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A project to …
· Analyze base and future freight and passenger demand and capacity on SEROps corridors;    

· Identify project benefits to develop a prioritized list of mutually agreeable pilot projects; and

· Apply lessons learned from other multi-state rail initiatives to advance the program.
SECTION A – BACKGROUND

The Southeast Rail Operations Study (SEROps) grew out of a recommendation in the predecessor Mid-Atlantic Rail Operations Study (MAROps) that the I-95 Corridor Coalition and its partners investigate the regional rail transportation network in the Southeast as a system and identify major rail issues and opportunities.  In 2008, the SEROps Phase I Regional Profile and Summary Report documented trends in demographics, logistics, passenger rail and freight markets, and discussed implications for land use and development, air quality, accessibility and quality of life throughout the region.  In 2010, Phase IIA was initiated with the objective of identifying a set of regional rail initiatives consisting of projects of multi-state or national importance.
This project, Phase IIB, will develop basic corridor-level information on freight and passenger demand and rail infrastructure to help evaluate the potential benefits of the rail initiatives identified in Phase IIA.  Through this phase, the study team will work closely with the states and railroads to develop a short list of mutually beneficial projects to help focus ongoing multi-state planning and funding activities.  Phase IIB will also apply lessons learned from successful multi-state rail initiatives—including  the Midwest Regional Rail Initiative—to help prioritize and advance pilot projects toward implementation.
Project Objective

The objective of the SEROps Phase IIB work is to assemble basic demand and infrastructure information for each of the rail initiatives and corridors identified in Phase IIA to inform a high-level evaluation of the potential project benefits.  The results of this evaluation will help the SEROps stakeholders develop a pilot list of potential projects to help focus planning and funding efforts for multi-state initiatives.   
The project team understands the importance of developing draft results to present to SEROps stakeholders at time of the AASHTO SCORT Conference in mid-September.  The draft results will include a list of freight rail corridor projects and potential benefits to set the stage for agencies to identify pilot projects.  To achieve the task objectives on this schedule, the team will require the consistent assistance and interaction from SEROps stakeholders---the states, Amtrak, and the Class I carriers.  To that end, the project team will plan regular web conferences on a monthly basis in May, June, July and August.  Review materials will have limited turn around time for comments to maintain schedule and states will be asked to adhere to comment schedules. To assist states with providing comments, the team will be available to assist states/stakeholders with any questions and/or to facilitate gathering responses.  We recognize the other time commitments and demands of all stakeholders and will make every effort to provide materials for webcasts, etc., ahead of schedule and ensure the monthly conference calls are an efficient and productive use of stakeholder time.
SECTION B – TASKS AND DELIVERABLES

Task 1.  Describe demand and capacity characteristics of rail corridors in the Southeast.  
Objective:  The objective of Task 1 is to provide more granular information for decision-making and prioritization by engaging the states and railroads to more fully describe and document the characteristics of the current infrastructure—including maps depicting speed, capacity, technologies (e.g., signaling), freight and passenger flows. 

Work Steps:

· Collect, review, and assemble existing demand and infrastructure data at the corridor level, including:

· Rail infrastructure and capacity data – from Federal Railroad Administration (FRA) GIS files, from existing studies, and the railroads;

· Freight demand estimates – from existing studies and FHWA Freight Analysis Framework 3 data; and
· Passenger demand estimates – from existing intercity rail studies, Amtrak, and available public sources (e.g., Bureau of Transportation Statistics Airline Origin and Destination Survey (DB1B), American Community Survey).
· Utilize the data to develop basic demand and capacity characteristics for the rail initiatives (corridors) identified in Phase IIA to inform project evaluation and program development (Tasks 2 and 3); and
· Summarize the key findings in PowerPoint format and distribute to SEROps stakeholders for comment.
Schedule:  Start May 2011, complete late June 2011.  Web conferences in May and June to discuss data and findings with stakeholders. 
Task 2.  Identify benefits of rail initiatives.
Objective:  Using the successful template of the Mid-Atlantic Rail Operations Study (MAROps) or another mutually agreeable prioritization process, the object of this task is to apply the organizing principles of SEROps to identify potential benefits of the initiatives—including relative changes to trip time, reliability, employment, the environment, and other factors.
Work Steps:

· Working within the limitations of available empirical and qualitative data and following the simplified MAROps Pilot Program benefits template, develop a draft evaluation framework for use in identifying benefits;
· Vet the draft evaluation framework and associated performance measures with the SEROps stakeholders via web conference (late June 2011) and make recommended adjustments;
· Populate the benefits template with existing data and information to identify initial project benefits;
· Review and refine with input from SEROps stakeholders through e-mail distribution and July web conference;

· Preview key findings and present for discussion among SEROps stakeholders during the August web conference; and

· Summarize the key findings into PowerPoint format and present to the SEROps stakeholders at the AASHTO SCORT Annual Meeting in mid-September 2011.  The findings will include a draft list of corridor projects and associated project benefits to set the stage for Task 3 as well as some of the institutional lessons identified for successfully positioning projects.  

