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REGIONAL TRANSIT AUTHORITY

OPERATIONS AND ADMINISTRATION COMMITTEE
2817 CANAL STREET
RTA BOARD ROOM, SECOND FLOOR
NEW ORLEANS, LA  70119

THURSDAY, FEBRUARY 14, 2019 AT 10:00 A.M.
COMMITTEE MEMBERS PRESENT: Chairman Fred Neal, Jr, Commissioner Walter Tillery and Commissioner Sharon Wegner
OTHER COMMISSIONERS PRESENT: Commissioner Laura Bryan, Commissioner Mark Raymond 
APPROVAL OF MINUTES


Commissioner Tillery moved and Commissioner Wegner seconded to approve the minutes of January 10, 2019.  Verbal Motion 19-005 was approved unanimously. COMMITTEE CHAIRMAN’S REPORT

Chairman Neal stated that this was the first Operations and Administration Committee Meeting without Commissioner Roth and he said she will be missed.

Chairman Neal stated that he was going to meet with Transdev staff to set-up a calendar for the Operations and Administration Committee.

Chairman Neal stated that the Board received the Paratransit report and would discuss it with staff at a later date.

Chairman Neal stated that the new airport terminal was coming on line and it was very important for the locals to be able to take the Airport Shuttle and RTA needs to adjust the schedule to accommodate the passengers.
EXECUTIVE DIRECTOR’S REPORT


Dr. Munster stated that Sam Buckley, Project Manager for the Comprehensive Operations Analysis (COA) from RPC, was going to give a project update.

Sam Buckley reported that the RPC worked very closely with the RTA Public Information Office, Commissioner Bryan and Jefferson Parish on the Draft Public Outreach Plan, and data collection would begin the week after Mardi Gras.


Sam Buckley reported that this project would be called Modern Mobility Analysis.


Chairman Neal stated that this was a very important project and the RTA should take this opportunity to be bold and innovative on how the RTA would provide future service. 

EXECUTIVE MANAGEMENT REPORT 

Justin Augustine stated that staff took into consideration that all vehicles used for the On Demand Pilot Programs should be ADA accessible.

Justin Augustine stated that staff was having a conversation on the correct technology that should be used on this type of service.

Justin Augustine stated that the RTA was under labor agreements and all labor contracts had to be adhered to.
Tim Kennedy reported on the following:

Canal Street Pilot Summary
Goal: Create a High-Capacity Transit line on the Canal Streetcar line from Carrollton Ave to Harrah’s by:
1. Consolidating stops
2. Closing uncontrolled crossings
3. Placing ticket-takers at high-boarding stops
Projected Impact:
· Save riders an average of 12 minutes or more per trip (35% of travel time)
· Reduce collision risk along Canal by 24%
Proposed Pilot Timeline: May – December 2019
Estimated Cost: $67,596 (line changes) + $50,000 (ticket-taker)

Justin Augustine reported that Commissioner Bryan set up meetings between the RTA staff, the Department of Public Works and the Department of Safety and Permits and these meetings were going to take place on Monday, February 18, 2019.


Chairman Neal stated that he was aware of the meetings with the City and wanted to stick to the timeline and have everything ready for the May picks.
Chairman Neal stated that the Canal Street Service Improvements were also going to have an impact on regional riders and these improvements would save time for all riders.
Justin Augustine reported that the RTA would meet with JeT to discuss the Canal Street Service Improvements and the Marketing and the Public Information Department would be included in these meetings.

Justin Augustine reported that staff needed to meet with the Police Department and notify the business along the corridor and start a conversation with the Louisiana Department of Transportation and Development and reach out to everyone necessary to make sure that the pilot program is successful. 

In response to Commissioner Wegner, Justin Augustine reported that he met with the City Council Chairwoman of the Transportation Committee and he said that staff would reach out to each Councilperson.
Justin Augustine reported that some pivot points may come up that were not anticipated and certain things may need to be reconsidered such as construction around that corridor and the festival season.
Commissioner Raymond stated that if this project was marketed the correct way, the RTA should see an increase in ridership 

In response to Commissioner Raymond, Tim Kennedy stated that the full report shows how success would be measured.

