Technical Report

CAPITAL REGION RAIL VISION
TECHNICAL REPORT

From Baltimore to Richmond, Creating a More
Unified, Competitive, Modern Rail Network

MARCH 2021

GREATER WASHINGTON PARTNERSHIP

FROM BALTIMORE TO RICHMOND.
FOSTERING UNITY. ADVANCING GROWTH.



CONTENTS

INTRODUCTION 3

RAIL VISION PLANNING FRAMEWORK 6

PLANNING PHASES 8

SERVICE SCHEDULE
CAPITAL INVESTMENT
OPERATING EXPENSES

RIDERSHIP AND FAREBOX RECOVERY

STRATEGIES TO OVERCOME BARRIERS
ENHANCED REGIONAL COORDINATION

SHARED PLANNING, PROJECT
DEVELOPMENT & PROCUREMENT STRATEGIES

INTEGRATED MOBILITY FOR FARES AND TICKETING
HARMONIZED RUN-THROUGH BRAND
FUNDING & FINANCING

LAND USE AND TRANSIT-ORIENTED DEVELOPMENT

IMPLEMENTING THE RAIL VISION

STEPPING STONES TOWARD THE RAIL VISION

OUR CHARGE

APPENDICES

14
17
19
20

21
23

26
KK
38
43
50

55
57

72

77



INTRODUCTION

The Capital Region’s economic and global competitiveness hinges on the ability for residents of all
incomes to have easy and reliable access to superb public transportation —a key factor in attracting
and retaining talent pre- and post-pandemic, as well as in employers’ location decisions. The regional
rail network is a key component of the public transportation system but represents an untapped
resource. In December 2020, the Greater Washington Partnership launched the Capital Region
Rail Vision (“Vision”) alongside key regional leaders, establishing a shared path to transform the
regional rail network into a globally competitive asset that enables a more inclusive and equitable

region where all can be proud to live, work, grow a family, and build a business.
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https://greaterwashingtonpartnership.com/wp-content/uploads/2020/12/Capital-Region-Rail-Vision-Report_Final.pdf
https://greaterwashingtonpartnership.com/wp-content/uploads/2020/12/Capital-Region-Rail-Vision-Report_Final.pdf

The Vision would better meet the untapped demand for better mobility and access to key destinations,
create a more coordinated and integrated rail network that seamlessly spans borders, increase
ridership, improve physical and economic connectivity, stimulate broader regional growth, and increase
operators’ resiliency to changing transportation patterns. This Vision would transform the Capital
Region’s commuter rail network, focused today on limited peak-hour service that stops at jurisdictional
lines, into a true regional rail system, a network with high-frequency all-day service that spans the
region. To that end, the Vision establishes three goals and calls for four key elements:

GOALS
(=) i ks

Enhance Regional Economic Ensure Inclusive Expand Access to
Competitiveness and Growth Moderate and Affordable
Collaboration Housing
KEY ELEMENTS
Bidirectional run-through service Expanded service
One-seat rides in both directions between Enhanced service from Martinsburg West
Maryland, the District, Virginia, and Virginia, Perryville and Baltimore Maryland
West Virginia through the District to Broad Run and

Spotsylvania, Virginia
Bidirectional, run-through service

on all MARC & VRE lines serving the * Allday service on all MARC & VRE lines

region’s core * 15-minute peak period weekday service

* 1-hour midday service

* 1-hour or less weekend service for all
core stations

Seamless rider experience Superior operational

Harmonized brand identity and fare policy coordination

to create an easy-to-use regional network One operationally integrated network for

Marvl he Distri Viraini
Integrated mobility for fares and ticketing LI WE IR eE s A AT

Harmonized rail brand for MARC & VRE * Seamless Capital Region rail operation
run-through services



Delivering the Vision requires that we collectively raise
our expectations and our capacity for collaboration as a
region. We know that by working together, the Capital
Region has the talent, commitment, and ability to execute
this Vision over the next 25 years. Recognizing that the
COVID-19 pandemic has severely diminished transit
ridership, especially demand for commuter and intercity
rail, this Vision can provide a pathway to rebuild a
stronger region in the years to come. Regional rail that is
more frequent and can serve more, and different, markets
will capture more of the returning and essential workers
and get them to their destinations faster and more
reliably.

Full implementation of the Vision is expected to occur
over four priority planning phases—Phase 1: Launch,
Phase 2: Expand, Phase 3: Realize, and Phase 4:
Transform—spanning a 25-year timeline. The Vision’s plan
deploys incremental stepping stones that build off each
previous step to deliver improved line-by-line and system-

wide service offerings over the next quarter century. Key
to the Vision's success is the region’s ability to overcome
critical barriers to progress in order to realize the Vision’s
full benefits.

