACH

The RLS & Associates, Inc. team participated in conversations with the groups listed in Exhibit [V-1
during the weeks of December 7, 2010, September 12, 2011, and October 24, 2011. Information about
the Regional Transit Authority planning effort provided by the project team consisted of a PowerPoint
presentation, a fact sheet, information boards, and a summary of the PowerPoint presentation. Some
meetings were formal, such as the Joint Municipality of Anchorage and Matanuska Susitna Borough
Assembly meeting. Others were informal conversations.

Exhibit IV-1
Chronology of Public Outreach

Date Group Representing
12/02/10 | AMATS Technical Advisory Municipal Traffic, Public Transportation, Public Works,
Committee Planning, Health Divisions and Port of Anchorage
Alaska Railroad Corporation
Alaska Department of Environmental Conservation
Alaska Department of Transportation (DOT)
12/06/10 | MOA Legal Department Municipality of Anchorage
12/06/10 | Joint MOA/MAT-SU BOROUGH Elected Assembly members from Matanuska Susitna
Assembly Meeting Borough and Municipality of Anchorage
12/07/10 | Community Transportation Coalition | City of Palmer
City of Wasilla
City of Houston (invited)
Mat-Su Borough
Mat-Su Community Transit (MASCOT)
Valley Mover
Alaska Department of Transportation & Public Facilities
Engineering Consultants (various)
Mat-Su Area Legislators
Native Village of Chickaloon (invited)
12/07/10 | Mat-Su Area Legislative Staff Elected officials
12/08/10 | Highway to Highway Team Anchorage project with regional significance, bus rapid
transit alternative being considered
12/08/10 | MASCOT Board of Directors Mat-Su Community Transit Board of Directors
12/08/10 | DOT&PF Statewide Planning Statewide Planning
Special Assistant to DOT Commissioner
12/09/10 | MOA Public Transportation Advisory | Transit Advisory Board
Board
12/16/10 | AMATS Policy Committee Metropolitan Planning Organization Policy Committee
01/12/11 | Alaska Mobility Coalition Statewide transit advocacy group
06/13/11 | MASCOT Board of Directors Mat-Su Community Transit Board of Directors
09/12/11 | DOT & PF Central Region Planning Staff briefing
Staff
09/15/11 | Mat-Su Transportation Fair Information provided to public on transportation projects
09/16/11 | Regional Transportation Groups People Mover, Mat-Su Borough, FTA, DOT & PF, and Valley
Mover staff

ANCHORAGE/MATANUSKA-SUSITNA BOROUGH REGIONAL TRANSIT AUTHORITY PLAN 7




Date Group Representing

10/24/11 | Anchorage Metropolitan Area Provided RTA information to attendees of public meetings

10/25/11 | Transportation Solutions, regarding the 2035 Metropolitan Transportation Plan
Metropolitan Transportation Plan update.

10/26/11 | Alaska Transit Conference Present findings of RTA study to attendees of annual

Alaska Transit Conference.

10/27/11 | Joint MOA/MAT-SU BOROUGH Elected Assembly members from Matanuska Susitna

Assembly Meeting Borough and Municipality of Anchorage

Issues and comments received from the various groups fell into several broad categories noted below.
The comments are summarized by category in the Appendices.

State Enabling Legislation

Anchorage/Mat-Su Regional Transit Authority

Funding

Current Services

Future Services

General Comments

Questions that the RTA study should answer

Inclusion of Commuter Rail and south Anchorage Express services

PN W
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V. RECOMMENDED SERVICE PLAN

The recommended service plan is divided into short and long range service improvements. Short range
service improvements can be implemented as soon as funding becomes available. Long range
recommendations can be provided when demand grows enough to warrant their implementation.

SHORT RANGE

Vanpools

An integral part of the regional public transit system is an extensive vanpool program. This program
was started and is currently administered by the Municipality of Anchorage Public Transportation
Department. However, most of the existing vanpools originate in and benefit the residents of the Mat-
Su Borough. Since most of the employers served by these vanpools are located in Anchorage, both areas
benefit. Because of the regional nature of this program, it should be the responsibility of an RTA.

There are plans to expand the vanpool program from the current number of sixty (60) vanpools to at
least seventy-five (75) by 2025. In the past, Anchorage’s CMAQ funding and Alaska Section 5311 capital
funding assistance from the Mat-Su Borough was used to purchase the vans for the vanpool program. If
this funding source is not available in the future, then the capital cost of the vanpools will need to be
paid by vanpool passengers. Currently, all operating costs are paid by vanpool passengers. This service
would be the first to be undertaken by the RTA.

Palmer/Wasilla - Anchorage Commuter Express

Commuter Express service will be provided initially by the RTA. It includes weekday peak hour trips
designed to serve residents of Mat-Su Borough who are employed in Anchorage. It operates from
Palmer and Wasilla to Anchorage during the morning and afternoon peak periods. In Anchorage, this
route would serve the downtown, Midtown, and U-Med District areas.

