[image: image1.png]1-95 CORRIDOR
@vA DN




I-95 CORRIDOR COALITION

YEAR 11

SCOPE OF WORK FORM

Project Title: 
Northeast Rail Operations (NEROps) Study

Project Code:
2-11-5C

Coalition Funding Amount:
$150,000

Program Track:
5 (Intermodal Movement of People and Goods)

Program Year:

11

SECTION A – BACKGROUND

The Northeast Rail Operations Study (NEROps) study is a follow-on study to the Mid-Atlantic Rail Operations Study (MAROps), which was completed in 2002.  The MAROps Study examined the transportation system in the Mid-Atlantic states (New Jersey, Pennsylvania, Delaware, Maryland, and Virginia) and found a rail network with the potential to carry more freight and passengers, but constricted by major network choke points.  The I-95 Corridor Coalition, the five states, and the railroads worked together to develop a consensus program of 71 rail infrastructure and information-technology improvements to be implemented over 20 years.  

The states and the railroads agreed that a network-level, regional rail program was mandatory because choke points in one state affected service performance in several other states; moreover, the costs, benefits, and risks were unevenly distributed among the states and railroads.  The study concluded that a regional rail improvement program would serve a public purpose by helping to relieve freight-truck pressure on the region’s highway system and meeting the region’s social, economic, and quality-of-life needs.  

A key recommendation of the study was that the Coalition work with its members and other interested organizations to undertake a comparable assessment of rail issues and needs in New York State (including East of the Hudson), New England, and Atlantic Canada.  An assessment of rail issues and needs in the Northeast is important, as choke points in the Northeast can have impacts on rail operations in the Mid-Atlantic and vice versa.   This NEROps project will address the recommendation in the MAROps study and lead to a more comprehensive understanding of freight and passenger rail trends, issues, and constraints in the Coalition region.

Objective

The objective of this NEROps study is to lay the groundwork for the development a regional rail improvement program that will identify and make recommendations to  eliminate key rail choke points— physical, operational, and information-system—in the Northeast states (Maine, New Hampshire, Vermont, New York, Massachusetts, Connecticut, and Rhode Island) thereby increasing freight-rail and passenger-rail service capacity and relieving congestion on the rail, highway, and air systems.    This study will describe the trends and issues affecting freight movements and freight and passenger rail transportation in the NEROps region; describe current and future demand for rail transportation; and identify key physical, operational, and communications chokepoints that hinder rail transportation efficiency in the region. 

Approach

The approach to this project will be modeled on the approach to the MAROps study, but will study the rail network in New York and the New England states (Maine, New Hampshire, Vermont, Massachusetts, Connecticut, and Rhode Island).  Like the MAROps study, it will describe the current and future demand for freight and passenger rail service in the region as well as examine the current and planned supply of freight and passenger rail service.  The study will also identify key chokepoints and operating and capacity constraints caused by inadequate infrastructure, conflicting operational requirements, or incompatible information systems.  While modeled on the MAROps approach, the approach to this study will be adapted to reflect the rail operating environment of the Northeast U.S., which includes several unique characteristics when compared to the Mid-Atlantic region:

· The region is more reliant on regional and shortline freight railroads.  Unlike the Mid-Atlantic region, which is served by two Class I railroads (NS and CSX), freight rail in the Northeast is more reliant on Regional and Shortline railroads.  CSX railroad serves Connecticut, Massachusetts, and New York and Norfolk Southern also operates in New York.  However, there is no direct Class I service to and from Northern New England (Maine, New Hampshire, and Vermont), although Class I service can be accessed through interline agreements.  Regional and shortline railroads have unique infrastructure, operational, and information technology constraints that were not fully addressed in the MAROps study.  