In response to Commissioner Bryan, Tim Kennedy stated that the closing of certain intersections would reduce the time of the streetcars by 34 minutes.

Justin Augustine reported that the operators would have to be trained again to run the route differently.


Commissioner Raymond asked that the Canal Street Service Improvements and the New Orleans East On Demand Pilot Program should be added to the Finance Committee Agenda.
Tim Kennedy reported on the following:

On-Demand Pilot Summary
Goal: Offer on-demand service from French Quarter to New Orleans East and the West Bank during overnight hours
Pilot Details:
· Request a ride through an app, pay by credit or debit card – or cash
· Use 7 or 8 pick-up points proposed around the French Quarter
· Drop off at any address in ENO or the West Bank
· Operating time of 8:00 pm – 4:00 am, 7 days a week
· $2 Fare (not finalized)
Proposed Pilot Timeline: 3-month pilot
Estimated Cost: $300,00

Chairman Neal stated that the RTA was still gathering information and having discussions regarding the On-Demand Pilot Summary 

In response to Commissioner Bryan, Tim Kennedy stated that there were currently 26 stops that the streetcars make.

In response to Commissioner Tillery, Justin Augustine stated that this was the same concept as San Diego.


Commissioner Raymond stated that staff had micro problems and was using macro solutions.

Commissioner Raymond questioned if the RTA was putting too many buses in New Orleans East to solve a micro problem.

Commissioner Raymond stated that a micro system should be run in New Orleans East at night.

Justin Augustine reported that Transdev was trying to implement something that would be perfect for micro transit in New Orleans East.


 Justin Augustine stated that micro transit in New Orleans East was a cost savings for late night service.

Commissioner Raymond stated for the record that he wanted all of the vehicles to be fully ADA accessible.


In response to Chairman Neal, Tim Kennedy stated that they were very aware of the partnership with Uber and Lyft and staff was working on a cost per passenger that would be equitable for the passengers.

In response to Commissioner Bryan, Justin Augustine stated that staff was working on the cost factors.


 Commissioner Neal stated that at next month’s meeting staff should have more conversation on this project.


Commissioner Raymond stated that he also wanted to continue this conversation in the Finance Committee Meetings.


Commissioner Bryan stated that if the cost were right, maybe the RTA could move early on some of the modes regarding New Orleans East.
OPERATIONS REPORT 
Fixed Route – January
· There were 1.5 accidents per 100,000 miles on Fixed Route.
· On Time Performance was 72% for the month of December 
· Miles between Road Calls were 10,437
· Boardings Per Hour were 20.69 
Streetcars - January
· There were 5.7 accidents per 100,000 miles
· On-Time Performance was 68% 
· Miles Between Road Calls were 35,374
· Boardings Per Hour were 30.9
Brendan Matthews reported that the majority of the accidents were due to cars making left turns in front of streetcars and the more unguarded crossings that have taken away would be better for the streetcars. 

In response to Commissioner Raymond, Justin Augustine reported that an accident takes about a year to settle and staff tracks the cost of all accidents from the beginning to end and this information was in the Annual Audit Report.
Brendan Matthews reported that regarding On Time Performance, staff measures headway and not time points and for RTA’s KPI’s a decision should be made to determine how On Time Performance should be measured.
Ferry – January  
· Ridership for the ferry was 75,817
· Scheduled trips: 3,764; Completed: 3,515 trips 
· 213 Trips Cancelled No Fault
· 249 Missed Trips

