RESCUE Muni Study and Recommended Metro Improvements Surface Portion of ‘N’ Line


Observations
Recommendations (November 8, 2000)
Muni’s Response (November 20,2000)
Rescue Muni’s Comments

1. 
These recommendations and suggestions are an effort to have Metro run less as a "Random" and more as a "Railway".  However, the system must be flexible within a spirit of providing service.
There should be a line Manager or Inspector responsible for each route. Managers and Inspectors should be trained to understand the general strategy for each route such that there are few contradictions between inspectors at different points in the route.  "Next Bus" should be used to assist in making necessary adjustments.
Staffing each line with an inspector would improve headways. Unfortunately, budget constraints prevent us from implementing this option. Muni does post inspectors at Church and Duboce to monitor both the J and N lines. We are beginning to install Nextbus on laptops in inspectors' trucks so they can easily access this information. I do agree that more staff training is necessary to improve line management.   


Our recommendation was concerned with establishing strategies and fixing responsibility.  One capable person with good technology could manage more than one line.  Why do we need inspectors in trucks when centralized controls and cell phones could be more efficient?.

2. 
People are busy and want to use their time productively rather than just waiting for a trolley.
Mount schedules at each stop.
Realistic schedules are being implemented for all lines. Once schedules are in place, we will look at posting them at each stop. In the meantime, our customers with Internet access can use Next Bus to check schedules. 
Riders are entitled to know the schedules the drivers are paid to perform.  The "pick" schedules should be made available as soon as they are finalized. If they are realistic enough to compute employee assignments, they are good enough for stakeholders.  Local transit providers, AC and Samtrans provide schedules mounted at transit stops.

3. 
Passengers and driver are confused as to what is the route and scheduled stops for Owl and/or Substitute Bus service.
· Designate an Owl/Bus stop at Church and Market inbound and outbound.  This is a useful location for transfers to other Owl and regular services.  

· Clearly designate the route between Church and Market and Haight and Divisadero.
The Schedules Department is reviewing the issue of establishing an owl/bus stop at Market and Church. Route sheets between Church and Market have been checked, and found to be quite explicit. Any confusion should subside when early and late metro service is restored in February.
Market and Church should be a stop because it is a transfer point. All stops that are used by buses that replace trains or Owl Service buses should be clearly marked and operators should be trained to stop at properly designated stops.

We understand that buses still go by Davies or via Fillmore and Haight with no  discernable pattern; riders should not have to guess what hour the Owl buses start and the "Testing" substitute buses end up,

particularly in light of Muni's sotto voce cut of the last hour (1145-1245) of Metro service off the schedule.

Embarcadero Section:

4. 
Metro is often stopped waiting for light auto traffic crossing the tracks.
Metro should have signal priority at every crossing in this section of the line.  It may be necessary to limit priority during peak hours.  Limited priority means if a priority is implemented in one signal sequence (red-green-yellow in each direction) than a priority may not be implemented in the next sequence.  This kind of control should be available for signals at moderate cost.
Muni will consider metro signal priority at every crossing; however, cost and priority dictate that funding be spent on required Vetag loops and new controllers, both of which are very expensive. Signal priority will be done for the new Third Street line and, as funding becomes available, options for Embarcadero will be considered.


Signal preempts on the MMX: you indicate that these are more of a priority on the new 3rd Street Light Rail. It is our position that the Third Street rail will be using the MMX for many years and the places signal preemption would best speed up 3rd Street rail traffic is the current MMX segment with its heavy traffic of automobiles crossing the MMX or making a turn across the right of way.  Muni and the City spent a very large sum of money creating  the current Embarcadero MMX. The raised platforms and separate right of  way should make for an ideal speedy trip. The failure to spend a comparatively small sum on signal preemptions, in our opinion, largely erases the benefits of this expensive construction.

5. 
Too often the Metro is delayed entering the Caltrain Station and passengers sit while their Caltrain pulls out leaving people with a long wait for the next train.  Too often a Metro pulls out a few seconds after a Caltrain arrives and passengers have a long wait for the next Metro.
Passengers who accept the inconvenience of transfers should be a specially cared for segment of transit riders.  