This Technical Report establishes a more detailed
roadmap of the key components that underpin the
Vision's outcomes and benefits, describes key barriers

to realization and strategies to address them, articulates
the stepping stones toward major service enhancements,
and charts a 5-year Action Plan to deliver near term wins
that will enable long term success.

The Greater Washington Partnership is invested in the
success of the Vision alongside our partners, and we will
work throughout the region to support plans and policies
that meaningfully advance this effort. In doing so, the Capital
Region will benefit from a more competitive and integrated
regional rail system that achieves the Vision’s goals.

This Technical Report is accompanied by:

The Capital Region Rail Vision, a regional strategy to remove key physical and operating barriers to provide
residents a more coordinated, integrated, and competitive regional rail service network.

- ARail Vision Economic Impact Brief that finds the Vision’s capital investments could lead to over $40 billion
($2020) in gross economic output for the region, supporting upwards of 200,000 jobs in worker-years over
25 years, and, once complete, could support over 5,000 ongoing jobs and lead to an increase of over

$1.3 billion in annual gross economic output.

- An Equity Analysis Experience that presents existing locations of jobs, housing, and residential populations,
disaggregated by housing affordability, race, income, and access to transportation options.

A Rider Experience and Redeveloped Station Experience that brings to life the Rail Vision’s potential at a
personal level with illuminating imagery and real-life story maps.
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RAIL VISION
PLANNING
FRAMEWORK




The Rail Vision was developed using a set of detailed planning components that underpin its

outcomes and projected benefits. These components inform how the Vision’s high-level goals could
be achieved realistically and incrementally over time, and what the Vision's changes would mean
for regional rail operators and riders. This section presents the Vision's five key components that
underpin the development of Vision, including expected outcomes and benefits.

—> KEY COMPONENT #1 - Planning Phases

—> KEY COMPONENT #2 - Service Schedule

—> KEY COMPONENT #3 - Capital Investment

—> KEY COMPONENT #4 - Operating Expenditures

—> KEY COMPONENT #5 - Ridership and Farebox Recovery



KEY COMPONENT #1:
PLANNING PHASES

Each Vision planning phase assumes a certain level of
service and shows the infrastructure investments required
to incrementally build out service over time.

A key principle of the Capital Rail Vision is continuous progress. The region cannot achieve a fully
integrated, transformative regional rail system all at once. To facilitate this incremental approach, the
Vision plans four phases for the next 25 years:

PHASE 1: Launch 4§[> PHASE 2: Expand

PHASE 3: Realize PHASE 4: Transform



PHASE 1: LAUNCH

The region finds itself in the planning phase today. In

this phase, the region’s focus is predominantly on the
design and planning of critical infrastructure projects.
The Launch Phase is expected to continue until the major
Northern Virginia projects included in the Transforming
Rail in Virginia (TRV)! program are completed in the latter
half of the 2020s.

STATUS OF KEY INFRASTRUCTURE

BY END OF PHASE?
Crystal City, Alexandria Station COMPLETE
Improvements
AF2RO Fourth Track Project?® COMPLETE
Long Bridge IN CONSTRUCTION
LEnfant Station and DC Fourth Track IN CONSTRUCTION
Penn Line Signal and Interlocking IN CONSTRUCTION
B&P Tunnel IN CONSTRUCTION
Washington Union Station Expansion IN DESIGN
Added Storage & Service Facilities IN DESIGN
First Street Tunnel IN PLANNING
Brunswick & Camden Line Third Tracks  INPLANNING

Service Opportunities

There are three principal opportunities for service growth
during this phase. First, Virginia’s ongoing TRV program
envisions some increases in daily VRE and Amtrak
frequencies during this period. A total of 25 daily VRE

and 17 daily Amtrak roundtrip trains (versus 16 and 11
currently) would serve Virginia and the District by 2030.

Existing infrastructure could also permit the introduction
of more weekend service. Today, only the MARC Penn
Line provides weekend service. While weekend service
would require coordination with CSX and NS, it may be
less impactful to freight rail operations than increased
weekday operations. Weekend service should be
concentrated in two markets: (1) areas where large
numbers of service workers reside, who would benefit
from weekend service that matches their work schedule,
and (2) the Brunswick Line, where weekend service would
serve recreational demand along the C&O Canal, the
Appalachian Trail, Western Maryland, and West Virginia.

