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SUBJECT:

SILVER2SILVER DEMONSTRATION PROGRAM ONE YEAR
EVALUATION AND RECOMMENDATION

ACTION:

APPROVE CONTINUATION OF THE SILVER2SILVER PROGRAM

RECOMMENDATION
Approve the continuation of the "Silver2Silver" demonstration program between Metro
Silver Line and Foothill Transit Silver Streak based on results of the one year
demonstration.

ISSUE
In October 2012, Metro and Foothill Transit implemented the yearlong Silver2Silver
Demonstration Program allowing Metro pass holders to ride Foothill Transit Silver
Streak bus service and Foothill Transit pass holders onto Metro Silver Line. The goal of
this program is to maximize the use of regional transit resources along the EI Monte
busway, and to provide Metro and Foothill Transit customers access to additional transit
options along the corridor at no additional cost to either agency.
As part of the Silver2Silver demonstration program, Metro and Foothill Transit agreed to
jointly market the effort and periodically evaluate the impacts of the program on
ridership and fare revenue based on TAP data. In addition, staff committed to
evaluating the program after the initial one year demonstration period and providing a
recommendation for a path forward. This report provides information on the
Silver2Silver Demonstration Program as well as recommendations for maintaining the
program into the future.

DISCUSSION
Metro Silver Line was implemented in December 2009 to coordinate and consolidate
services operating along the 1-110 Harbor Transitway and 1-10 EI Monte Busway. Since
inception, the service has gained in popularity as ridership doubled from 6,200
boardings per day in 2009 to about 14,500 boardings today. Much of the demand is
during the peak hours, representing more than 60% of daily boardings. As a result, the

Silver Line operates near the Board approved maximum load factor along the EI Monte
Busway despite 4 to 5 minute peak headway. In addition to Metro's Silver Line, Foothill
Transit provides service along the EI Monte Busway with the Silver Streak running
articulated buses every 10 minutes during the peak period.
To address the capacity needs on the Silver Line, Metro could continue to add service
at significant cost and resources. Conversely, by combining the capacity on both Metro
Silver Line and Foothill Transit Silver Streak through the Silver2Silver demonstration
program, there was an opportunity to address the growing demand by allowing both
Metro and Foothill Transit pass holders to board both Silver Line and Silver Streak with
either a Metro pass or Foothill Transit monthly pass. As a result, the Silver2Silver
demonstration program provided additional transit service options and extra transit
capacity for existing and new Metro passengers along the EI Monte Busway at no
additional cost to Metro operations.
The Silver2Silver demonstration program was implemented in October 2012 in
conjunction with the opening of the new EI Monte Transit Center. A joint marketing
campaign between Metro and Foothill Transit was launched to familiarize the public with
this program. Marketing materials included:
•
•
•
•
•
•
•

Take-one brochure (Metro bus and Foothill Silver Streak, Transit Store in EI Monte)
Bus car cards (Metro bus and Foothill Silver Streak)
Website (Metro, Silver Line, EI Monte, Foothill Transit webpages)
Social Media (Metro, Metro Silver Line, and Foothill Transit Facebook pages)
Blogs (The Source, EI Pasajero)
Electronic communication to Metro Silver Line email subscribers
On-site ambassadors at EI Monte Station

Benefits of this Silver2Silver demonstration program included:
•

More efficient regional transit system and more productive services for both
Metro and Foothill Transit at no additional operating cost

•

Allows passengers to board the first bus departing EI Monte Station or downtown
LA regardless of carrier (Metro or Foothill Transit)

•

Access to more destinations in downtown LA as the Silver Line and Silver Streak
have slightly different alignments within downtown LA (Figure 2)

•

Simplifies fare payment for passengers.