· The region is served by many intercity regional and commuter passenger railroads.  The NEROps region includes several urbanized areas with significant regional and commuter passenger rail activity.  Examples include the Metro-North Railroad in New York and Connecticut, the Massachusetts Bay Transportation Authority Commuter Railroad in the Boston metropolitan area, the Long Island Railroad, and Amtrak’s Downeaster service between Boston and Portland, Maine.  Many of these railroads share infrastructure with freight railroads in the region, complicating freight and passenger movements.
· Cross-border operations are more significant.  The United States and Canada are each other’s largest trading partner, swapping goods valued at over $300 billion in 2003.
  Although total trade between the two countries has recently decreased, due primarily to the residual effects of the September 11th attacks and recent economic slump, trade has grown by over 50 percent since 1995 and is expected to continue growing over the next several decades.
  A significant amount of cross-border trade occurs by rail and the value of rail traffic traveling between the two countries has grown by over 10 percent since 1995.  Cross-border freight rail operations are much more significant in the NEROps region, which is home to three major border states: Maine, Vermont, and New York.  These three states handled over 20 percent of rail freight traffic across the entire US-Canada border.   The impacts of these cross-border operations, along with relationships with Canadian rail carriers (Canadian National and Canadian Pacific), must be addressed in the NEROps study.

· There are more regional stakeholders.  Potential NEROps stakeholders include seven states, six Class I or Regional railroads, and 12 international border crossings that currently handle cross-border rail freight.  As discussed above, the Canadian rail carriers are also potential stakeholders in the study.  It may be difficult to engage such a large group of stakeholders and develop consensus on the development of strategies to address the region’s rail network.    

SECTION B – TASKS AND DELIVERABLES

Task 1 Title: 
Identify Stakeholders
Task 1 Description:

The objective of this task is to identify the freight and passenger rail stakeholders in the region and develop a project steering committee.  The task will start with the recruitment of volunteers from the seven Northeast states to serve as state representatives on the project steering committee.  Once the state representatives are identified, the project team will work with this group to identify the appropriate railroad members of the project steering committee and recruit interested participants.

Task 1 Work Steps:

1.1  Identify state representatives for NEROps Steering Committee.  We will work with I-95 Corridor Coalition staff, sponsoring agency staff, and existing IMPTC members to identify and recruit state representatives to the NEROps Steering Committee.  We will prepare a formal letter to request that state DOTs formally appoint a representative to this committee.  While the Steering Committee will eventually include representatives from states, railroads, and other stakeholders, initial outreach efforts will focus on state representatives.

1.2  Convene initial meeting.  Once the state representatives to the NEROps Steering Committee are identified, we will work with I-95 Corridor Coalition staff to convene a meeting of this group.  Purpose of the meeting is to introduce members of the committee, provide an overview of the project, and discuss project scope.  

1.3  Identify railroad representatives for NEROps Steering Committee.  We will work with the state representatives of the NEROps Steering Committee to identify the appropriate railroads and other stakeholders that should be invited to join the Steering Committee.  Specific task items include:

· Work with state representatives to identify railroad participants.  It is important to work with state DOT representatives to identify and engage railroad participants, as DOT/railroad relationships vary from state to state across the region.  We will assist state representatives in reaching out to potential railroad participants and engaging them in the process by providing background and briefing materials, as necessary.

· Schedule and hold regional briefings.  To minimize logistical costs and encourage participation by railroad representatives, we will schedule and hold regional briefings with state DOT and railroad participants across the study area.   Five regional briefings will be held: Maine; New Hampshire/Vermont; New York; Massachusetts; and Rhode Island/Connecticut.  Initial briefings will provide an introduction to the Coalition and an overview of the project approach and will be designed to encourage continued participation by the railroads in the process.  The study team will work closely with state representatives in scheduling and preparing materials for these briefings.  Additional regional briefings may be scheduled throughout the remainder of the project, as necessary.

1.4  Schedule additional Steering Committee meeting(s).  We will work with Steering Committee members and the I-95 Corridor Coalition to schedule meetings of the full group, as appropriate, to review work products or to discuss specific project issues.  We will make attempts to schedule Steering Committee meetings to coincide with other  meetings, such as the AASHTO’s Standing Committee on Rail Transportation, New England Railroad Club, I-95 Corridor Coalition Intermodal Program Track, or others. 