Schedule:  Start May 2011, complete by  late September 2011, following comment from at AASHTO SCORT Meeting.  Web meetings anticipated in June, July, and August will provide venue to discuss benefits approach.
Task 3.  Develop list of pilot projects to advance a regional rail program.

Objective:  Based on the benefits analysis of Task 2 or another mutually agreeable prioritization process, the objective of this task is to identify a set of “pilot” projects.  For the purposes of this work plan, pilot projects are defined as project that have a high likelihood of obtaining state support and Federal funding because their benefits accrue at completion of project and are not dependent upon completion of many other elements; are a logical subset of the full program; improve the utility of an entire corridor and not just small segments of many corridors; and do not require long lead times due to complex engineering requirements, lengthy environmental reviews, uncertain community impacts, low market and economic development returns, etc. 

Work Steps:

· Utilize the AASHTO SCORT Meeting to kickoff the discussion of project prioritization;

· At the AASHTO SCORT meeting, use preliminary information developed in Task 4 to provide institutional lessons and best practices that might guide the development of consensus by the SEROps stakeholders;
· Following the guidance of the SEROps stakeholders, the team will use the information developed in Tasks 1 and 2 to identify the projects with greatest promise of advancement;
· Distribute the draft SEROps rail program (e.g. pilot projects) to stakeholders for review and comment; and
· Summarize key findings into brief technical memorandum and review results with SEROps stakeholders during the mid-October web conference.
Schedule:  Start Mid-September 2011 at SCORT meeting, complete by late October 2011.  Web conference in mid-October to review results with stakeholders.
Task 4.  Define institutional considerations and lessons learned from successful multi-state rail initiatives.

Objective:  The objective of this task is to identify challenges and opportunities and apply best practices from successful multi-state rail initiatives to help the SEROps states advance pilot projects.   

Work Steps:

· Investigate best practices and lessons learned from other successful multi-state rail initiatives, including the Midwest Regional Rail Initiative to help inform the development of benefits (Task 2) and identification of pilot projects (Task 3);

· For each pilot project identified in Task 3, identify the chief challenges and opportunities of project development;

· Work with the SEROps stakeholders to identify next steps to advance the projects.

· Summarize the findings and produce draft final report for comment by SEROps stakeholders;
· Revise draft final report to produce final report.

Schedule:  Start May 2011 and complete by late November 2011.   Draft findings complete by SCORT meeting in September to inform the development of the pilot program.  The team will discuss Task 4 progress at each of the scheduled monthly conference calls and elicit guidance from the stakeholders to refine efforts.
SECTION C –SEROps II PROJECT MANAGEMENT/COORDINATION OF ACTIVITIES

Each SEROps state DOT will designate a primary representative/agency liaison to the working committee.  These representatives will serve as the primary points of contact for Coalition and support staff for this effort, provide input into the scope of work, review project deliverables, and serve as the interface with their agency.  In addition, the agency representative will ensure that their agency executive, planning, and/or policy offices are aware of the effort, the status of work and key findings and conclusions.  
SECTION D - BUDGET
The budget for this project is $133,398.68 from Coalition funds.  

* Includes allocations to complete final report from Phase II Ia, DBE costs for Phase IIB and CS Allocations

SECTION E - SCHEDULE

The technical work on this project is scheduled to start in late March 2011, with initial findings on corridor characteristics (demand and operations information) delivered in late June 2011.  The team will simultaneously develop project benefits and lessons learned from other multistate rail initiatives culminating in list of draft projects and associated benefits for presentation to the SEROps stakeholders at the AASHTO SCORT Annual Meeting in Charlotte, NC in mid-September .  Development of the draft and final reports will follow in October and November 2011, respectively with project completion by December 2011.
SECTION F – SPONSORING OR MANAGING AGENCY PROJECT MANAGERS / COALITION PROJECT MANAGER
Name: 


Erik Steavens
Organization: 

Georgia DOT




esteavens@dot.ga.gov

Project Manager 
Marygrace Parker




I-95 Corridor Coalition




518-852-4083
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