This express route would operate in addition to the existing Route 102, which provides express service
along the Glenn Highway between the Eagle River/Chugiak area to Anchorage. This new route would
alternate its starting point between Wasilla and Palmer and operate all trips between the Trunk Road
Park and Ride lot to downtown Anchorage. From there it would follow the People Mover Route 102
alignment with stops at the downtown transit center, C Street and 36t Avenue, the U-Med District, and
the Alaska Native Medical Center. The existing express service provided by Valley Mover is a
framework for this service. The RTA would provide stable funding and improved service levels as the
Mat-Su Borough continues to become more urbanized. Exhibit V-1 shows its proposed alignment.

ANCHORAGE/MATANUSKA-SUSITNA BOROUGH REGIONAL TRANSIT AUTHORITY PLAN 9



Apnis VY nS-1e|\ dseioyduy

Baly SIYL U] 9pe] a1y
sdos 1en3ay v

A/ggig.'lgmas

SIYSIT W 7
dojg ®

91noy ssaadxy

pusgor
ageroyouy o siaed 1\ T~

J2ATya[8eq

SIZUINIE\ TUIO]

ovo,xw

AMH syred poomA[[oH

BU}ISNS-BYSNURIRJ]

ssaadxyq Jonuuwo’) ageaoyouy - ejisep/Iauafed
T-A MqIyxy



Level of Service

The directional orientation of this service is inbound from Mat-Su Borough in the mornings and
outbound from Anchorage in the afternoons. A basic level of service will be provided initially with
buses leaving every 30 minutes from the Trunk Road Park and Ride lot during the morning peak
period. Branches to and from Palmer and Wasilla will leave every 60 minutes on an alternating basis. A
profile of this route is shown in Exhibit V-2 below.

Exhibit V-2
Palmer/Wasilla - Anchorage Express

Service Span Headway | Veh.Req. | Rev.Hours | Rev.Miles

Route Weekday | Weekday
Week
eekday Saturday Sunday Peak [ Base| Peak |Base

Weekday | Weekday

Palmer/Wasilla- | 6:00a-9:00a
Anchorage Express| 3:00-6:00p

- - 30 | - 5 - 15.8 505.6

Capital and Operating Costs

Capital improvements needed for this express route include the buses required to operate these routes.
The proposed express service would require the purchase of six buses. Five would be needed during
the peak period and one would be a spare. As shown in Exhibit V-3, the estimated total capital cost of
the proposed commuter express service is $2.55 million. It is assumed that existing parking lots can be
used as park and ride lots for this route.

Exhibit V-3
Wasilla/Palmer Commuter Express Start-Up Capital Cost

Item No. of Units Unit Cost Total Cost
Buses 6 $425,000 $2,550,000

The estimate of commuter express operating costs is based on the current average vehicle hour costs
for People Mover of $124 per vehicle hour. With 15.8 revenue hours for each non-holiday weekday,
there are an estimated 4,029 revenue hours annually for the commuter express service. This translates
to a total annual operating cost of $499,596. Exhibit V-4 shows the estimated annual operating costs.

Exhibit V-4
Wasilla/Palmer Commuter Express Annual Operating Costs

Daily Revenue | Annual Revenue | Annual Operating
Hours Hours Costs

15.8 4,029 $499,596

ANCHORAGE/MATANUSKA-SUSITNA BOROUGH REGIONAL TRANSIT AUTHORITY PLAN 11




South Anchorage Express

Additional express bus service is included as part of the FTA Very Small Starts Project initiated through
the Highway to Highway! (H2H) project and are included in the RTA Service Plan. The South Anchorage
Express would operate on A/C Streets between downtown Anchorage and South Anchorage.

The following stops are proposed:

A-C Streets/15t Avenue

A-C Streets/Northern Lights/Benson
A-C Streets/36t Avenue

C Street/Tudor Road

C Street/International Airport Road
C Street/76th Street

Dimond Center

0ld Seward Highway/0'Malley Road
0ld Seward Highway/Huffman Road

L R ZER BE ZER R JEE 2R NN 4

Level of Service

Exhibit V-5 shows the proposed frequencies, vehicle requirements, and revenue hours by time of day
and day of week.
Exhibit V-5
South Anchorage Express Profile

Service Span Headway Veh. Req. Rev. Hours

Route Weekday [Week-| Weekday | Week -
Weekday Saturday Sunday Peak|Base| end |Peak|Base| end

WKkdy. | Sat.| Sun.

S. Anch.
Express

6:00a - 10:00a | 8:00a-10:00p|9:00a-7:00p| 30 30 60 2 2 1 30.0 |14.0/10.0

Capital and Operating Cost

The construction of stations/enhanced bus stops associated with the South Anchorage Express are
assumed to be part of the FTA Very Small Starts Project initiated through the Highway-to-Highway
project and these costs are not included as part of the RTA Plan. Additional capital costs for the South
Anchorage Express are projected to be $850,000 for vehicles. These are summarized in Exhibit V-6.