One Year Evaluation Results
TAP data from the Metro Silver Line and Foothill Transit Silver Streak was collected
from October 2012 through October 2013. Based on this information, a total of 13,898
Foothill Transit pass holders were carried on the Metro Silver Line during this period
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while 155,663 Metro pass holders were carried on Foothill Transit Silver Streak service.
As a result, for each Foothill Transit patron who boarded a Metro bus, there were 11
Metro customers who rode Foothill Transit.
Sharing the capacity between Metro Silver Line and Foothill Transit Silver Streak,
results in a more efficient overall corridor operation. Given that 60% of Silver Line
boardings occur during peak hours when it operates near or at capacity, having excess
demand served by Foothill Transit Silver Streak alleviates the need to add additional
peak hour trips on the Silver Line, potentially saving Metro about $30,000 annually per
added trip.
Looking further into the data, Chart 1 shows that the Silver2Silver program has grown
significantly over the past year. Since inception in October 2012, use has increased
from 3,727 to 21,245, or almost 6 times. While usage by Foothill Transit patrons has
been between 1,000 to 2,000 per month, the use of the program by Metro pass holders
has increased significantly, from 3,245 in October 2012 to 19,078 in October 2013, or
almost 500%. Since the Silver Line is currently operating near or at capacity along the
EI Monte Busway, the Silver2Silver program has allowed increases in ridership in the
corridor without the need to add a significant number of additional trips on the Silver
Line.
Chart 1
Monthly Usage of Silver2Silver Demonstration Program
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Based on an average fare of $0.75 per boarding, Metro collected $116,747 in fare
revenue from Metro pass holders who were served by Foothill Transit. Foothill Transit
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collected $24,322 from their pass patrons who were carried on Metro Silver Line. As a
result, Metro collected a net of $92,426 in fare revenue from patrons that were served
by Foothill Transit Silver Streak. The demonstration program allowed for each agency
to collect up to $250,000 in fare revenue from patrons carried by the other agency. If
this limit was exceeded within the one year demonstration period, reimbursement
options would be explored, otherwise, no reimbursement is required.
Table 1 shows that over half of Metro patrons carried on Foothill Transit Silver Streak
are 7 and 30 day pass holders. Table 2 shows that almost 70% of Foothill Transit
patrons served by Metro Silver Line were Silver Streak monthly Pass holders. These
statistics indicate that the vast majority of patrons benefiting from this demonstration
program are regular riders.
Table 1
Metro Patrons Carried on Foothill Silver Streak

.30 Day
Pass
l2l7 Day
Pass
o Day Pass

o Other

Table 2
Foothill Transit Patrons Carried on Metro Silver Line
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Based on the results of the demonstration project, it is recommended that the
Silver2Silver Program be continued until either Metro or Foothill Transit provides written
notification to discontinue the program to the other party at least 60 days prior to the
intended termination date.
Customer Information Recommendations
In addition to continuing the program, the following are recommendations to improve
customer information related to the program based on observations from the
demonstration phase:
•

Fare box Decals - The fare boxes on the Silver Line buses reflect the general
fare structure of Metro. Since the Silver Line follows a premium fare structure
and includes the Silver2Silver program benefits, a new fare box decal has been
created clarifying the valid fares for Silver Line service (Attachment A). These
decals will be installed on all Silver Line buses.

•

Timetables - Following the fare box decals, Silver Line timetables will also be
rewritten to include information on the Silver2Silver program.

•

Marketing - Additional marketing campaigns will be conducted pending approval
to continue the Silver2Silver Program to ensure that Foothill Transit and Metro
patrons are aware of the expanded travel options as a result of this program.

TITLE VII ENVIRONMENTAL JUSTICE IMPACT
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The intent of the demonstration program was to reduce crowding on the Silver Line and
provide customers with more frequent service options, ensuring an improved quality of
service. This demonstration program should be viewed as a service change under Title
VI because it is the functional equivalent of a new route to benefit riders. A Title VI and
Environment Justice analysis was conducted and concluded there is neither a disparate
impact nor a disproportionate burden from this program.

DETERMINATION OF SAFETY IMPACT
The Board of Directors receive and file of information on the Silver2Silver demonstration
program presented in this report have no direct impact on the safety of Metro's
employees or customers.

FINANCIAL IMPACT
All associated program costs are including the FY14 adopted budget. The program
addresses overcrowding by using additional capacity on EI Monte Busway from the
Silver Streak, resulting in a potential annual savings of $30,000 per peak hour trip on
Metro Silver Line.
Impact to Budget
Approval of this report is consistent with the FY2014 adopted budget.

ALTERNATIVES CONSIDERED
If the Silver2Silver demonstration program was not implemented, Metro would likely
have to add additional peak hour trips on the Silver Line at additional operating cost. In
addition, existing Silver Streak capacity, funded through Metro, would be underutilized.
These alternatives are not recommended as they would have resulted in additional
operating cost, and reduced regional productivity and efficiency along the EI Monte
Busway.

NEXT STEPS
Metro and Foothill Transit will continue to monitor the impacts of the Silver2Silver
demonstration program on ridership and fare revenues. Any significant issue related to
the program will be presented to the Board to consider.
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Prepared by:

Conan Cheung, DEO of Service Planning & Development

Questions:

Chris Reyes, Senior Administrative Analyst, Operations
(213) 922-7270

Attachment A: Silver Line Fare box Decal
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Debra A. Johnson
Chief Operations Officer

~~~'------

Arthur T. Leahy
Chief Executive Officer
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