A challenging, but potentially transformative, opportunity
would be the piloting of daily run-through service, as will
be discussed further in the Stepping Stones section.

Where We Can Start

The most critical first step for MARC and VRE, in
coordination with others like the District Department
of Transportation (DDOT), the Virginia Department

of Rail and Public Transportation (DRPT), and the
Virginia Passenger Rail Authority (VPRA) is to develop
a Memorandum of Understanding (MOU) to establish
a convening for the agencies to substantively advance
coordinated planning onissues such as run-through
regional rail service for MARC and VRE, capital
investments and broader joint procurement strategies.
Two additional planning considerations will set the
direction of the Vision and will need to be evaluated in
this phase. First, the First Street Tunnel owned by Amtrak
remains a potential bottleneck for long-term service
improvements. Second, a construction-period service
plan for the 2025-2045 period must be developed, when
major elements of the regional network are expected
to be affected by improvement projects, including the
B&P Tunnel project, Washington Union Station (WUS)
Expansion Project, and Long Bridge. See the Five-Year
Action Plan for more information.



PHASE 2: EXPAND (<3)

In this phase, the major Northern Virginia projects will be
completed, opening up a four-track corridor south of WUS.

STATUS OF KEY INFRASTRUCTURE

BY END OF PHASE
Crystal City, Alexandria Station COMPLETE
Improvements
AF2RO Fourth Track Project* COMPLETE
Long Bridge COMPLETE
LEnfant Station and DC Fourth Track COMPLETE
Penn Line Signal and Interlocking COMPLETE
B&P Tunnel COMPLETE
Washington Union Station Expansion IN CONSTRUCTION
Added Storage & Service Facilities IN CONSTRUCTION
First Street Tunnel IN DESIGN
Brunswick & Camden Line Third Tracks  INPLANNING

Service Opportunities

With the completion of a four-track corridor from Union
Station to Alexandria, service south of Union Station could
expand substantially. As further detailed in the Stepping
Stones section, MARC run-through service to Northern
Virginia could move beyond a pilot in this phase with MARC
equipment running south.

Simultaneously, traditional VRE service could expand
to provide more all-day, seven-days a week service.

10

Securing increased service will require coordination with
VPRA/DRPT and other rail partners. When combined

with continued increases in Amtrak service under the

TRV program, passengers would be able to access

more competitive service that begins to fill in the gaps

in midday, night, and weekend periods, providing near
hourly connections between the District and Richmond.
Depending on strategies to manage rail congestion at WUS,
some increased MARC run-through service may terminate
at UEnfant, already VRE’s top destination.

Where We Can Start

The east side, or lower level, of the WUS terminal,

which primarily serves trains that run through the
station to the Northeast and Southeast corridors, is
constrained today due to the existing track layout.

The Subbasement Structural Replacement Project

will be under construction in this phase and would
address some of the east side track constraints at WUS.
However, this project may constrain increased service
through the station in the short-term. Additionally,
without strategic coordination between the region’s

rail agencies, run-through service of MARC and VRE
trains could be severely delayed until 2040 or later

when the WUS modernization and expansion project is
complete. To overcome track constraints at WUS, VRE,
MARC, DDOT, and Amtrak should work with the Federal
Railroad Administration to develop an operating plan
that allows these movements across tracks to occur while
construction commences on the station projects. As part
of this plan, MARC and VRE should evaluate whether run-
through could reduce equipment storage pressures at
WUS and elsewhere in the MARC and VRE systems, and
better manage construction period operations by moving
trains through the station terminal, versus having to back
track into yards or storage facilities.
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A key element of this plan will be the completion of the
VRE Midday Storage Yard near WUS. Moving out of the
existing yards into the storage facility will aid in more
effective run-through service and better construction
outcomes at WUS.

MARC and VRE should work toward a shared
understanding of their fleet plans to facilitate a more
flexible, regionwide approach. See the section on Shared
Planning, Project Development and Procurement Strategies
for more.
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Virginia needs to take further steps to guarantee
additional service levels above the TRV program during
this phase of the Vision. While the capital investments
included in the TRV planning are substantial, once Long
Bridge is complete, Virginia should make sure that it is
filled to capacity with new service for residents as close
to Day One as possible. Maryland should work to realize
the 8 daily MARC run-through trips identified in the
planning for the Long Bridge project as close to 2030, too.
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PHASE 3: REALIZE

In this phase, major regional megaprojects and long-
term service programs would come online, including
planned but not currently programmed elements of the
TRV initiative. This phase represents the limit of the
region’s current plans. As shown in the sections that
follow, it also represents the costliest period of capital
expenditures in the Vision timeline as the revamping of
major infrastructure would bring substantial, and largely
unfunded, costs.