Exhibit V-6
South Anchorage Express Start-Up Capital Costs

Item No. of Units| Unit Cost Total Cost

Express Buses 2 $425,000 $850,000

1 In mid 2011, the Highway to Highway (H2H) project was halted. It has been split into three phases in the current
AMATS 2035 Metropolitan Transportation Plan Update. Approval of the updated document is anticipated in April
2012.
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Operating costs for the South Anchorage Express are summarized in Exhibit V-7 below. The estimate of
operating costs is based on the current average cost per revenue vehicle hour for People Mover of
$124. With 30 revenue hours for each non-holiday weekday, 14 hours for Saturdays, and 10 hours for
Sundays, there is an estimated 8,898 revenue hours annually. This translates to a total annual
operating cost of $1, 103,352.

Exhibit V-7
South Anchorage Express Annual Operating Costs

Weekday Revenue Annual Revenue Annual Operating
Hours Hours Costs
30 8,898 $1,103,352

Exhibit V-8 shows the proposed alignment of the South Anchorage Express Route.

ANCHORAGE/MATANUSKA-SUSITNA BOROUGH REGIONAL TRANSIT AUTHORITY PLAN 13



Exhibit V-8

South Anchorage Express
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C Street
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Express Route

Stop
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Northern Lights

University
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O'Malley

Seward Hwy

Huffman
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Commuter Rail Alternative

The Alaska Railroad Corporation (ARRC) is interested in pursuing commuter rail in the region. The
service option was considered in Task 2 and dismissed in favor of express bus service. During review of
the draft of this document, the ARRC requested adding the option to the short-term recommendations
to enable the region to continue to seriously consider this option. They also cite continued public
interest in the service and recent improvements to the rail line as reasons that commuter rail is feasible
in the short term. The upgrades to rail infrastructure undertaken by the ARRC with formula funds from
FTA decreased rail transit times to a level comparable to bus transit in the Wasilla to Anchorage
corridor. Therefore, as an alternative to commuter express service, commuter rail service can be
considered as the short-range transit service improvement.

The catchment area for commuter rail is broader in range than a typical express bus catchment area.
The catchment area of an express bus park and ride is typically a 2.5 mile radius, while the catchment
area for commuter rail is a 5 mile radius. The commuter rail option would utilize park and ride or drop-
off service located at rail stations as a regional collector and connector for residential areas not served
by local bus routes. This is especially true in the Mat-Su Valley where bus routes are limited and cannot
draw from areas north of Wasilla such as Meadow Lakes, Big Lake, Nancy Lake and even the Wasilla
and Palmer area. These residents could come into the proposed Wasilla Intermodal Facility? for
connection to trains. In the long-term, additional bus service to the facility would be important for
residents who rely on public transportation.

[t is important to note that in addition a feeder bus service is necessary to transport passengers from
rail stations to final destinations. Unlike an express bus service, which can exit the highway and
perform a local route alignment to allow passengers to reach their destination commuter rail service is
restricted to the location of rail stations. Passengers disembarking at these stations will need to
transfer to a feeder bus route in order to reach their final destination. The feeder service would need to
be a new service as the existing route structure does not provide a timed transfer to any station
location. In the short term an alternative to a feeder bus service is a combination of vanpools and car
pools located at the rail stations. These services would allow passengers a means to travel to their final
destination after arriving at a train station.

Commuter rail may also bring revenue to the RTA in the form of fixed guideway mileage formula funds
(5309). It should be noted that the potential increase in revenues will constitute a small part of the net

operating costs of commuter rail service.

The map in Exhibit V-9 depicts the commuter rail service and feeder bus services.

2 Preliminary engineering and environmental work is underway through a Memorandum of Agreement between
the Alaska Railroad Corporation and the City of Wasilla. The City of Wasilla is managing the project.
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Level of Service

The proposed commuter rail service would operate between the Mat-Su Valley and Anchorage. The
service would operate three trains at a maximum of 42 miles per hour and service nine stations,
outlined in Exhibit V-10. It is estimated that this level of service would serve 210,000 passenger trips
annually. This would yield an anticipated $834,000 in farebox revenue, or 18.4 percent of the operating
cost. The commuter rail service would operate during weekday peak commute hours only. This
includes three trips to Anchorage in the morning and three return trips to Mat-Su in the evening. This
service would be operated using three trains on 30-minute headways during the peak periods,
resulting in a total of 8.6 revenue hours and 315 revenue miles. Exhibit V-11 depicts a profile of the
commuter rail service.

Exhibit V-10
Commuter Rail Stations

From To Miles | Minutes
Wasilla Matanuska 8.5 13
Matanuska Eklutna 9.4 14
Eklutna Birchwood 5.7 9
Birchwood Eagle River 8.2 12
Eagle River Elmendorf 7.6 11
Elmendorf Anchorage 5.9 9
Anchorage Spenard 3.2 5
Spenard Airport 4.0 5

Source: Anchorage Commuter Rail Operation Concept,

Working Paper #1 - Ridership Forecast, Wilbur Smith Associates.