· Muni should improve the switch and station entry procedure to quickly direct each Metro train to the correct side of the platform.  

· The Metro schedule to and from Caltrain should better match the Caltrain schedule.  

· During periods of longer Metro headways drivers should be encouraged to wait a moment before starting their run to allow Caltrain passengers to catch the Metro.
Recent schedule implementations on the N line were planned in conjunction with Caltrain to accommodate passengers with connections. Trains will be turning back via Sixth Street as soon as security fencing is installed near the switch. Operators have safety concerns because the homeless use this area for refuge. Muni will ask inspectors and operators to be more attentive to train arrivals and to wait for passengers if such a wait will not adversely affect their schedule.


The most important place for signal preemption and set entrance procedure to the station is at 4th street: the delay in crossing 4th street, and entering the station when one's Caltrain is waiting, gives an impression that Muni does not care about this important regional connection nor those taking it.

6. 
These stations look good but they provide only ineffective weather protection for passengers.
Correct the design of the station roofs.
Major redesign of station roofs would have to go to Capital Projects for funding. And, as you are aware, funding is made available on a priority basis.


7. 
Passengers waiting for an outbound ‘N’ at the Embarcadero station have no warning that their train is coming.
Provide a connection to the ATC system location near the Embarcadero portal to provide information on next ‘N’ train at the Embarcadero.
A connection with the ATCS system would not be necessary. A monitor could be installed on the platform with a DSL line linked to the Next Bus GPS information. We will investigate the cost of this upgrade.
When can we expect that NextBus N-line information will be available to riders on the platform?

Duboce Section:

8. 
As an ideal Muni should maximize the number of Holloway type stations to facilitate easy boarding using multiple doors as well as providing for ADA needs.  
The exit from the Duboce portal should have been flared to allow for the construction of a full service center station.
Major costs involving track work and overhead at Duboce Portal would have to be performed in order to facilitate this request. The platform currently being built is the best alternative with respect to cost and inconvenience to patrons on both the J and N lines. 


This was not a recommendation. We just pointed out the ideal.

Inner Sunset:

9. 
Too often trains are delayed while passengers wait to board at the front door to purchase a ticket.
· Provide ticket vending machines to speed up loading at busy stops such as Carl & Cole; Carl & Stanyan; UCSF (this machine could be weather protected); and Ninth and Irving. 

· Provide more signs to encourage passengers with tickets to use all doors.


Your proposal to install ticket vending machines at busy stops has been passed on to our Communications senior manager for further review.  
· Please keep us informed of progress on the ticket machines. Why are ticket machines a communications issue? 

· Please comment on the educational signs.

10. 
Too often autos park between the Sunset Tunnel and Cole Street blocking the outbound Metro.
Provide a physical barrier to prevent autos from parking in this area.
We are in agreement that a parking problem exists at Sunset Tunnel and Cole Street. The issue appears to be one of enforcement; DPT does tow when we call with a problem. We will raise the issue of a physical barrier with them.
Muni shouldn’t have to wait for DPT to tow.  Why can’t DPT put a bollard in the striped area?

11. 
Occasionally people ascend the inbound Key Stop near the tunnel to board.
Provide a sign saying, "Non ADA Passengers Board at Carl and Cole".
Your proposal to have non-ADA passengers board at Carl and Cole has been passed onto Accessible Services for review. 
This should not be considered an Accessibility issue.

12. 
These stations are very busy and too often cars do not observe the rule not to pass a stopped Muni vehicle and endanger passengers as they cross the street to board or exit a Metro car.
Provide zebra striped safety cross walks for the length of two cars.  Please see our previous letter on Carl and Cole.
The Carl/Cole issue has improved recently since an AM peak tow-away zone  has been established for the two parking spaces adjacent to the first car doors on the in-bound side. In addition, DPT has painted mini red zones at several of the door locations inbound and outbound. A bus bulb would be the best solution but would require capital project funding and legislation. Removing parked cars from the Carl/Cole stops could create another hazard; however, I feel that this is better than having moving cars in the curb lane while passengers are boarding. 
This is a Pedestrian Safety issue which applies to many stops in the Inner Sunset and on other Lines. 