STATUS OF KEY INFRASTRUCTURE

BY END OF PHASE
Crystal City, Alexandria Station COMPLETE
Improvements
AF2RO Fourth Track Project® COMPLETE
Long Bridge COMPLETE
LEnfant Station and DC Fourth Track COMPLETE
Penn Line Signal and Interlocking COMPLETE
B&P Tunnel COMPLETE
Washington Union Station Expansion COMPLETE
Added Storage & Service Facilities COMPLETE
First Street Tunnel IN CONSTRUCTION
Brunswick & Camden Line Third Tracks 1N DESIGN
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Service Opportunities

In this phase, the service plans envisioned by state

rail plans, WUS Expansion, DC2RVA, Long Bridge,

and B&P could be realized. That includes near all-day
bidirectional service on all lines, and increased weekend
service. Achieving these service levels will require
further coordination among operators. While these
improvements would bring the region close to a true,
world-class regional rail network, filling in the gaps
detailed in the final Transform section will be critical.

Where We Can Start

This phase of the Vision can only be realized if the
linchpin megaprojects that are currently physical
barriers to progress are delivered. WUS expansion is
one megaproject that requires multiple steps before

it becomes a reality. Regional leaders, beyond just
operators and owners, need to advocate for the
advancement of this and other projects, as well as the
development of funding streams to support them. These
projects must be advanced in ways that maximize their
transportation value and ability to increase service
levels. As discussed in the Funding and Financing section,
existing and new regional and federal funding sources
will be critical to making these projects a reality.

The Brunswick Line and Camden Line third tracks, which
are essential for greater service on those lines, will have
not been substantively advanced at this point. Design
and construction will need to be in motion by the end

of this phase for the needed transformations to occur.
Planning should commence on those projects now to
ready them for further funding and development.



PHASE 4: TRANSFORM

This phase covers activities and projects that are not
yet included in ongoing regional planning but are critical
to the Vision’s full implementation. As shown below,

the focus of this phase is less infrastructure-heavy

than the previous planning phases, and more focused
on service expansion and regional integration to meet
the infrastructure investment levels. Yet, key projects
will come online during the Transform phase to enable
seamless integration of the region’s rail network,
including:

—> Brunswick, Camden Run-Through Solutions.
Additional capacity at WUS, including the
utilization of level boarding (high-level platforms)
and sufficient track infrastructure, will permit full
Brunswick and Camden run-through to Northern
Virginia, and vice versa.

First Street Tunnel Improvements. Ventilation,
signal capacity, and other improvements to this
critical link are needed to meet long-term service
needs.

Short-Turn Storage Yard in Virginia. A storage yard
in Alexandria is needed to facilitate a higher-level
of turn-back service and run-through services in
the region’s core.

Service Opportunities

The service opportunities associated with this plan

are described in the Schedule section below. In

all, the Vision’s planned schedule would permit a
fundamental transformation of regional rail into an
all-day, bidirectional, cross-region service that best
achieves the Rail Vision’s goals to: (1) expand regional
economic competitiveness and coordination; (2) ensure
inclusive growth; and (3) expand access to moderate and
affordable housing.

Where We Can Start

Realization of this phase of the Vision depends

on a commitment to ramping up service levels far
beyond current levels. Doing so requires planning to
incrementally build operating funds to support those
levels, in addition to increases to capital investments.
The introduction of potentially less-profitable services,
like off-peak or weekend service, is likely to require
relaxation of Virginia’s farebox recovery policies, as
discussed further in the Funding and Financing section.
A truly coordinated and competitive Capital Region
rail system depends on balanced and sustained all-day
ridership. Such ridership depends on balanced, transit-
oriented land use across the region. The Land Use and
TOD section describes how local jurisdictions and rail
operators can make this a reality.
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KEY COMPONENT #2:
SERVICE SCHEDULE

A fundamental piece of the Capital Region Rail Vision that transforms traditional commuter rail into
regional rail is the service schedule. Commuter rail has lost proportionally more riders than any

other transit service during the pandemic. The reason is clear: the current 9-to-5 service pattern
primarily meets the needs of a traditional office worker, most of whom can work from home. Even as
some commuters begin to return to the office once herd immunity is reached, the question of how to
broaden the base of commuter rail riders remains relevant, especially given potential long-term shifts
towards remote work.® The Vision’s schedule approach plans for all-day service patterns meant to meet
the needs of a larger and more diverse ridership that is more representative of the Capital Region’s
residents and families.