Exhibit V-11
Commuter Rail Profile

Route Service Span Headway | Veh.Req. |Rev.Hours| Rev. Miles
Weekday |Saturday|Sunday| Weekday | Weekday | Weekday | Weekday
Commuter|6:30a-9:00a -- -- Peak |Base |Peak|Base
. 8.6 315.0
Rail 4:30p-7:00p 30 - 3 -

As explained above commuter rail service operating in the Glenn Highway Corridor will require the use
of feeder bus services in Anchorage to distribute passengers to and from their destinations and the rail
stations. At a minimum feeder services would need to be implemented in Downtown Anchorage and at
the Stevens International Airport. The downtown feeder would serve passengers arriving at the Ship
Creek rail station. The service would loop from the station down the A-C couplet to 36t Street. The
airport feeder would operate in a loop serving the airport train station and traveling to Postmark Drive
and Frontage Road. Exhibit V-12 depicts a profile of the feeder bus service necessary to service the
commuter express passengers. The result is a requirement of one vehicle for each route and headways
of 30 minutes to meet peak demands in the morning and afternoon.

ANCHORAGE/MATANUSKA-SUSITNA BOROUGH REGIONAL TRANSIT AUTHORITY PLAN 17



Exhibit V-12

Feeder Bus Profile

Service Span Headway | Veh.Req. |Rev.Hours | Rev. Miles
Route Weekday | Weekday
Weekday Peak Peak|Base | Peak | Base Weekday | Weekday
Downtown Feeder [ 7:00a-8:30a 4:30p-6:00p| 30 -- 1 -- 5.3 82.3
Airport Feeder 7:00a-8:30a 4:30p-6:00p| 30 -- 1 -- 5.3 79.9

Capital and Operating Costs

Capital costs are estimated to total $39 million. This includes the cost of building stations, a car shop in
Wasilla, rolling stock, pre-operations testing, and feeder bus service. As shown in Exhibit V-13, the
estimated total capital cost of the proposed commuter rail is $39,949,000. Planning is underway for a
Wasilla multi-modal facility near the Wasilla Airport.

Exhibit V-13
Commuter Rail Capital Cost

Cost Category Cost (2000) Cost (2011)
Station Cost $5,028,000 $6,960,000
Wasilla Car Shop $8,540,000 $11,821,000
Rolling Stock $14,000,000 $939,000
Feeder bus (2) $850,000
Total $28,246,000 $39,949,000

Source: South Central Rail Network Commuter Study and Operations Plan, 2002
(A 3% inflation rate was used to project 2011 costs)

Operating costs were calculated for the proposed level of service. These costs reflect the options to use
a self-propelled multiple unit rail car (Budd car) or a locomotive train with bi-level cars. The total cost
difference between the options is a reflection of fuel consumption rates and maintenance of way costs
associated with the weight of the locomotive train and bi-level cars. These costs were updated to 2011
dollars. Both options would currently total about $4.2 million annually. The Exhibit V-14 shows the
estimated annual operating costs.
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Exhibit V-14

Commuter Rail Annual Operating Costs

Cost Category Budd Car (2011) | Locomotives and Bi-Level
Cats (2011)
Transportation $774,000 $744,000
Maintenance of Equipment 378,000 $264,000
Fuel $149,000 $274,000
Maintenance of Way $26,000 $46,000
Facility Maintenance $180,000 $180,000
Station Services $270,000 $270,000
Insurance $1,107,000 $1,107,000
General and Administrative $981,000 $970,000
Feeder bus Service $335,172 $335,172
Total $4,211,172 $4,221,172
Source: South Central Rail Network Commuter Study and Operations Plan, 2002
(A 3% inflation rate was used to project 2011 costs)
LONG RANGE

As ridership grows on these express or commuter rail routes, the following improvements should be
considered:

¢ Add trips so that the frequencies are every 15 minutes during the peak periods;

Add trips so that there are clusters of buses designed to serve the most popular shift times;

¢ Expand the service span so that there are early arriving and departing, and late arriving and
departing buses to serve as back up for those who occasionally work late or arrive early;

¢ Add mid-day trips and begin to make the route more bi-directional in nature. Initial mid-day trips
could be in combination with People Mover routes in the corridor; and

¢ Eventually, as demand grows, improve the schedule to gradually approach that of the proposed
BRT with all day service and 10-minute peak frequencies to be able to meet the requirements of
the Very Small Start program. (See Appendix B for a more complete description of this program.)

¢ Add vanpools, routes to serve commuter rail.

*

Initial BRT

The initial BRT line, which is proposed as part of the FTA Very Small Starts Project initiated through the
H2H project3, would run between downtown Anchorage and the U-Med District. The following stops
would be made in addition to the downtown stops along 5t and 6t Avenues:

¢ A/CStreets/15t% Avenue
¢ A/CStreets/Northern Lights Boulevard
¢ 36t Avenue/A-C Streets

3H2H Seward Highway to Glenn Highway, Alaska State Project 58544, Modifications to Transit Costs, August 18, 2011.
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¢ 36t Avenue/Lake Otis Parkway
¢ U-Med Stop/Providence Drive

¢ Alaska Native Medical Center/Diplomacy Drive

Level of Service

A profile of proposed BRT service is included in Exhibit V-15.

Exhibit V-15

Initial BRT Profile
Service Span Headway Veh. Req. Rev. Hours
Route Weekday [Week -| Weekday | Week -
Weekday Saturday Sunday Peak|Base| end |Peak|Base| end WKkdy. | Sat.| Sun.
;n};tT‘al 6:00a - 10:00a | 8:00a-10:00p|9:00a-7:00p| 10 | 15 | 30 | 8 | 6 3 | 880 [280]20.0

Source: H2H Seward Highway to Glenn Highway, Alaska State Project 58544, Modifications to Transit Costs, August 18, 2011.

