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INTRODUCTION


On December 4, 2018, the Committee on Transportation, chaired by Council Member Ydanis Rodriguez, will hold an oversight hearing titled, Oversight: The Plan to Fix New York City’s Mass Transit System: Fast Forward. The Committee expects to hear testimony from representatives of the Metropolitan Transportation Authority (MTA) as well as other interested stakeholders.
BACKGROUND
Subway System in Crisis

Throughout 2017, the MTA’s New York City Transit’s (NYCT) subway system was plagued with delays and disruptions which led to concerns about both the MTA’s funding and its ability to keep the transit system in a state of good repair. In 2017, subway delays soared to more than 70,000 delays per month, from about 28,000 per month in 2012.
  In response to a number of incidents and growing pressure from the public, on June 29, 2017, Governor Andrew Cuomo declared the subway system was in a “State of Emergency,”
 ordering the MTA to prepare a reorganization plan within 30 days and a review of its capital plan within 60 days.
 Governor Cuomo also ordered the State’s Public Service Commission, which regulates Con Edison, to conduct a 90-day review of the MTA’s power system.

On July 25, 2017, MTA Chairman Joe Lhota announced a plan to stabilize and improve the subway system called the “Subway Action Plan” (SAP).
 Phase One of the plan focused on the key drivers of 79% of “major incidents,” causing delays in the system – 54% of these major incidents are caused by signals, tracks and power; 4% by stations; 7% by medical incidents; 5% by fire; 5% by car problems; and 4% by water issues. Major incidents measure incidents that disrupt 50 trains or more and are separated into 6 categories: track, signals, persons on Trackbed/Police/Medical, Stations & Structures, Subway Car, and Other.   Phase One also included more than 30 action items that included repairing cars, tracks, and signals, improving power, and working to improve customer communication. Many of the Phase One action items are expanded from previous plans to improve the system and are designed to deliver progress within a year. The MTA projected that Phase One would cost approximately $456 million in operating costs, covering 2,700 additional employees, along with $380 million in capital costs.  The Governor contributed half of the SAP funding in 2017. In March 2018, it was announced that the State budget included $418 million that the City agreed to contribute to the SAP.
  
Subway Action Plan Update
The SAP was focused on creating a stable subway system. Reports from July 2018 indicated that the MTA had spent roughly $333 million on repairs and hired an additional 1,100 workers.
 It was reported that about $253 million had gone toward operating costs and $79 million toward capital spending. While the SAP had called for 2,700 new workers, it is unclear how many the MTA will eventually hire.

While the MTA has touted the SAP as successful in stabilizing the system, delay performance data has shown a more mixed story. The two primary delay metrics that the MTA uses to measure the reliability of subway service are Wait Assessment (WA) and On Time Performance (OTP). WA is defined as “the percentage of actual intervals between trains that are no more than the scheduled interval plus 25%.”
 WA is designed to measure what the MTA views as the most important issue to riders: whether trains arrive at a station as frequently as they are supposed to. The system wide weekday WA was 71.9% in September 2018, a minor improvement from 71.3% in September 2017.
 For comparison, before the SAP in May 2017, weekday WA was 75.9%, down from 78.1% in May 2016.
  OTP, which measures the percentage of scheduled trains arriving at their terminals within five minutes of their scheduled arrival time during a 24-hour weekday period, was 61.7% in May 2017, down from 68.8% in May 2016.
 Overall OTP has fallen from 85.4% in 2011 to 66.8% in 2016.
 In September 2017, OTP increased to 69.4%, and again increased to 74.6% in 2018. 
OTP and Wait Assessment Metrics 2012-2017
(before Subway Action Plan) 
[image: image5.png]



Source: Citizens Budget Commission based on MTA data, June 26, 2017, available at https://cbcny.org/research/welcome-back-joe-lhota
In 2017, there were 72.4 major incidents per month on average and in 2018 there were 69.5 major incidents per month on average.
 These delays are only measured for incidents that disrupt 50 trains or more. This measurement has received serious criticism because delays that effect 50 or more trains are only 11% of delayed trains.
  As mentioned previously, major incidents are separated into 6 categories: track, signals, persons on Trackbed/Police/Medical, Stations & Structures, Subway Car, and Other.
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Categories Sep18 Sep17 Difference _Sep18 Sep 17 _Difference
Track 5 19 En 132 5.9 27
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NYCT Delay Statistics Overall 
Historically, the MTA had measured train delays as “increasing overcrowding conditions.” Between May 2012 and May 2017, the total number of trains delayed more than doubled from 24,993 to 67,452.
 The MTA had attributed a large portion of this increase in delays to increasing overcrowding conditions, which causes trains to wait longer in stations as passengers get on and off. In May 2012, overcrowding was the third most common reason recorded for a delayed train. In May 2017, it was by far the most common reason, accounting for more than double the number of delays caused by the next highest category.
  