As part of the schedule planning, two service areas were developed, including:

The Core: This territory represents the market poised to receive higher levels of
service from the Vision due to density of land use and higher baseline demand.

Penn Line: Baltimore Penn Station-WUS
Camden Line: Baltimore Camden Station-WUS
Brunswick Line: Frederick—WUS

Manassas/Fredericksburg Line: Alexandria-WUS

Outside the Core: This territory represents the existing service area not included

2 . inthecore service area: Martinsburg to Point of Rocks; Perryville to Baltimore;
Spotsylvania to Alexandria; and Broad Run to Alexandria. In the future, this service
territory may include Newark, DE and Western Maryland.

14



TABLE 1: VISION’S 2045 SERVICE SCHEDULE

PEAK PEAK RUN-
FREQUENCY, FREQUENCY, THROUGH
PEAK OFF-PEAK ALL-DAY FREQUENCY
SERVICE AREA SERVICE SPAN DIRECTION DIRECTION FREQUENCY (PEAK)
5 AM— . . . .
The Core . 15 mins 15 mins 30-60 mins 15-60 mins
Midnight
Brunswick (Frederick—WUS) > AMP_l\:lAO 15 mins 15 mins 30 mins 60 mins
Camden 5AM -
15 mi 15 mi 60 mi 60 mi
(entirely within Core) Midnight mins mins mins mins
. 5AM - . . . .
Penn (Baltimore—WUS) L 15 mins 15 mins 30 mins 30 mins
Midnight
Fredericksburg 6 AM -
15 mi 15 mi 15 mi 15 mi
(Alexandria—WUS) Midnight > mins > mins > mins > mins
. 6 AM - . . . .
Manassas (Alexandria—WUS) - 15 mins 15 mins 15 mins 15 mins
Midnight
Outside the Core 5AM—10PM 30 mins 60 mins 60 mins 30-60 mins
Brunswick 6AM—10PM | 30 mins 30 mins 60 mins Core onl
(Martinsburg—Point of Rocks) Y
. . 4:30 AM - . . . .
Penn (Perryville—Baltimore) 10:30 PM 20-30 mins 20-30 mins 60 mins 60 mins
Fredericksburg 5AM-10:30 . . . .
30 60 60 30
(Spotsylvania—Alexandria) PM mins mins mins mins
Manassas 5AM-10:30
30 mi 60 mi 60 mi 30 mi
(Broad Run—Alexandria) PM mins mins mins mins

15



A service pattern like the Vision’s allows regional rail which lowers ridership demand overall and economic

to be a viable transportation option for more people. demand near rail stations. The Vision service pattern, in
With only current peak-oriented service patterns, the contrast, would provide a competitive level of service for
region’s commuter rail cannot reasonably compete with diverse users who cannot or would not use today’s rail
car transportation for a majority of trips, particularly for  network.

suburban and exurban commuters or off-peak travelers,

The Vision's service schedule fundamentally transforms
commuter rail into regional rail.
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KEY COMPONENT #3:
CAPITAL INVESTMENT

While the Vision’s capital investment level may seem large
at first pass, the plan represents a highly capital efficient
use of public dollars, most of which is already included in
existing transportation plans for the region.

To realize the Vision, the Capital Region will need to implement a series of capital projects. Some of

these projects have been the subject of intense planning and are already funded. Others are much

further from completion. The Vision’s accompanying Economic Impact Brief documents the economic

benefits of making these capital investments, including estimates that the Vision will lead to over
$40 billion ($2020) in gross economic output for the region that can support upwards of 200,000

jobs in worker-years.

The following tables present the Vision’s planned fleet
and physical infrastructure investments. In all, the
capital investments needed total nearly $23 billion, with
additional state of good repair investments expected
over time. As shown in the Realize and Transform phases,
fully implementing an integrated regional rail system
includes a very heavy infrastructure investment period,
followed by a period of more modest capital investment
where, as shown in Key Component #4: Operating
Expenses, operating costs are expected to increase with
improved service levels.

A key piece of the required capital infrastructure is the
need for additional rail locomotives and cars (fleet). The
table below outlines assumptions regarding the need for
alarger fleet. While the region’s existing service plans
require substantial increases in fleet size, the Vision
largely makes use of the already planned-for rolling stock
and uses it more efficiently throughout the entire day
and across the region, as indicated by the substantially
greater change in service miles and hours than overall
vehicles. This Vision will benefit from a regional fleet
that can meet the mix of high and low platforms in the
region efficiently and flexibly.