Capital and Operating Costs

Since the construction of stations and enhanced bus stops are assumed to be part of the FTA Very Small
Starts Project initiated through the Highway-to-Highway project, these costs are not included as part of
the RTA Plan. Additional capital costs for the BRT are projected to be $6.5 million. These are
summarized in Exhibit V-16.

Exhibit V-16
Initial BRT Start-Up Capital Costs

Item No. of Units | Unit Cost Total Cost
BRT Buses 8 $800,000 $6,400,000
Signal Transit Preempt Units 100 $1,500 $150,000

Total $6,550,000

Operating costs for the Initial BRT are summarized in Exhibit V-17 below. The estimated BRT operating
costs are based on the current average cost per revenue vehicle hour for People Mover of $124. With
88 revenue hours for each non-holiday weekday, 28 hours for Saturdays, and 20 hours for Sundays,

there are an estimated 24,936 revenue hours annually. This translates to a total annual operating cost
of $3,092,064.

Exhibit V-17
Initial BRT Annual Operating Costs

Weekday Revenue | Annual Revenue | Annual Operating
Hours Hours Costs
88 24,936 $3,092,064

Source: H2H Seward Highway to Glenn Highway, Alaska State Project 58544, Modifications to Transit Costs, August 18, 2011.

The map in Exhibit V-18 depicts the Initial BRT line as described.
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Exhibit V-18

Initial BRT

Mountian View

5th

e Glenn Hwy

15th Debarr

C Street
A Street
Lake Otis

Davis

Anchorage
Northern Lights

Northern Lights

36th University

Seward Hwy

Legend

@ | initial BRT Anchorage Mat-Su RTA Plan
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Glenn Highway BRT

As demand for service increases, the Palmer/Wasilla commuter express route may transition to full
BRT service. This will be aided by the planned construction of an HOV lane on the Glenn Highway
which is projected to be completed in 2025. The alignment of the proposed BRT would be operated
along the Glenn Highway HOV lane from Anchorage to North Birchwood and along the Glenn Highway
form North Beachwood to Palmer. The BRT would provide service between Palmer, Wasilla, downtown
Anchorage, Midtown Anchorage, and the U-Med District.

Level of Service

The headway listed in Exhibit V-19 is for the proposed BRT between Peter's Creek and the U-Med
District. The portion between Peter's Creek and Wasilla/Palmer operates with 30 minute frequencies
during the weekday peak periods only.

Exhibit V-19
Glenn Highway BRT Profile

Service Span Headway Veh. Req. Rev. Hours
Route Weekday |Week-| Weekday | Week -
Weekday Saturday Sunday Peak|Base| end |Peak|Base| end WKkdy. | Sat.| Sun.
Glenn
Hwy. BRT 5:30a-12:00a | 8:00a-10:00p|9:00a-7:00p| 10 15 60 14 8 3 143.5 [42.0| 30.0

Source: H2H Seward Highway to Glenn Highway, Alaska State Project 58544, Modifications to Transit Costs, August 18, 2011.
Palmer/Wasilla - Peter's Creek segment is included.

Capital and Operating Costs

Since the construction of HOV lanes and stations associated with the Glenn Highway BRT are assumed
to be part of the FTA Very Small Starts Project initiated through the Highway-to-Highway project, these
costs are not included as part of the RTA Plan. Additional capital costs for the BRT are projected to be
$13.75 million. These are summarized in Exhibit V-20.

Exhibit V-20
Glenn Highway BRT Start-Up Capital Costs

Item* No. of Units Unit Cost Total Cost
Signal Transit Preempt Units 25 $1,500 $37,500

BRT Buses 17 $800,000 $13,600,000
Total $13,750,000

*Source: H2H Seward Highway to Glenn Highway, Alaska State Project 58544, Modifications to Transit Costs, August 18,
2011. Palmer/Wasilla - Peter's Creek segment is included.

Exhibit V-21 depicts the alignment of the proposed BRT service.
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Operating costs will increase significantly from the commuter express service. These are summarized
in Exhibit V-22 below. The estimated BRT operating costs are based on the current average cost per
revenue vehicle hour for People Mover of $124. With 143.5 revenue hours for each non-holiday
weekday, 42.0 hours for Saturdays, and 30.0 hours for Sundays, there are an estimated 40,336.5
revenue hours annually. This translates to a total annual operating cost of $5,001,726. These costs are
over and above the costs for the initial BRT, but would incorporate the downtown to U-Med segment as
part of the Glenn Highway BRT route.