Task 1 Deliverables:
The deliverables for this task are a NEROps Steering Committee and a schedule of Steering Committee meetings.

Task 2 Title:  
Describe Trends and Issues

Task 2 Description:

The objective of this task is to describe the trends and issues that are shaping freight movements and freight and passenger rail transportation in the region.  Using available materials, the project team will describe the NEROps study region, its economy, and its transportation system, focusing on freight movements and the freight and passenger rail transportation system.  The broad trends and issues shaping freight movement and the transportation systems in the region will be described from three perspectives: markets/logistics (demand); carriers/transportation systems (supply); and public policy.   

Task 2 Work Steps: 

2.1  Identify and collect data/information.  We will identify and collect data and information with which to summarize the trends and issues facing freight movements, the economy, and freight and passenger rail service in the region.  Potential sources include FHWA Freight Analysis Framework (FAF) Theme Papers; AASHTO’s Freight Rail Bottom Line Report; recent and on-going Statewide Rail Plans, Commuter Rail Plans and Studies, and Freight Plans; and other sources identified by the NEROps Steering Committee.  

2.2  Summarize trends and issues.  We will review the data and information collected in task 2.1 and summarize the trends and issues shaping freight movement and the transportation systems from three perspectives: markets/logistics (demand); carriers/transportation systems (supply); and public policy.  The study team will look at a broad range of freight, economic, policy, and transportation trends, with a focus on how these trends may affect rail transportation in the region and generally. Of particular interest will be the identification of existing rail funding sources available from the public sector; their ability to finance rail improvements (which can require significant capital outlays); and examples of how these issues have been addressed nationally, regionally, and by states.

2.3  Identify current rail infrastructure and/or operational improvement projects, as well as programmed or planned initiatives in the study region.  Several of the states in the NEROps region have identified infrastructure and/or operational improvement projects as part of their long-range transportation plans or other planning efforts.  Railroads in the region may have identified similar improvements as part of their long-range plans.  Understanding these improvements may facilitate the identification of regional chokepoints in Task 4.  The study team will identify and describe these improvements as part of this task.
2.4  Prepare maps.  We will prepare maps describing the transportation system of the NEROps Study region.  These maps will focus on the region’s rail system, but will include information on the region’s other transportation infrastructure, particularly its highway system.  Maps will be developed using existing data sources available from the Bureau of Transportation Statistics, the Association of American Railroads, and other sources.  These maps will be provided to the Steering Committee to verify accuracy and will be used in the draft and final reports.

2.5 Prepare technical memorandum.  We will prepare a technical memorandum summarizing the transportation and economic profile of the NEROps study region, markets/logistics (demand), carriers/transportation systems (supply), and public policy trends affecting freight movements and freight and passenger rail transportation in the region.

Task 2 Deliverables:

The deliverable for this task is a technical memorandum summarizing the transportation and economic profile of the NEROps study region, markets/logistics (demand), carriers/transportation systems (supply), and public policy trends affecting freight movements and freight and passenger rail transportation in the region.

Task 3 Title:  
Describe Current and Future Demand
Task 3 Description:

The objective of this task is to describe the current and future demand for rail service in the NEROps region.  Demand will be described at three points in time: 2000 (current); 2010 (mid-term); and 2020 (long-term).  As there are no comprehensive and consistent travel demand forecasts for the region, the project team will rely heavily on existing federal data and information (i.e., Freight Analysis Framework (FAF), Commodity Flow Survey (CFS), and other sources) and state and railroad-specific data provided by the NEROps Project Steering Committee. 

The level of detail varies considerably among these sources.  The project team will work closely with the NEROps Project Steering Committee to organize this collage of demand information to serve the key needs of the study, which are to paint a comprehensive overview of freight flows along the corridor and show the impact of future growth on major rail choke points in the region.