17



TABLE 2: RAIL VISION’S NEEDED CAPITAL INVESTMENTS (IN MILLIONS, $2020)

LAUNCH TRANSFORM

(CURRENT CAPITAL EXPAND REALIZE (ADDT'L TO

INVESTMENT PLANS, (PLANNED (PLANNED CURRENT PLANS,

2020-2035) THROUGH 2035) THROUGH 2045) THROUGH 2045)
Rail infrastructure $356 $8,359 $4,267 $781 $13,762
Station improvements $376 $338 $6,064 $100 $6,878
Fleet investments’ $34 $126 $127 $0 $287
Additional Facilities $330 $195 $184 $320 $1,029
State of Good Repair $1,009* N/A N/A N/A $1,009
Total $2,104 $9,017 $10,642 $1,201 $22,964

Data source: WSP Analysis based on MARC Growth and Investment Plan Update 2013 to 2050 and the VRE Transit Development Plan FY 2020—2025.

Totals may not sum due to rounding.

*Monetary figures past 2035 will depend on basic infrastructure investments needed to keep regional assets at a State of Good Repair, but is not currently identified.

TABLE 3: FUTURE FLEET NEEDS

TOTAL PROPOSED
FLEET STATISTICS IN VISION TOTAL EXISTING CHANGE % CHANGE
Maximum Vehicles in Service 496 258 238 92%
Train Miles 5,849,723 966,897 4,882,826 505%
Train Hours 161,472 27,987 133,485 477%

While the Vision’s capital investment level may seem
large at first pass, the plan represents a highly capital
efficient use of public dollars, most of which is included
in existing transportation plans for the region. First, it
takes advantage of existing infrastructure—these rail
routes are established, reducing right of way (ROW)
investment needs and environmental consequences.
Second, the service levels that these capital investments
permit allow for more effective use of rail cars and the

18

rail infrastructure itself. That ensures that the region

can generate higher rates of return from its investments,
not to mention benefits like time savings for travelers,
lower transportation emissions, and improved access

to key destinations. It is not just regional rail riders

who will benefit from these investments. The Vision's
improvements will enhance Amtrak’s intercity rail service
throughout the region and provide its riders great benefit
from these forward-looking investments.



KEY COMPONENT #4:
OPERATING EXPENSES

Operating the level of service envisioned by the plan will require additional operating expenditures.

These costs will generate additional riders, as discussed in the Ridership and Farebox Recovery

section below. Today, VRE and MARC have two substantially different cost structures. The table

below compares estimates to operate Vision level service with the costs for current MARC and

VRE service levels, and those included the region’s existing long-range rail plans. More details are

provided in Appendix B.

As shown in the following table, at full Vision operations,
annual operating costs would incrementally increase
over the next 25-years as new service is added. By 2045,
the incremental annual operating cost above current
service plans would reach $653 million, totaling $897
million annually in total operating expenditures.

While these operating cost estimates reflect
areasonable approximation based on current

operating practices, a more integrated and connected
regional rail network could bring additional operating
efficiencies. As discussed throughout this Technical
Report, shared procurements and integrated operational
plans could help deliver additional service more cost-
effectively.

TABLE 4: CURRENT AND VISION-LEVEL ANNUAL
OPERATING EXPENDITURES

OPERATING ANNUAL COST AT FULL

EXPENSE OPERATIONS
CATEGORY (IN MILLIONS, $2020)

Current MARC + VRE
Operating Expenditures

$245

Incremental Annual Cost
(vs. Existing Operating $653
Expenditures)

Total Operating Expenditures
at Full Vision Operation $897

Data source: VHB Analysis
Totals may not sum due to rounding
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KEY COMPONENT #5:
RIDERSHIP AND FAREBOX
RECOVERY

Ridership

The Vision planning included a high-level estimate of ridership and farebox recovery, described in
detail in Appendix C. Based on the Technical Report’s approach, approximately 100,000 to 146,000
daily riders would make use of the Capital Region Vision's rail network, an increase of 125% over

existing conditions.

Farebox Recovery

Informed by the above ridership estimate, the Vision estimates farebox recovery for the future

regional rail network. Due to the introduction of off- and bidirectional-peak service, regional

farebox recovery would decline from 41% to 31%, while overall revenues would increase from $97

million to $269 million.

To allow for the operating flexibility to serve weekends
and off-peak riders, many of whom are likely to be more
diverse racially and by income than existing riders, both
Maryland and Virginia will need to lower expectations
(and in some cases, laws)® regarding farebox recovery.