· 98.9% Reliability 

In response to Commissioner Raymond, Justin Augustine reported that an agreement with Metal Shark was being finalized in writing regarding the outstanding conditions.
Justin Augustine reported that the delivery of the action plan by Metal Shark has to be timely and staff has asked Metal Shark to give a time line on all the outstanding items then the RTA can accept the vehicles.
Brendan Matthews reported that the Chalmette Ferry was not working and they were waiting for a part to be delivered and, because of the height of the river and the condition of the river, the ferry can’t be moved from the dock until the condition of the river changed.
Paratransit – January
· There were 0.83 accidents per 100,000 miles

· On Time Performance – 85%

· Miles between Road Calls were 120,904
· Boarding Per Hour were 2.0
· Call Center Missed Calls 6.9%

· Call Center Average Time on Hold 1:41 

In response to Commissioner Raymond, Justin Augustine reported that everyone in Paratransit was doing a great job getting the calls answered.

In response to Commissioner Raymond, Brendan Matthews reported that there were dedicated transfer points between the RTA and Jefferson Parish but there was no terminal.
In response to Commissioner Raymond, Karen Wilson Sider reported that there were several transfer points where riders can schedule a ride with RTA to a transfer point and transfer to the Jefferson Parish paratransit system to get picked up in Jefferson Parish. 

Karen Wilson Sider reported that Delgado College was also a transfer point and the RTA has been doing this with Jefferson Parish for over 20 years.

Karen Wilson Sider reported that Ochsner Hospital has always been a transfer point and now East Jefferson General Hospital and West Jefferson General Hospital are transfer points.
Karen Wilson Sider reported that Commissioner Raymond can get to Lakeside Shopping Center by having paratransit bring him to East Jefferson Hospital and Jefferson Parish paratransit would bring him to the shopping center.

Commissioner Raymond wanted to start having conversations with Jefferson Parish so that the RTA Paratransit can start operating in Jefferson Parish like MITS operates in Orleans Parish.
Dr. Munster stated that 3 times a week he sees Jefferson Parish Paratransit vehicles in Orleans Parish.

Justin Augustine reported that he told the Board that the RTA would never turn down anyone that needed to get to a medical facility anywhere in the region.
Justin Augustine reported that staff needed to bring a recommendation to the Board regarding this matter.

Chairman Neal stated that he wanted the RTA to become a leader nationwide on universal accessibility and due a better job with paratransit.

Justin Augustine reported that a water main broke and streetcar service was replaced with bus service. 
CAPITAL PROJECTS UPDATE
1. Canal Street Ferry Terminal + Riverfront Streetcar Upriver Connector + Bus Stop

· The CMAR solicitation was advertised on January 7, 2019.  
· The pre-submittal meeting was held on January 22, 2019.  
· All proposals were due by February 7, 2019.

2. 
Algiers Ferry Terminal Rehabilitation – Section 106 Review (environmental)

· SHPO concurred with is determination on January 11, 2019

· Waiting on FTA to transfer the funds so the next phase – Enwinding

· Completion Date (section 106 and CE) 2nd Quarter 2020 
3. Riverfront Streetcar Line Special Trackwork Replacement and OCS Poles painting 
· On January 29, 2009 the RTA’s Board awarded a contract to Voestalpine Nortrak for delivery of Special Trackwork
4. St. Charles Streetcar Line Special Trackwork Replacement

· The same update as above
5. St. Charles Streetcar Line Downtown Loop Track Pavement Replacement 

· The final package with all addressed comments would be delivered to DPW in the second week of January 2019.
· Advertisement for construction of the project would take place at the end of January so construction can start immediately after Mardi Gras but DPW has decided to replace all asphalt pavement throughout our work area which will require additional modifications to our construction documents.
· Currently working with DPW to finalize RTA’s and DPW’s Scope of Work.
6. St. Charles Streetcar Line ADA Modifications 

· The NTP was issued on January 11, 2019.
7. Napoleon Facility Renovation

· All required deliverables were forwarded to FTA in December 2018.
· FTA was unable to forward the documents to SHPO until late January due to the partial government shutdown. 
· Currently waiting SHPO’s response.
8. Algiers Park & Ride Rehabilitation – Phase I