Exhibit V-22
BRT Annual Operating Costs

Weekday Revenue Annual Revenue Annual Operating
Hours Hours Costs
143.5 40,336.5 $5,001,726

Source: H2H Seward Highway to Glenn Highway, Alaska State Project 58544, Modifications to Transit Costs, August 18, 2011.
South Anchorage BRT

An additional BRT line is proposed as part of the FTA Very Small Starts Project initiated through the
H2H project and is included in the RTA Service Plan. This includes a BRT line that would operate along
the same alignment as the South Anchorage Express between downtown Anchorage and South
Anchorage. The BRT would serve the following stops, which are the same as the South Anchorage
Express:

A-C Streets/15t Avenue

A-C Streets/Northern Lights/Benson
A-C Streets/36th Avenue

C Street/Tudor Road

C Street/International Airport Road
C Street/76t Street

Dimond Center

0ld Seward Highway/0'Malley Road
0ld Seward Highway/Huffman Road

L R JER JER JER R R 2R NN 4

Level of Service

Exhibit V-23 shows the proposed frequencies, vehicle requirements, and revenue hours by time of day
and day of week. The level of service is the same as the proposed Glenn Highway BRT and meets the
FTA Very Small Starts program.

Exhibit V-23
South Anchorage BRT Profile

Service Span Headway Veh. Req. Rev. Hours
Route Weekday [Week -| Weekday | Week -
Weekday Saturday Sunday Peak|Base| end |Peak|Base| end

WKkdy. | Sat.| Sun.

S. Anch.
BRT

5:30a-12:00a | 8:00a-10:00p|9:00a-7:00p| 10 15 60 8 6 2 86.0 128.0(20.0

Source: H2H Seward Highway to Glenn Highway, Alaska State Project 58544, Modifications to Transit Costs, August 18, 2011.
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Capital and Operating Costs

Similar to the Glenn Highway BRT, the construction of HOV lanes and stations associated with the
South Anchorage BRT are assumed to be part of the FTA Very Small Starts Project initiated through the
Highway-to-Highway project; these costs are not included as part of the RTA Plan. Additional capital

costs for the South Anchorage BRT are projected to be $8.15 million. These are summarized in Exhibit
V-24.

Exhibit V-24
South Anchorage BRT Start-Up Capital Costs

Item No. of Units Unit Cost Total Cost
BRT Buses 10 $800,000 $8,000,000
Signal Transit Preempt Units 25 $1,500 $37,500

Total $8,150,000

Operating costs for the South Anchorage BRT are summarized in Exhibit V-25. The estimate of BRT
operating costs are based on the current average cost per revenue vehicle hour for People Mover of
$124. With 86.0 revenue hours for each non-holiday weekday, 28.0 hours for Saturdays, and 20.0 hours

for Sundays, there are an estimated 24,426 revenue hours annually. This translates to a total annual
operating cost of $3,028,824.

Exhibit V-25
South Anchorage BRT Annual Operating Costs

Weekday Revenue Annual Revenue Annual Operating
Hours Hours Costs
86 24426 $3,028,824

Source: H2H Seward Highway to Glenn Highway, Alaska State Project 58544, Modifications to Transit Costs, August 18, 2011.

Other Potential Long Range Transit Service
There are a number of other public transportation improvements that have been studied and/or

proposed in the past that an RTA could participate in its financing and/or operation. These include

express bus service to Girdwood and other transit modes such as expanded commuter rail and ferry
service.

The map in Exhibit V-26 depicts the South Anchorage BRT as described above.
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Exhibit V-26
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VI. IMPLEMENTATION PLAN

In order to implement organizational, service, and other recommendations of this plan, a number of
changes will need to be made, requiring the following action steps:

RTA ENABLING LEGISLATION

Proposed RTA Enabling Legislation

Alaska currently does not have legislation enabling the creation of regional transit authorities.
Therefore, legislation will need to be proposed to the Alaska State Legislature and a sponsor for the bill
identified. Language for the bill must also be finalized. Sample language is provided in Appendix D.

Voice Local Support for RTA Legislation

An RTA bill may be introduced but it may not progress through the State Legislative process. A
significant effort must be made to not only show the State Legislature the benefits of RTAs, but also to
substantiate that there is considerable support for this legislation. Organizations like the Alaska
Mobility Coalition can be solicited to help educate the public about the RTA legislation. Recent efforts in
Alaska for other statewide issues have been made to hold community on-line conversations and other
forums which could also be used for the RTA legislation.

State Legislature Takes Action on RTA Enabling Authority

Enabling statutes to create regional transit authorities in Alaska have been introduced to the State
Legislature in the past, but no action was taken. This legislation, or some version of it, must be
reintroduced to the Alaska Legislature for action. If passed, this legislation will contain the requirement
that some local action is needed to create an RTA. If the legislation is not passed, then another
mechanism to facilitate the implementation of regional transit services must be identified.

If RTA Enabling Legislation Passes

MOA and Mat-Su Borough Create MOU

Following the successful passage of RTA legislation, local action is required to create an RTA. The first
step will be to develop a draft Memorandum of Understanding (MOU) between the Municipality of
Anchorage and Mat-Su Borough. The intent of the MOU is to obtain a general agreement that both
parties desire to form an RTA, and to spell out any general terms and conditions to do so. This can be
accomplished in a workshop involving the entire joint Assemblies or a group of representatives.
Examples of intermunicipal agreements are included in Appendix F.

