






















































































































































































































1255 lmperial Avenue, Suite 1 000
San Diego, CA 92101-7490
(619)231-1466 r FÐ( (619) 234-3407

MEETING OF THE METROPOLITAN TRANSIT SYSTEM
BOARD OF DIRECTORS

January 17,2Q13

SUBJECT:

LOSSAN JOINT POWERS AUTHORITY AND MANAGING AGENCY (BRENT BOYD
AND SHARON COONEY)

RECOMMENDATION:

That the Board of Directors:

. approve by MTS Resolution No. 13-2 (Attachment A) the amended Joint Powers
Authority (JPA) for the LOSSAN Rail Corridor Agenc
followinq amendments to the JPA be made:

Metropolitan Trans¡t System

*REVISED Agenda ltem No. 32

o direct staff to submit a proposal to become the LOSSAN Managing Agency.

Budoet lmpact

The San Diego region's share of the annual start-up budget is estimated to be $130,000-
$170,000 for up to two years. This could be shared by North County Transit District and
the San Diego Association of Governments (SANDAG). There should be no budget
impact after the start-up period since all costs associated with the agency are assumed to
be covered by state funding.
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1255 lmperial Avenue, Suite 1000
San Diego, CA 9210'1-7490
(619) 231-1466. FAX (61e) 234-3407

Agenda ltem No. 32
MEETING OF THE METROPOLITAN TRANSIT SYSTEM

BOARD OF DIRECTORS

January 17,2013

SUBJECT:

LOSSAN JOINT POWERS AUTHORITY AND MANAGING AGENCY (BRENT BOYD
AND SHARON COONEY)

RECOMMENDATION:

That the Board of Directors:

1, approve by MTS Resolution No. 13-2 (Attachment A) the amended Joint Powers
Authority for the LOSSAN Rail Corridor Agency; and

2. direct staff to submit a proposal to become the LOSSAN Managing Agency.

Budoet lmpact

The San Diego region's share of the annual start-up budget is estimated to be $130,000-
$170,000 for up to two years. This could be shared by North County Transit District and
the San Diego Association of Governments (SANDAG), There should be no budget
impact after the start-up period since all costs associated with the agency are assumed to
be covered by state funding.

DISCUSSION:

The LOSSAN (Los Angeles-San Diego-San Luis Obispo) Agency is a joint-powers
authority comprised of rail owners, operators, and regional transportation agencies from
San Diego to Los Angeles and San Luis Obispo, The current joint-powers authority has
limited decision-making power as major decisions regarding Amtrak's Pacific Surfliner
intercity passenger rail service are made primarily by Caltrans.

Metropolitan Transit System
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Senate Bil 1225 (SB 1225) authorized the LOSSAN Agency to reconstitute itself to
manage the state-supported Pacific Surfliner service, which provides 11 daily round{rips
on the corridor. The Pacific Surfliner is one of three state-supported intercity corridors in
the state, and together with the Capitol and San Joaquin Corridors, makes up 20 percent
of Amtrak ridership nationwide, The LOSSAN Agency would also work with other
operators on the corridor (long-distance Amtrak routes, COASTER and Metrolink
commuter rail services, and freight rail) but would not manage those services. SB 1225 is
permissive and does not require a local authority; however, two actions are required in
order for this transfer to take place: (1) all current LOSSAN member.agencies must
approve an amended JPA, and (2) the LOSSAN Agency and the state must successfully
negotiate an lnteragency Transfer Agreement (lTA).

The amended JPA enables the LOSSAN Agency to assume the following responsibilities:

1. Administer and manage the intercity passenger rail operations of LOSSAN rail
corridor

2. Plan, program, and fund improvements for intercity rail passenger services and
facilities

3. Negotiate for and accept funds to be expended for passenger rail service

4, Review and comment on facility, service, and operational plans and programs

5. Coordinate facility, service, and operational plans and programs with other
agencies operating rail-passenger service in Southern California

6. Advocate before local, regional, and federal officials for improvements to services
and facilities

The presumed advantages of local authority would be a more efficient and cost-effective
allocation of resources and decision-making related to service expansion, frequencies,
spans, etc.; a unified Southern California voice at state and federal levels; coordinated
passenger services and capital improvement priorities; and more focused oversight and
management of operations.

However, assuming local control does not come without risks. Such risks include the
continued state support for intercity rail services, control of the rolling stock (the majority of
which is Amtrak-owned), and the creation of an effective management structure for the
JPA.