In November 2017, the MTA announced that Andy Byford would take over the role of President of New York City Transit.
 The MTA determined that they need someone with experience outside of the usual candidates who the MTA chooses to lead its divisions.  President Byford had experience operating transit systems in London and Toronto.
   Byford made a number of changes to increase transparency in certain MTA metrics and performance measures and set a goal of decreasing monthly delays year over year by 10,000 per month.
  In September and October of 2018, the MTA successfully met their goal of reducing year over year delays. In October 2018, there were 56,139 delays.
  In October of 2018, the highest contribution to delays was the “operating environment metric, which means that delays occur when a train operator arrives at his/her terminal more than five minutes late and there is no specific incident attributable to the delay, which accounted for 21,000 delays. Other factors were planned right-of-way work, which accounted for 13,559, external factors, which includes crime, sick or injured passengers or public events (8,986), and signal failures and emergency response delays (5,196).
  In September 2018, there were 48,212 weekday delays as compared to 58,413 weekday delays in September 2017.
 

Although the MTA has removed “overcrowding” as a factor, Board Members have complained that the new static “operating environment” metric does not seem to provide any more detail regarding the root causes of delays.
 The MTA responded that the “operating environment” category is not solely attributable to overcrowding. NYCT has merged its delay data collection systems and a team is now in place to analyze the causes of “operating environment” delays.  NYCT Vice President of Subways Sally Librera stated at a recent NYCT Committee meeting that “as NYCT learns more about the root causes of the “operating environment” statistic, it will be better able to attribute some “operating environment” problems to other parent causes.”
  This is part of Byford’s Save Seconds Campaign, which challenges Transit employees to find ways to save seconds to help improve train efficiency at the margin. 

Transit advocates argue that improvement to the signal system would make the biggest difference in improving service. Replacing the current “fixed block” signal system with Communications Based Train Control (CBTC) would allow trains to use computers to best communicate with one another and with the main control center. CBTC would also help maintain a safe distance between trains and allow trains to run closer together significantly increasing “through-put”, or trains per hour, on a line compared to the current fixed-block system which does not allow a train to enter the “block” between two signals until the train ahead has completely cleared the block. It took the MTA 10 years to install CBTC on the L line at a cost of $340 million.
 The MTA has recently completed CBTC on the 7 line, but that operation has proven difficult.
 In 2014, the Regional Plan Association estimated that at the MTA’s current pace, it would take more than 50 years to install CBTC in the whole system.
   
Fast Forward
While the goal of the SAP has always been to stabilize the system, a long-term plan was developed to modernize New York City Transit, both the subway system and the bus network. One of the first tasks for President Byford was determining how to modernize NYCT’s aging infrastructure. In 2018, under Byford’s leadership, the MTA released the Fast Forward Plan to Modernize New York City Transit.

The Fast Forward plan lays out a 10-year timeline to modernize the system by upgrading signals, making more stations accessible, and increasing transparency and the agency’s communication with customers all with the goal of improving the reliability of the system. The Chart below indicates the primary goals of the plan. The plan also includes strategies for improving system resiliency, customer communication, and accountability. The Fast Forward Plan and the MTA have acknowledged that to deliver on the goals of Fast Forward, short-term sacrifices must be made such as station closures, significant economic investment, and changes in service times. 
Fast Forward: The Plan to Modernize the Subway
	· First Five Years: NYC Subway 

	· State-of-the-art signal system on 5 lines, including new signals, modernized interlocking system, and additional power as needed, benefiting 3 million daily riders. Work includes major portions of the A, C, E, 4, 5, 6, F, M, R and G lines.

· More than 50 new stations to be made accessible for those customers with disabilities (so riders are never more than 2 stops away from an accessible station).

· State-of-good-repair work at more than 150 stations. 

· Over 650 new subway cars.

· Over 1,200 CBTC-modified cars.

· Redesign of bus routes in all 5 boroughs. 

· New fare payment system. 

· 2,800 new buses. 

	· Following 5 Years: NYC Subway 

	· State-of-the-art signal system on 6 new lines benefiting 5 million more daily riders.
· Includes work on major portions of the 1, 2, 3, B, D, F, M, A, C, N, R, Q and W lines.

· More than 130 additional stations made accessible, with balance of all possible stations completed by 2034.