While the Vision would require a substantial increase
in operating expenditures, the dollars invested would
result in meaningful improvements in the usefulness
of the service for more residents and employers across
the region. At this stage, it is challenging to model the

20

potentially transformative impact that Vision service
could have on ridership and how people move about

the region. One would have been hard-pressed to
accurately estimate WMATA ridership in 1966, and the
region stands at a similar moment with the future of
this system. Furthermore, these investments should be
seen as an investment in the Vision’s key regional goals
to enhance economic development, promote inclusive
growth, and increase access to moderate and affordable
housing.
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STRATEGIES
TO OVERCOME
BARRIERS



The region’s major wins show us that we can achieve
transformative outcomes when we align and work together
to deliver results.

Key to achieving the Vision is the region’s ability to overcome critical barriers that, if left
unaddressed, will limit the region’s return on its capital and operating investments. Fortunately,

the region has shown the unity needed to deliver transformative outcomes that we can build from.
From the historic deal between Maryland, the District, and Virginia in 2018 to dedicate $500
million per year to recapitalize WMATA's transit system to the 2019 historic Capital Beltway Accord
between Maryland and Virginia, the region’s major wins show us that we can achieve transformative
outcomes when we align and work together to deliver results. We will need regional execution on
the following six strategies to allow us to realize the Vision’s full benefits:

—> STRATEGY #1: Enhanced Regional Coordination

—> STRATEGY #2: Shared Planning, Project Development & Procurement
Strategies

—> STRATEGY #3: Integrated Fare and Mobility Policies

—> STRATEGY #4: Harmonized Run-Through Brand

—> STRATEGY #5: Funding and Financing

—> STRATEGY #6: Land Use and Transit-Oriented Development

22



STRATEGY #1.:
ENHANCED REGIONAL
COORDINATION

To date, there is no ongoing regional coordinating table
between the essential actors of the regional rail network—
MDOT, DDOT, VPRA/DRPT, MARC, VRE, Amtrak, and the

host railroads.

Underpinning the Vision’s success is a shared commitment from the region’s elected officials and

rail operators to better coordinate planning and operations. Today, oversight structures and cost-

sharing arrangements vary significantly between MARC and VRE. This discrepancy is largely a

function of the difference between Maryland’s centralized administrative and funding structure and

Virginia's tendency to govern through commissions and authorities—state, regional and local.

To date, there is no ongoing regional coordinating
table between the essential actors of the regional

rail network—MDOT, DDOT, VPRA/DRPT, MARC,
VRE, Amtrak, and the host railroads. Staff from these
agencies communicate regularly through other venues
(e.g., metropolitan planning organization (MPQO)
meetings, Northeast Corridor Commission meetings,
etc.) and at times coordinate on key studies or projects

(e.g.,, MWCOG's Market Assessment & Technical
Feasibility for VRE-MARC Run through Service, WUS
environmental impact statement (EIS), etc.), but this level
of coordination is inadequate to successfully transform
the region’s rail network. A sustained, predictable
coordinating table is needed to plan for a more coherent,
competitive, and integrated rail network that is called for
in this Vision.
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EXISTING CONDITIONS

MARC and VRE share governance similarities and differences that, through incremental steps,
should become more aligned over the Vision's 25-year horizon. These include:

TABLE 5: COMPARISON OF MARC AND VRE OPERATIONS

Commitment from elected leaders to predictably fund Decision-making/Ownership
annual operations )
MARC—Maryland Department of Transportation,

MARC FY2018 Operating/Capital Budget - with limited oversight from General Assembly
$161M/$93M VRE—Local jurisdiction elected officials via VRE
VRE FY2018 Operating/Capital Budget - $79M/$23M Operations Board, NVTC and PRTC

Ambitious long-range plans to expand service within Capital and Operating Funding/ Financing*

each service area MARC—Funding and debt is primarily supported by

MARC Cornerstone Plan with 2045 horizon Maryland’s Transportation Trust Fund
VRE System Plan with 2040 horizon + VRE—Funding is supported through state and local aid,

including regional transportation revenues through
NVTA, and debt is issued through NVTC and PRTC

*Share similarities in federal aid, farebox receipts
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TARGET OUTCOMES

The lack of predictable and sustained system level coordination between the main players of the

regional rail network, left unaddressed, will impair the region’s successful implementation of this Vision

and the achievement of its many benefits. The cornerstone of improving regional rail coordination is

the establishment of a coordinating venue for the region’s essential rail actors to execute the Vision's

Five-Year Action Plan—a venue that allows predictable coordination and strategic execution of cross-

cutting planning efforts. This should be the venue that studies and helps identify the optimal approach to

greatly enhance coordinated planning, funding, financing, operating and management of the region’s rail

network.