Create Draft By-Laws

By-laws that establish the governance policies and procedures for the RTA must be created. Any
relevant aspects of the MOU or its workshop should be incorporated into the by-laws. The by-laws
must include, if not already in the state enabling statutes, the composition of the board of directors and
the methodology for approving them. Technical assistance should be sought for this task. A working
group comprised of Anchorage and Mat-Su representatives should be formed and workgroups held to
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facilitate their input. At the end of this process, a draft set of RTA by-laws should be produced and
submitted to the Anchorage and Mat-Su Assemblies for approval. Appendix G includes examples of RTA
by-laws.

MOA and Mat-Su Borough Pass Authorizing Resolution and Approve Start-up Funding

Formal action must then be taken by each Assembly to create the RTA. An authorizing resolution, or
local referendum, creating an RTA must be passed and the draft by-laws approved. Start-up funding
will also need to be approved.

MOA and MAT-SU BOROUGH appoint representatives to RTA

Representatives to the RTA board of directors will need to be appointed in accordance with the
approved by-laws and/or state enabling statutes. The board of directors will include, but not be limited
to, business leaders, transportation stakeholders, and government officials. In addition, staff from MOA
and Mat-Su Borough should be designated to assist the RTA Board in the first few months of existence
to get established.

Organizational Meeting

At the organizational meeting of the RTA, the by-laws should be adopted and officers appointed. A
schedule of meetings should be determined and a method to advertise them to the public established.
Action should also be taken as to whether and, if so, when an executive director would be hired.

If RTA Legislation Does Not Pass

There are a number of options that can be pursued in the absence of an RTA to provide desired
regional transportation services. Intermunicipal arrangements are a common way (although not
widespread in Alaska) for municipalities to jointly provide services. However, this arrangement may
not be able generate revenue on its own and must, therefore, rely on the local budgeting process of the
Municipality of Anchorage and Mat-Su for financial support.

Create an Intermunicipal Agreement

An Intermunicipal Agreement can be created between the Municipality of Anchorage and Mat-Su
Borough to provide commuter express and/or BRT service. One of these entities can be designated to
assume the responsibilities that an RTA would have in the provision of regional transit services.
Policies for sharing regional transit service costs can be worked out in a Memorandum of
Understanding as will other aspects of the arrangement, such as Municipal and Borough policy input,
service changes, fares, operational procedures, etc. In an agreement to provide commuter express
and/or BRT service, the Department of Transportation (DOT) should act as a third party between the
Municipality of Anchorage and Mat-Su Borough. The DOT would focus on coordination and act as a
potential funding for the services.

Establish Private Non-Profit Organization

One option to provide the desired transit services is to create a private non-profit organization that
would be funded through the intermunicipal agreement. Under Alaska Department of Transportation
policy, any individual can establish a private non-profit entity for the purpose of providing public
transportation. An example of this is Valley Movers which operates bus service between Wasilla and
Anchorage. Valley Movers is currently a recipient of FTA Section 5311 funding to provide commuter-
oriented transportation between these locations. It is possible that the service currently being provided
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can be expanded to meet the specifications of the desired Palmer/Wasilla - Anchorage commuter
express.

FINALIZE SERVICE DESIGN

Services funded and/or operated by the RTA must be finalized and a request for proposals (RFP)
developed to select a provider of the desire routes or transit services.

SOLICIT AND ACQUIRE FUNDING

Funding for the desired transportation services must be secured. Any grant applications, budget
requests, or other steps to acquire the necessary financing must be identified and action taken.

ADVERTISE AND SELECT SERVICE CONTRACTS

Once funding is in place, the RTA will be ready to select a contractor to operate the commuter express
or other selected services. A Request for Proposals (RFP) must be developed and advertised. Normally,
contracts are for three to five years, with a new RFP process conducted for each subsequent contract
period.

Review Vanpool Needs

A review of vanpool program needs should be conducted at least annually. An analysis of trends in the
formation and return of vanpools will guide RTA plans to expand, contract, or maintain the status quo
of the program. This will dictate the number of vans that must be purchased in the future years.

Long Term Projects

There are several potential regional services that the RTA may assume. Because of their long term
nature, studies must be conducted or updated. These include:

Evaluate Palmer/Wasilla - Eagle River - Anchorage BRT feasibility
Evaluate South Anchorage BRT feasibility

Review feasibility of managing ferry service

Conduct Girdwood corridor study

Conduct commuter rail feasibility

Review feasibility of demand funding

* & & O 0o o

When and if it is determined by any or all of these studies find that it is feasible to proceed, the RTA will
be required to conduct the same process as the commuter express services, including finalizing service
design, creating and advertising an RFP, and selecting a contractor.