13. 
Every train has to make a safety stop at the crossover near Hillway.  There are too many stops between Stanyan and UCSF. These extra stops slow service.
Consolidate the Williard and Hillway stop to the crossover.
The Willard stop was added at the request of neighbors who felt there was a safety/security problem in the area and did not want to walk the extra distance to the next stop. Consolidating the stop to the crossover creates other problems, i.e., there is no suitable location for a passenger shelter. Residents do not want the stop in front of their homes, and USCF passengers would have to walk farther to get to the garage for the elevator that takes them to the top of the hill.
· The Willard stop was added at the request of one neighbor and rule 35A says that an operator must stop at an intersection when requested.

· The only shelter that exists now is at the east-bound stop at Hillway –perhaps a shelter is not needed?

· Consolidating these two stops at the crossover point reduces the number of residences with stops in front of their homes – there would be 2 fewer stops and the crossover is in front of garages on the south side.

· UCSF passengers use the at Arguello stop, where the elevator is, not Hillway.

14. 
Too often Metro is stopped to allow cars to exit the UCSF garage.
Provide a signal light with 24/7 absolute Metro priority or an interlock to keep the garage gate close when an LRV is present.
Muni agrees that signal pre-empts would help, and we hope to have these installed at all problem locations in the near future.  


How can we help? When will the process start?

15. 
Too often trains are stopped for signal lights or stop signs on this section.
· Metro should have signal priority at Sixth and Seventh Streets. 

· Stop signs on Muni routes should be coordinated with passenger stops and only be provided for pedestrian safety and convenience.



16. 
Too often trains are delayed on Ninth Avenue by double-parked cars.
· Repaint and make the track clearance stripes more prominent. 

· Request heavy parking enforcement on this street.
Two pilot locations have been selected (Ninth between Lincoln Way and Irving and Irving between Seventh and Ninth) for the new double parking, double fine program. Signs should already be posted. We hope this will alleviate train delays in the area.
Has DPT agreed to provide more enforcement? 

Outer Sunset:

17. 
Too often trains are stopped for signal lights or stop signs on this section.
Stop signs on Muni routes should be coordinated with passenger stops and

only be provided for pedestrian safety and convenience.
Muni agrees that signal pre-empts would help, and we hope to have these installed at all problem locations in the near future.
Since stop signs slow Muni operations, are you reviewing that stop signs are provided only for pedestrian safety and convenience, and not move auto traffic?

18. 
Cars stop for safety at the crossover near Thirtieth which slows service.
Investigate the possibility of relocating the stop to combine the passenger stop near the safety stop.
Service Planning has looked at relocating the stop near 30th Avenue in order to combine a passenger and safety stop. It is their opinion the crossover did not seem like a good location for the stop. In addition, we have a 3-block spacing in this area at 28th, 31st and 34th. We also have stop islands, so capital funds would be involved.


19. 
Too often there are more than two trains at the end of the line and the outbound train stops well short of the beach.  This can mean that a disabled passenger has to wait until their train reaches the inadequate first inbound station. It has also been observed that on occasion the driver of the first train has a long break scheduled and this holds up the next train.
· Running times should be reviewed for periods of light traffic and passenger loads.  

· Provide a Key Stop for the last outbound stop. 

· Long break drivers should use the spur or drivers should switch cars.

· Drivers should generally take their break at the inbound passenger platform at Forty-eighth. 

· This stop should be enlarged and improved to provide more room for passengers and better weather protection. 

· Pull out and pull in trains should use the Forty-eighth Street crossover for improved efficiency.
Your recommendation to review running times has been passed onto Schedules as well as your inquiry as to the possibility of trains using the 48th Avenue crossover for entering and leaving service. Review of a possible key stop has been passed onto Accessible Services for review. We did attempt a major redesign at this location some years ago, but it was not approved by Capital Projects. Service Planning has been advised to revisit our shelter options, keeping in mind that any changes are a capital project and will be reviewed on a priority basis.
What is the status of this project?
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