Task 3 Work Steps:

3.1 Identify and collect data and forecasts.  We will first collect available data and forecasts describing current and future demand for passenger and freight rail service in the NEROps region.  Sources include FHWA’s Freight Analysis Framework (FAF), the Bureau of Transportation Statistics’ Commodity Flow Survey (CFS), freight flow data and forecasts (provided by the freight railroads), intercity passenger flow data (provided by Amtrak and regional commuter railroads), port traffic flows for major ports in the region, and FHWA Highway Performance Monitoring System (HPMS) estimates and state DOT highway flow data and forecasts for interstate highways, other selected National Highway System routes, and intermodal connectors.

3.2  Organize and summarize information. We will review the data and information collected in task 3.1 and summarize current and future demand for rail transportation in the study region.  We will work closely with Steering Committee members to ensure that the demand information developed in this task is consistent with the demand projected by states and railroads operating in the region.

3.3  Convert flows to vehicles.  To the extent possible, we will convert freight flow data (in tonnage) into the appropriate rail service or truck equivalents (e.g., carloads, intermodal units, and unit trains for rail; and truckloads for truck).  Tables will be prepared summarizing the current and future freight and passenger flows by origin, destination, and current route (or most likely route) to facilitate mapping.  We will work closely with Steering Committee members to ensure that the information developed in this task is consistent with state and railroad-produced information, as available.

3.4  Prepare maps. We will prepare maps that represent the information summarized in this task.  These maps will be provided to the Steering Committee to verify accuracy and will be used in the draft and final reports.

3.5 Prepare technical memorandum.  We will prepare a technical memorandum summarizing the methodology, findings, and maps produced as part of this task.  This memorandum will be shared with Steering Committee members (at full meetings or regional briefings) and used in the draft and final reports.

Task 3 Deliverables:

The deliverable for this task is a technical memorandum summarizing methodology, key findings, and conclusion of the task. 
Task 4 Title:  
Identify Rail Choke Points
Task 4 Description:

The objective of this task is to identify the major capacity and operating constraints (i.e., choke points) to current and future freight and passenger rail service in the NEROps region.  The railroads and the participating states will be asked to identify major choke points to freight and passenger service in the corridor.  Both physical capacity constraints and operational constraints will be considered.  The focus will be on major choke points  (or clusters of choke points that together constitute a major choke point).  The project team will work closely with the railroads and the states to define major choke points.  For example, a choke point may be considered a major choke point if it impedes a high-volume of rail freight and/or passenger traffic within the region or in other regions; significantly restricts service to a major intermodal facil​ity; forces a high degree of circuitry in routing; or creates a potential safety problem.

The location of the major choke points will be mapped against the rail system.  The project team will develop a GIS (geographic information systems) database showing the major rail lines, highways, intermodal connectors, and intermodal facilities.  The database will attempt to use the U.S. DOT’s Bureau of Transportation Statistics (BTS) intermodal network map data​base to ensure compatibility with the freight demand flow data available from the FHWA.  Other potential data sources include the Surface Transportation Board (STB) Carload Waybill Sample and information available from the Federal Railroad Administration (FRA).  The project team will work with the railroads and the states to identify other readily avail​able and GIS-compatible data relevant to the study such as land use, demographic, and economic information, and rail line, terminal, and highway attributes.  The information will be collated and geo-coded (where necessary) to a common GIS base.  This data will be used to illustrate the location of transportation facilities, map freight flows, and describe choke points at various scales and levels of geographic detail.

Task 4 Work Steps:

4.1 Identify initial choke points.  We will ask the railroad and state representatives to identify major choke points to rail freight and passenger service in the corridor.  Both physical capacity constraints and operational constraints will be considered. 

4.2  Define and identify major choke points.  We will work closely with the Steering Committee to define what is meant by a “major” choke point and to identify major choke points in the study region.  Major choke points could be clusters of smaller choke points; constraints that significantly impede high volumes of freight or passenger movements within the region; constraints that force a high degree of circuitous routing or cause safety problems; or obstacles that affect the efficient movement of freight or passengers in other regions, such as the Mid-Atlantic region.  

4.3  Map major choke point locations.  The locations of major choke points identified in task 4.2 will be mapped against the rail system using GIS data and information available from the federal government, participating states, and the railroads.

