Los Angeles County
Metropolitan Tiansportation Authority

One Gateway Plaza
Los Angeles, CA 90012-2952

Metro

213.922.2000 Tel

rnetro.net

OP13
OPERATIONS COMMITTEE
OCTOBER 21,2010

SUBJECT: METRO VANPOOL PROGRAM UPDATE
ACTION:

RECEIVE AND FILE REPORT ON METRO VANPOOL PROGRAM

Receive and file the following report on the Metro Vanpool Program.
ISSUE
In May 2007, the Metro Vanpool Program began operations. At the time the Board
approved establishment of the program, staff was directed to provide periodic updates
on progress. Regular reports are provided at the Executive Management and Audit
Committee meetings during the Chief Communications Officer report. However, since
the program has passed its three-year anniversary date and several important
milestones have been met, it is time to provide a more detailed look at the program's
progress and performance.
BACKGROUND
The Metro Vanpool Program
The Metro Vanpool Program was launched May 2007 providing lease and fare
incentives to new and existing public vanpools. Eligible vanpools enrolled in the
program receive a fare incentive amounting to 25-50% of the vanpool's lease cost or up
to $400 per month. In order to be eligible for the program, vanpools must operate their
service with vehicles leased from Metro contracted service providers, commute to Los
Angeles County employer worksites, be open to any fare paying commuter regardless
of employer affiliation (i.e. public), and report specific operating data to Metro. All
vanpool operating and expense data are reported to the Federal Transit Administration
(FTA) as part of Metro's annual National Transit Database (NTD) report. The NTD is
the system through which FTA collects uniform data needed by the Secretary of
Transportation to administer department programs. The data reported is used to
calculate federal grant apportionments to the region.
The program is being implemented under contract with two vanpool leasing companies:
Enterprise Rent-A-Car (dba Enterprise Rideshare) and VPSI, Inc. A bench procurement
was established in January 2007 offering commuters two options for vanpool services.

To enroll in the program, a participant must hold an executed lease agreement
with a partner leasing company and complete a Program Application and Agreement.
Service Delivery
Participation has been building at a rapid rate since program launch in May 2007. Staff
continues to receive strong positive feedback from commuters, employers and public
agencies involved in the program as well as recognition for outstanding achievement by
its transportation peers in 2009. Current system participation is ahead of projections for
number of vanpool routes (#Routes), vehicle revenue miles (VRM) and passenger miles
traveled (PMT) (Table 1). VRM and PMT are key indicators used in determining federal
grant apportionments.
Table 1: Metro Vanpool Program Performance
Fiscal Year
2007
Actual

I

# Routes

I

VRM

PMT

Actual

Actual
2010

Actual
917
Source: NTD Data (Actual and Reported)

National Com~arison
The Metro Vanpool Program in a short time has become one of the leading public
vanpool systems in the nation. Based on preliminary NTD data for 2009, the Metro
Vanpool Program ranked number one nationally for VRM delivery and PMT, and second
after King County Metro in Washington for vehicles operated in maximum service
(VOMS) and unlinked passenger trips (UPT). The King County Metro program is a
mature system that has been in operation since 1979 (Table 2).
Table 2: Tot, Five Van~oolO~erationsin Nation

Source: FY09 Working NTD Data (FTA)

Metro Family of Services
When assessing Metro Vanpool Program performance data along with our other Metro
transit service modes, we find some interesting patterns. First, in terms of PMT, the
vanpool program delivers about 50% of Metro's Subway service, 34% of Metro Light
Rail service and 8% of Metro Bus service. This is mainly due to the fact that the vanpool
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mode serves very long commutes, a niche market that can't be served well by
traditional fixed route service and therefore has potential for growth. In 2009, the modal
average trip lengths were 45 miles for vanpool, 5 miles for subway, 7 miles for light rail,
and 4 miles for bus (Table 3).
Table 3: Comparison of PMT & Average Trip Length
Service Type

PMT

111,907,711
Vanpool
227,656,592
Subway
327,341,157
Light Rail
1,466,309,355
Motor Bus
Source: Metro's audited FY09 NTD Data