· State-of-good-repair work at more than 150 stations. 

· Over 3,000 new subway cars. 

· 2,100 new buses. 


	· Accelerating Accessibility: Subway Accessibility and Access-A-Ride 

	· Increasing accessibility for all people throughout NYC, including the elderly, customers with disabilities, and women with strollers as a priority.
· New sensitivity training for all employees in the next year will take place, with targeted training for station agents, bus operators and others.
· New Access-A-Ride scheduling and dispatch system implemented by the end of 2019. 
· 50+ new accessible stations implemented within 5 years.
· Enhanced elevator outage and alternate routing information on websites, kiosks, and text alerts will be implemented by end of 2018. 


	· Bus Network Redesign

	· Reimagining our bus network means customer focused routes, faster and more reliable travel times, and more comfortable and environmentally sustainable buses. When seamlessly integrated with subways and paratransit, our buses are the key to a fast, responsive system serving NYC:
· New routes, with a redesign of Staten Island express bus network in 2018, beginning Bronx redesign in 2018, and redesigning the other boroughs within 3 years. 
· Install 150 audio-capable ‘next bus’ signs in 2018 working with the NYCDOT. 
· Work with law enforcement and legislators to enforce dedicated bus lanes. 
· Open a new Bus Command Center in 2019 and make it fully operational by 2020 for centralized control and improved service management. 
· Award 60 new electric buses by 2019, in addition to 10 in use now, and create more than 2,800 buses within 5 years. 




Bus Network Redesign: Staten Island and the Bronx
While one of core features of the plan is to modernize the subway system, the plan also includes reimaging the bus network. The plan includes reimagining the bus network to develop customer focused routes, faster and more reliable travel times, and more comfortable and environmentally sustainable buses.
  The MTA began to redesign the Staten Island express bus network in August of 2018. The redesign has been met with mixed reviews after the MTA eliminated routes and stops much to the ire of local residents. Residents have felt that the redesign will actually cut service, while service was supposed to be redesigned to more efficiently engage more people.
 In November 2018, the MTA, along with Staten Island Borough President James Oddo, announced that many of the routes would be restored to match ridership demand. The MTA has also begun planning a redesign of the Bronx bus network.  The plan is to redesign the other boroughs within 3 years.
2019 November Plan 

According to the MTA, deficits are rising due anticipated declines in farebox revenue as a consequence of the recent trend of declining subway and bus ridership at NYCT and increased employment at NYCT.
 Declining subway ridership has been driven by competition from for-hire vehicles and increased service disruption due to capital reconstruction projects and Subway Action Plan (SAP) track access requirements; whereas declining bus ridership has been driven by competition from for-hire vehicles, slowing travel times due to road congestion, and fare evasion.
  At the same time, paratransit ridership has surged, due largely to the popularity of the advance reservation e-hail service. Access-A-Ride Ridership is projected to increase by 16% in 2018 and 11% in 2019.
Fare and Tolls

The MTA is required to consider fare and toll increases every two years in order to keep up with its expansive debt obligations. The MTA recently proposed two options for increases that the Board will vote on in December, however, any changes would go into effect in March 2019. Option 1 would keep the base fare at $2.75, but remove the value bonus and the 30-day pass would increase to $127.00.  Option 2 would raise the base fare to $3.00 per ride, maintain the value bonus for 2 or more rides, increase single ride, paratransit, and express bus costs, but the 30-day pass would only increase to $126.25.
 The MTA announced the fare and toll options along with the service cuts to certain select bus routes.   These combined factors have led to public demand that the MTA hold off on fare hike.

Appendix 

2019 Proposed Fare Increases for Subways, Buses and Paratransit
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D subways, Buses, and Paratransit Fares

o Carent
Base Fare $2.75 $2.75 $3.00
Bonus 5% with $5.50 purchase No Bonus 10% with $6.00 purchase
Effective Fare with Bonus $2.62 $2.75 $2.73
Single Ride Ticket $3.00 $3.00 $3.25
Paratransit Fare $2.75 $2.75 $3.00

Express Bus Fare
Base Fare $6.50 $7.00 $7.25
Effective Fare with Bonus $6.19 $7.00 $6.59

Unlimited Ride Passes

30 Day Pass $121.00 $127.00 $126.25
7 Day Pass $32.00 $33.00
7 Day Express Bus Plus $59.50 $63.00

Note: The $1.00 fee for an in-system purchase of a new MetroCard remains unchanged.
Both Proposal 1 and Proposal 2 eliminate on-board cash payment for single ride express bus fare.
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