4.4 Prepare technical memorandum.  We will prepare a technical memorandum summarizing the methodology, findings, and maps produced as part of this task.  This memorandum will be shared with Steering Committee members (at full meetings or regional briefings) and used in the draft and final reports.

Task 4 Deliverables:

The deliverable for this task is a technical memorandum summarizing methodology, key findings, and conclusion of the task.

Task 5 Title:  
Develop Recommendations
Task 5 Description:

The objective of this task is to list recommendations to guide the future development of strategies (i.e., sets of actions to eliminate or reduce the major choke points identified in Task 4) that will increase freight and passenger rail service capacity in the NEROps region.  If the NEROps Steering Committee quickly reaches consensus on the location and nature of the regional choke points, the project team will work with the Committee to develop specific actions and strategies for the states and the railroads to eliminate or reduce these bottlenecks.  These actions would be modeled on the short-term, mid-term, and long-term strategies developed as part of the MAROps study.  If consensus on the location and nature of regional choke points is more difficult to achieve, the project team will work with the NEROps Steering Committee to develop a set of “next steps” that could be accomplished in future phases of the NEROps study.  These next steps would include the development of  short-term, mid-term, and long-term actions to reduce or eliminate choke points and the completion of a NEROps benefits, cost, and impact assessment.

Task 5 Work Steps:

5.1  Determine appropriate approach.  As discussed above, if the Steering Committee quickly reaches consensus on the location and nature of the regional choke points, we will work with the Committee to develop specific actions and strategies for the states and the railroads to eliminate or reduce these bottlenecks.  If consensus on the location and nature of regional choke points is more difficult to achieve, the project team will work with the NEROps Steering Committee to develop a set of “next steps” that could be accomplished in future phases of the NEROps study.  We will work closely with the Steering Committee and I-95 Corridor Coalition staff to determine the most appropriate approach to take.

5.1.A  Develop actions and strategies.  If the Steering Committee quickly reaches consensus on the location and nature of the regional choke points, we will work with the Committee to develop specific actions and strategies for the states and the railroads to eliminate or reduce these bottlenecks.  These strategies will be designed to improve overall trip performance for shippers and passengers in the region.  We will work closely with the Steering Committee to develop different strategies, recognizing the differences in freight/trip types, origins and destinations, and shipper/passenger sensitivities to transit time, price, and reliability.  

5.1.B  Develop next step recommendations.  If consensus on the location and nature of regional choke points is more difficult to achieve, we will work with the Steering Committee to develop a set of “next steps” that could be accomplished in future phases of the NEROps study.  These next step recommendations will provide suggestions to the Steering Committee for how best to move forward in the future.  These could include recommendations to continue choke point analysis, conduct detailed benefits assessments, or to maintain the structure of the Steering Committee to facilitate the future discussion of regional rail issues.  

Task 5 Deliverables:

The deliverable for this task is a list of recommendations for use in the final report.

Task 6 Title:  
Prepare Draft and Final Reports
Task 6 Description:

The objective of this task is to prepare and present draft and final reports summarizing the objectives, approach, findings, conclusions, and recommendations of the study.  

Task 6 Work Steps:

6.1  Prepare draft final report.  We will prepare a draft final report and submit it to the Steering Committee and I-95 Corridor Coalition staff for review and comment.

6.2  Prepare final report.  We will incorporate the comments and feedback received from the Steering Committee and I-95 Corridor Coalition staff into a final report.

6.3  Prepare final presentation and conduct briefings.  We will synthesize the key findings and conclusions of the final report into a PowerPoint presentation.  We will present the information to the Steering Committee, the I-95 Corridor Coalition’s Intermodal Program Track, the New England Rail Club Annual Expo, and other stakeholders, as appropriate.  

Task 6 Deliverables:

The deliverables for this task include a draft final report for review by the NEROps Steering Committee, a final report that incorporates Steering Committee comments and feedback, and associated NEROps presentation materials.  
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