Van pool
%Share
49%
34%
8%

Average Trip
Length (Miles)
45
5
7
4

One of the optimal benefits of the program can be measured by its fiscal impacts. In
FY09, Metro Vanpool services recorded an 87% fare recovery over its operating cost
compared to 39% for subway service, 21% for light rail service, and 29% for bus
service. This is attributable largely to the fact that a high portion of the operating costs
are directly paid for by the user. As a result, the agency operating cost per passenger
mile, a standard fiscal performance measure, is extremely low for the vanpool mode
with an operating cost per passenger mile of $0.07 compared to $0.39 for subway
service, $0.46 for light rail service and $0.61 for bus service. The Metro Vanpool
Program has proven to be a very cost effective service for Metro (Table 4).
Table 4: Fiscal Performance
CostlPMT
Fare Recovery
Service Type
Vanpool
$0.07
87%
$0.39
39%
Subway
Light Rail
$0.46
21%
Motor Bus
29% 1
$0.61
Source: Metro's audited FY09 NTD Data

I

1

Local Comparison
In reviewing operating data utilized in the FYI0 federal grant apportionments for
regional fixed route bus and ADA demand response service, the Metro Vanpool
Program performed favorably as well. The vanpool program ranks third in terms of
VRM and PMT and second in terms of lowest operating cost (Table 5).

I Long Beach Transit

1 6,898,270 (
81,825,206 1 4
Source: FTA Final FY08 NTD Data Used for FYlO S5307 Apportionments
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I

$ 67,644,160

1

lnvestment Recovery
One of the key objectives of the Metro Vanpool Program was to recover additional new
federal grant apportionment to the region. Because the vanpools are subsidized at a
much lower rate than traditional transit services (about 30%), the vanpool program
recovers a greater return on its expense. For instance, the Metro Vanpool Program
total cost to Metro was $3,558,746 in FY08 but the FTA apportionment generated in the
region based on that service was $8,302,117 from that service, yielding approximately a
233% recovery rate. Table 6 provides a comparison of total annual cost versus the
amount recovered through federal formula grants. The amounts shown for FY07 reflect
two months of service since the program was launched in May of that year.
Table 6: Investment Recovery
FY07
FY09
FY08
FYI0
$509,796 $3,558,746
$4,626,915
$4,936,810
Metro Expenses
$990,050 $8,302,117*
$11,050,338* $12,301,832*
FTA S5307
Apportionment Earned I
*apportionment earnings for FY08, FY09 and FYI0 are estimates pending final allocation by SCAG

Outreach
In January 2007, the Board approved a motion (Dir. Yaroslavsky) directing staff to
develop a marketing plan to work with employment centers across the county. Working
with Board staff, the following areas were targeted for the plan: Burbank, Carson,
Century City, Cerritos, Compton, Downey, Glendale, Industry, LAXIEI Segundo, Long
Beach, Pasadena, Santa Monica and Torrance. Staff is performing outreach to
business centers, cities, chambers and building owners within the target geographic
areas. Outreach activities to help form Metro Vanpools include: conducting one-on-one
meetings with employers, commercial property owners and property managers to
educate them about the vanpool program; hosting on-site presentations for commuters
to inform them of this less costly commute option; and performing data analysis to
determine potential for forming vanpools at particular employment centers. In addition,
the South Bay Council of Governments is implementing a pilot project to promote the
program in the South Bay area to chambers of commerce, cities, school districts,
community events and employers in multi-tenant buildings. Table 7 presents the
breakdown of vanpool route destinations by sub-region. As shown, the largest share of
vanpool routes are destined to worksites in the South Bay, Central Los Angeles and
San Gabriel Valley areas.
Table 7: Subregional Route Distribution

I Subregion Destination

I # Routes I

I Arrovo Verduao Cities

I

I Gateway Cities

49 1

66 1
27
Las virgenesl~alibu
North Los Angeles County
60
San Fernando Valley
San Gabriel Valley
135
South Bay Cities
244 1
Source: May 2010 program participation data
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5% 1
7%
3%
11%
7%
15%
27%
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NEXT STEPS
Staff will be reviewing the budgetary impacts of the program's on-going service delivery
needs and greater-than-expected success. Staff will report findings of these impacts to
the Board in the next 60 days and will recommend any remedies that may be
necessary. Meanwhile, Metro Vanpool Program implementation will continue as
planned and periodic brief program updates will be provided to the Board during the
Chief Communications Report.
Prepared by: Cosette Stark, Director, Research & Development, Communications
Jami Carrington, Program Manager, Research & Development,
Communications
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Matthew ~ i y m o n d
Chief Communications Officer
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