Exhibit VI-1 summarizes the previously described actions that will be required over the next three
years to implement the Anchorage/Mat-Su Borough RTA Plan.
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Exhibit VI-1
Implementation Timetable

2012 2013 2014

1" QTR[2" QTR [3™ QTR [4™ QTR|1" QTR [2"* QTR 3™ QTR |4" QTR [1*QTR|2™ QTR|3™ QTR|4" QTR

RTA Enabling Legislation Proposed

Bill Finalized and Submitted

- Sponsor Identified

- H.R. - Modified or Kept Intact

- Bill Introduced

Voice Local Support for RTA Legislation

- Alaska Mobility Coalition Forum

- Supporters Contact Legislators

State Assembly Takes Action on RTA Enabling Authority

IfRTA Enabling Legislation Passes

MOA and MSB draft MOU

- Joint Assembly Workshop Held

- MOU Drafted and Finalized

Create Draft By-Laws

- Assemblies' Subcommittee Formed

- Technical Assistance Provided/Workshops Held

- By-Laws Created

MOA and MSB Pass Authorizing Resolution and Approve
RTA By-Laws and Start-up Funding

MOA and MSB appoint representatives to RTA

Organizational Meeting

IfRTA Legislation Does Not Pass

Create an Intermunicipal Agreement

- Governance Structure

- Funding Commitments

Establish Private Non-Profit Organization

After RTA or Intermunicipal Agreement is in Place

Finalize Service Design

- Palmer/Wasilla - Anchorage Express

- South Anchorage Express

Solicit and Acquire Funding

- Local Funding Transfers

- Submit Grant Applications

- Receive Grant Approval(s)

Advertise and Select Service Contracts

- Develop RFP

- Advertise RFP

- Review Proposals and Select Service Provider(s)

- Service Start-Up

Long Term Project Planning

- South Anchorage BRTs

- Glenn Highway BRT

- Dedicated Funding On-going
- Other Long Term Projects On-going
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VII. FINANCIAL PLAN

The base financial plan includes the creation of the RTA, the implementation of expanded vanpool
service, the Palmer/Wasilla - Anchorage commuter express, and the South Anchorage express service.
The projection of these costs and revenues are included in Exhibit VII-1. The following assumptions
were made when developing these projections:

*

*

Staffing for the RTA consists of a general manager/executive director and an administrative
assistant.

Staff responsibilities will include grants administration, marketing, planning, and financial
management.

Vanpool program consists of capital costs and contracted program administration costs only with
operating costs covered by participants. These costs will be funded through the Congestion
Mitigation and Air Quality (CMAQ) program and Mat-Su Borough contribution. There are current
plans to expand the vanpool program. Capital costs for a fleet of 75 vans for vanpools are reflected
in the cost projections.

Commuter express bus services will be contracted.

FTA Section 5311 funding will be available to operate the commuter express serving Mat-Su
Borough as long as a portion of the trip remains in a rural area. It will not be available to fund the
South Anchorage express.

Local funding will be provided through a combination of newly appropriated state funding and
contributions from the Municipality of Anchorage and Mat-Su Borough.

Fare revenues are based on a ridership projection of 118,923 for the Palmer/Wasilla Express,
237,846 for the South Anchorage Express, and an average fare of $3.50. This fare is slightly less
than Valley Mover is currently charging.

Initial capital costs will be funded by way of a “start-up” or “seed” funding appropriation. Potential
sources of initial capital costs include federal capital grant, state appropriation, or local
government contribution.

After this start-up funding, capital costs for bus purchases are assumed to be funded out of a
capital reserve account with no special federal, state, or local grant or appropriation. Vanpool vans
are assumed to be funded with twenty (20) percent from this capital reserve, and the remainder
from the CMAQ program.

Revenues and costs will increase annually at an average three percent inflation rate.

Cost projections are for a constant level of service with no increases or decreases in routes or
schedules.

A second set of cost and revenue projections were made that are focused on the additional cost of BRT
service. It was assumed that it would be implemented in Year 15 of the plan, or around 2026 if an RTA
was formed in 2012. These are included in Exhibit VII-2.
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Key to the implementation of BRT service is the creation of a dedicated funding source for public
transportation. Exhibit V-2 below lists five revenue sources that are commonly used as dedicated
public transit funds. These types of revenue sources are used at varying degrees for public transit. Sales
and property taxes are the most common. Appendix A provides detailed case studies of RTAs across the
United States and identifies the dedicated revenue sources.

Exhibit VII-3
Common Dedicated Revenue Sources

Relative size of tax/ fee rate needed to

Revenues highly stable Revenue growth likely to outpace collect a specified amount of dedicated
Revenue Source in relation to economic fluctuations overall economic growth revenue
Yes |No |Details Yes |No |Details Yes |No |Details
Likely more susceptible to Retail sales usually take up a Tax base is broad, especially when
economic fluctuations than declining share of income as most retail purchases, including
Sales Tax X |property or fuel tax. X |income rises. X food, are taxed.
Likely more susceptible to Usually outpaces economic
economic fluctuations than growth because of Applicable tax base is broad,
Income Tax X |property or fuel tax. X progressive nature. X especially for an income tax.
Highly stable, but could be
susceptible to random Historically, grows slowly, but
Fuel Tax X fluctuations. X [faster than sales tax. X |Taxbase is relatively narrow.
Moderate susceptibility to
economic fluctuations, but likely Widely variant growth patterns at
less susceptible than sales or county level depending on local
Property Tax X |income/payroll tax. Varies |economic conditions. X Tax base is relatively broad.
. i . Likely very stable, but may exhibit Unlikely to keep pace with
Vehicle Registration alagged response to economic economic growth because car
Fees X downturn. X |ownership levels are already high. X [Tax base is relatively narrow.

Source: United States Government Accountability Office
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