· The contractor has completed the survey of all pre-existing site conditions and will be ready to start construction in mid-February.
9. St. Charles Streetcar Line OCS Poles Repair

· The contract to All-Star Electric was fully executed on November 26, 2018
· The contractor is currently procuring the long lead items (OCS poles) and should be ready to start the installation in late February.
10. A. Philip Randolph and ENO Facilities – Exterior Envelope Repairs

Randolph:

· A construction kick -off meeting with both contractors took place on February 6, 2019
MARKETING REPORT:

Candice Marti reported that the Average Missed calls during the month of January was 5.8%.

Candice Marti reported that the Average Time on Hold during the month of January for Ride Line was 00:15. 

Candice Marti reported that the Average Time to Close Cases during the month of January was 6.9 days. 

GoMobile 2.0 Data – December 2018 
· Active users in January 2019: 14,585
· Tickets and passes sold in January 2019 on GoMobile
· 59,933
· Total revenue: $169,428.60
· Top 3 Ticket/Pass Types Sold on GoMobile in January 2019
· Single Ride Fare
· 1-Day Jazzy Pass
· Single Ride Fare with Transfer
· 690 Regional Ride fares sold on GoMobile in January 2019 
· January Monthly Sales – 
· Sales Volume – 59,933

· Sales Revenue - $169,428.60

Dr. Munster stated that the 6-month pilot program for Regional Ride would be coming to an end in March and staff was talking to Jefferson Parish to continue this program. 

In response to Chairman Neal, Candice Marti stated that staff has been to the Airport promoting the GoMobile Application.
PUBLIC INFORMATION OFFICE REPORT
MEDIA RELATIONS
66 Total Media Mentions for January 1 – January 31
· Total Local TV Audience: 1.4M
· Total Online News Visitor 19M
· Total Publicity Value = $81,234 
TOP EARNED MEDIA HIGHLIGHT 

63
RTA Gets $6.3 M for Fleet Upgrade
54
GoMobile 2. App Soft Launch 
25
RTA/JeT Regional Ride Press Conference

20
Regional Ride Pass Coming

16
Route Extension to Ochsner

Community Engagement/Interagency Relations

· 9 Public and Community Outreach Events in January 
· Audience: Riders, Adult Educators, Neighborhood Leaders, Seniors, Small Business Owners, Students and more 
EVENTS FOCUSED ON 
· Regional Ride
· GoMobile 2.0

· Transit Tracker
· Employer Tax-Free Fare Program
· Safety Guidelines for Using Public Transit
· Feedback on experiences with bus, streetcar, ferry and paratransit
· Safety guidelines for using public transit

· Hurricane Evacuspot Awareness

MEDIA HIGHLIGHTS 
· NFC Game Traffic
· High Winds Ferry & Streetcar Power Outage
· NYE & Sugar Bowl RTA Schedule 

· Commissioner Roth Retires from Board
COMMUNITY OUTREACH – YEAR REVIEW 
· 83 Number of Community Outreach events facilitated in New Orleans and Kenner in 2018
· 4,154 Number of people reached
· Audience Reached:  Riders and Non-Riders, including but not limited to Adult Educators, hospitality Industry Workers, Neighborhoods Leaders, Senior, Veterans, Airport Workers, Library Patrons, Faith Based Community, Middle and High School Student.
Chairman Neal asked for a presentation of the Mardi Gras full transportation plan.
Commissioner Raymond stated that the City of Houston provides some type of subsidy on Election Days for the public to ride to the polls and he wanted to include that in the dialogue that was taking place between the Board and staff.
AUDIENCE QUESTIONS AND COMMENTS  
None
ADJOURNMENT

Commissioner Tillery moved and Commissioner Neal seconded to adjourn the Operations and Administration Meeting on February 14, 2019 at 11:31 a.m.  Verbal Motion No. 19-006 was approved unanimously.  