The Pacific Surfliner requlres roughly $100 million to operate annually. Fares provide
$58 million, the State of California contributes $28 million, and Amtrak funds the remaining
$14 million. Amtrak also provides some capital maintenance expenditures. The
Passenger Rail lnvestment and lmprovement Act of 2008 (PRllA) requires that Amtrak
stop investing in routes that are shorter than 750 miles (including the Pacific Surfliner).
Consequently, the state will need to provide as much as an additional $19 million annually
to fund the Amtrak portion of both operations and capital maintenance. SB 1225 commits
state funding at2014levels for an initial period of three years, but if the state reduces
funding in the future, the LOSSAN Agency would need to decide if local resources would
be required to operate the same level of service, if fares would need to be increased, if
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service would need to be decreased, or other measures. The Capitol Corridor intercity
service between Sacramento and San Francisco has operated under local management
since 1999, and no local funding has been required despite increased levels of service
from I daily trips to currently 30.

Another risk is the ownership of the rolling stock. The majority of the passenger cars (40
of 50) and all 10 locomotives used on the Pacific Surfliner are owned by Amtrak. Amtrak
has the ability to move the rolling stock off of the corridor, so it will be important for the
state to purchase these or additional vehicles to operate the Pacific Surfliner service. All
intercity equipment running along the Capitol and San Joaquin Corridors is state-owned.

The third major risk is the creation of an effective management structure for the JPA.
There will be a contract with a member agency to serve as the Managing Agency to house
and support staff. lt will be the responsibility of the Managing Agency and LOSSAN
Agency to hire qualified management and technical staff to support operations.

All current member agencies must approve the amended JPA. Contingent upon this
action, the LOSSAN Agency operating under the amended JPA will select a member
agency to serve as the Managing Agency and oversee day-to-day operations. The
Managing Agency will then negotiate the ITA with the state. SB 1225 states that the ITA
could be effective as early as July 2014, in which case local authority for intercity
operations would begin at that point.

ln addition to voting whether or not to approve the amended JPA, MTS must also decide
on whether it wants to submit a proposalto serve as the Managing Agency.

According to the LOSSAN Strategic lmplementation Plan, the Managing Agency will have
the following responsibilities:

1. Negotiate and recommend the award of all necessary agreements for the JPA
2. Manage all agreements entered into by the JPA
3. lmplement projects contained in the approved capital budget
4. Provide for the maintenance and management of JPA property
5. Provide a risk-management program
6. Seek, obtain, and administer grants
7. Develop and implement marketing programs
8. Prepare and submit financial reports
9. Prepare business plans
10. Report regularly to the Governing Board regarding corridor issues
11. Recommend changes in LOSSAN corridor fares and collection of fares
12. Recommend changes in scheduling and levels of service
13. Prepare and implement changes in scheduling and fares
14. Prepare capital and operating budgets
15. Facilitate interaction with other entities involved in operation, construction, and

renovation of corridor rail service
16. Negotiate with any other public or private transportation providers as necessary to

ensure coordinated service in the corridor

The Managing Agency would have its costs covered by the state. These costs would be
negotiated as part of the ITA and are anticipated to be in the $4 million to $5 million range
annually to cover staffing, overhead, and marketing costs.
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The Managing Agency will hire new positions dedicated to LOSSAN and it is expected that
the member agency would share some existing positions at roughly 25o/o of their time for
LOSSAN business. The business implementation plan estimates that 11 new positions
would need to be created and 7 existing positions would be shared (general counsel,
director of marketing and communications, executive assistant, finance manager,
accounting assistant, procurement assistant, and human resources assistant). Further
refinement of the staffing plan is necessary and, if MTS were to pursue being the
Managing Agency, the feasibility of the shared positions would have to be fuñher
analyzed.

It is expected that the LOSSAN Agency would be run by a managing director who would
be an employee of the Managing Agency but would report to the LOSSAN Board of
Directors.

The stated key components for the Managing Agency include the following:

1. Large enough amount of support staff to handle finances and business practices
($1OO million to $135 million in operating costs)

2. Familiarity with federal grant programs and procedures
3. Legalsupport, accounting, budgeting, etc,
4. Expertise in rail planning and operations
5. Constructive relationship with Caltrans, Amtrak, Union Pacific, and BNSF Railway
6. Respect and confidence of other LOSSAN agencies
7. Focus and commitment to grow LOSSAN service

MTS is capable of meeting all of these requirements. While the specific time line for
submitting proposals to LOSSAN has not been finalized, it is anticipated that it could be as
early as March/April2013. The Managing Agency would be selected to serve both during
a start-up period to lead negotiations with the state and for a three-year initial term as
specified in the lTA.

PaulC. Jablonski
Chief Executive Officer

Key Staff Contact: Sharon Cooney, 61 9. 557.451 3, Sharon. Coonev(Osdmts.com

Attachments: A. Board Resolution No. 13-2
B. Amended LOSSAN JPA Agreement
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