FIVE-YEAR ACTION PLAN

1.

Establish a Capital Region Rail Coordinating Convening (CRRCC). Through an MOU,
establish a regular convening body between MDOT/MARC, VRE, DDOT, and VPRA/DRPT
to coordinate plans and investments. See Appendix A for the potential elements of a
successful MOU.

2.

Use the (CRRCC) to advance the key policy and operational decisions identified

in this Vision. Coordinating with the region’s rail leaders, develop shared strategies and
expectations to overcome key barriers included in this section (e.g., procurement strategy,
integrated fare technology and ticketing).

Use the (CRRCC) to coordinate on and oversee run-through service once it launches.
Once run-through service launches through a pilot and more permanent service, the
CRRCC can expand to effectively coordinate operations and marketing for the new
service.
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STRATEGY #2: SHARED PLANNING,
PROJECT DEVELOPMENT &
PROCUREMENT STRATEGIES

The effectiveness of our region’s rail system is dependent
on how each state and rail agency delivers and utilizes its
contracts, fleets, operators, and infrastructure.

A variety of Capital Region rail decision-makers manage their operations differently, and the assets

are agency specific rather than cross-jurisdictional. As a result, services are only incidentally

coordinated between the different operators. While the process is consistent with their current

charters and mission, it leads to state-centric passenger rail service plans, investments, and

development rather than coordinating to develop a more harmonized regional rail network planned

for in this Vision.

Amtrak and state partners already provide a useful
intercity service that connects the Capital Region’s cities
between Baltimore and Richmond and to points beyond.
There are also examples of regional coordination between
rail agencies, typically on a project specific basis. For
example, Virginia and Amtrak are planning to substantially
expand service and shorten WUS “dwell times” (the
amount of time a train consumes while stopped at a
station) through acquisition of technologically advanced
rail equipment that will provide enhanced service levels
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in Virginia approaching those found on the Northeast
Corridor between Washington, New York, and Boston.

It is the gap in through service and coordinated, high-
frequency regional rail service for the local market
stations, and the lack of more harmonized rail services
that the Vision addresses. With an increased number

of trips, ridership, and investments, a harmonized joint
procurement and project delivery strategy could produce
greater regional gains in rail travel.



EXISTING CONDITIONS

In 2019, MARC and VRE carried over 13.5 million riders.” Amtrak service in Virginia is expected to

grow substantially, made possible through a $3.7 billion agreement between the Commonwealth
of Virginia and CSX Transportation to invest in new infrastructure through the TRV program. Both
MARC and VRE operate over a mix of infrastructure and use multiple discrete rail car designs
tailored to meet each operator’s specific physical and operational requirements to provide service.
These differences include varying platform height standards, station accessibility standards,
restrictive horizontal and vertical clearances, electrification, varying signal and train control
systems, and car fleet storage yards configured to service and maintain specific equipment

types. Operationally, having a divided system creates equipment utilization and station platform
occupancy inefficiencies. For passengers, it limits the number of destinations one can reach without
having to change trains or modes. The section below outlines potential procurement steps for both
agencies to harmonize the multiple rail decisions needed to advance the Vision.

Operationally, having a divided system creates equipment
utilization and station platform occupancy inefficiencies.
For passengers, it limits the number of destinations one can
reach without having to change trains or modes.
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HARMONIZING THE REGION'S RAIL NETWORK

Integrated regional rail service requires the cooperation of many state and local entities, sufficient

funding, and procurement strategies to achieve a true regional rail system. To create a cross-

regional run-through system, agencies must adopt strategies that help reduce costs, which includes

joint procurement efforts when appropriate.

A shared procurement strategy should consider such
opportunities as rolling stock, rail infrastructure (rail,
stations, and power), and administrative functions
(professional and supervisory staff or back office
functions). It is anticipated that using these shared
procurement structures to harmonize the region’s rail
system will provide efficiencies and enhanced purchasing
power in making the large upfront investments
envisioned in the program.

Having a unified Capital Region coordinating venue in
place, as described in the Enhanced Regional Coordination
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section, could also allow for a more innovative
procurement approach. A joint purchasing program
would enhance the public procurement value by allowing
for combined RFI and RFP contract creation and product
delivery, reduced administrative costs, and greater
negotiating power which can lead to lower vendor prices.
In addition,