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MEMORANDUM 

TO: Members, Board o f  D i  rec tors  

FROM: Transportat ion Task Force, A l l a n  R. Boyce, Chairman 

SUBJECT: Downtown People Mover i n  S t .  Paul 

Background 

I n  1974 the Crt izens League concluded t h a t  fixed-guideway t r a n s i t  f a c i l i t i e s  are  
appropr iate within ra the r  than beimeen major a c t i v i t y  centers i n  the Twin C i t i e s  
metropol i tan area. Buses and para-trans i t o f f e r  b e t t e r  se rv i ce  f o r  long-distance 
commuter movement a t  lower cos t  than fixed-guideway t r a n s i t ,  we f e l t .  However, 
we f e l t  the greatest  p o t e n t i a l  f o r  fixed-guideway t r a n s i t  e x i s t s  w i t h i n  a major 
center ,  such as downtown S t .  Paul. I n  major centers, we concluded, veh ic le  con- 
ges t i on  i s  worst and t h i s  i s  where the  automobile i s  most vulnerable t o  competi- 
t i o n .  Furthermore, we f e l t  t h a t  fixed-guideway t r a n s i t  can be most e f f e c t i v e  
w i t h i n  a major a c t i v i t y  center  i n  encouraging development t o  occur  c lose i n  and 
around the center .  

I n  1976 we submitted a l e t t e r  o f  support f o r  the S t .  f a u l  Downtown People tolover 
(DPM) t o  the Urban Hass T r a n s i t  Administ rat ion.  

Prel iminary engineer ing now i s  near ing completion. Route and s t a t i o n  locat ions  
have been determined. A f inanc ing p lan  i s  being submitted t o  the  1979 Leg is la ture .  
According t o  e x i s t i n g  plans, cons t ruc t i on  costs would be $90 m i l l i o n ,  w i t h  80 per 
cent, o r  $72 m i l l i o n ,  coming from the federal government. The 1979 Leg is la tu re  i s  
being asked t o  provide 10 per cent, o r  $9 m i l  1 ion. That amount could come e i t h e r  
from a d i r e c t  s t a t e  appropr ia t ion  o r  from a t a x  l ev ied  on the seven-county metro- 
p o l i t a n  area only.  The C i t y  o f  S t .  Paul has agreed t o  pay the  remaining 10 per  
cent.  

Downtown S t .  Paul businesses, the  C i t y  o f  S t .  Paul, and the Met ropo l i tan  T r a n s i t  
Commission (MTC) have agreed t o  a f inancing p lan f o r  the annual operat ions and 
maintenance expense, which i s  sub jec t  t o  l eg  i s l a t i  ve approval. According t o  t h i s  
agreement, t he  MTC would determine fares. The Leg is la tu re  would be asked t o  pro- 
v ide  reimbursement f o r  any reduced o r  f ree fares t h a t  might be permitted, such as 
fo r  students and the  e l d e r l y .  'The federal government i s  expected t o  prov ide  some 
opera t ing  assistance. A f t e r  deducting these amounts, an annual d e f i c i t  i s  a n t i c i -  
pated. The businesses, the c i t y ,  and the MTC have agreed t o  share the d e f i c i t  as 
fol lows: (1) The f i r s t  $300,000 annual d e f i c i t  would be pa id  e n t i r e l y  by the  
businesses, i n  the form o f  specia l  assessments based on bui  l d i n g  area. (2) Be- 
tween $300,000 and $1,500,000, the  def i c i  t would be pa id  equal l y  by businesses, 
the c i t y ,  and the  s t a t e  o r  met ropo l i tan  area. (3) The d e f i c i t  between $1,500,000 
and $1,700,000 would be pa id  by' the businesses and the  s t a t e  o r  n e t t o p o l i t a n  area. 
( 4 )  Beyond t h i s  l eve l ,  a l l  of  the d e f i c i t  would be pa id  by the  c i t y .  What t h i s  
arrangement means i s  t h a t  the maximum business payment would be $800,000 annual l y ;  
the maximum s t a t e  o r  met ropo l i tan  area payment, $500,000; w i t h  no maximum payment 
by the  c i t y ,  o the r  than I t  w i l l  pay no more than $400,000 o f  t h e  f i r s t  $1,700,000 
o f  annual def  i c i  t. These amounts would be escalated wi t h  the  annual r a t e  of i n -  
crease i n  opera t ing  expense o f  the DPM. 



While approval o f  the prec ise  route  i s  subject  both t o  c i t y  and MTC approval, the 
MTC would own the system and l e t  the contracts,  according t o  the fo l l ow ing  plan: 
Firms which submit bids f o r  const ruc t ion  o f  the system and supplying the vehic les 
a l s o  would be asked t o  submit, simultaneously, b ids f o r  assuming r e s p o n s i b i l i t y  
fo r  complete opera t ion  and maintenance o f  the system f o r  the f i r s t  f i v e  years o f  
i t s  operat ion. This means tha t  the winning b idder would supply, construct  and 
run the  system f o r  the  f i r s t  f i v e  years o f  operat ion.  

Supposedly, a f t e r  the f ive-year period, the serv ice  cont rac t  could be re-negotiated 
w i t h  the  system supp l ie r ,  l e t  ou t  f o r  compet i t ive bidding, o r  could be taken over 
d i r e c t l y  by the MTC. 

Although S t .  Paul businesses and the  c i t y  o f  S t .  Paul have agreed t o  share opera- 
t i n g  d e f i c i t s  w i t h  the MTC, the cu r ren t  assumption i s  t h a t  p o l i a y  decisions r e l a t -  
ing  t o  the opera t ion  o f  the people-mover system would be made by the MTC. 

Concl us ions and Recomnendat ions 

1. Central  issues about the DPM do - not r e l a t e  t o  whether the system w i l l  work, 
mechanically. The DPM i s  n o t  an experiment i n  new technology. S im i la r  systems 
are opera t ing  i n  o ther  locat ions,  such as a i r p o r t s  and amusement parks. To date, 
however, a system l i k e  t h i s  has no t  been i n s t a l l e d  i n  a downtown locat ion .  

2. A major j u s t i f i c a t i o n  f o r  the DPM i s  i t s  r o l e  as a development t o o l .  I t  i s  in -  
tended t o  a t t r a c t  new o f f i c e ,  business and r e s i d e n t i a l  development i n  and around 
the downtown -- one o f  two "Metropol i tan Centers" as i d e n t i f i e d  by the Metropol i tan 
Council i n  i t s  development framework guide. But i f  the DPM won't  work as a trans- 
p o r t a t i o n  device, i t  won't  work as a development t o o l .  What t h i s  means i s  t h a t  de- 
velopment won't  be a t t r a c t e d  unless the DPM o f fe rs  a s u f f i c i e n t l y  super ior  form o f  
t ranspor ta t i on  f o r  the k inds o f  t r i p s  which take p lace w i t h i n  the  cen t ra l  area o f  
S t .  Paul and immediate surroundings. Ridership becomes a c r i t i c a l  element i n  i t s  
success, therefore.  

3 .  We have been made aware i n  recent weeks o f  some controversy over how many per- 
sons are l i k e l y  t o  r i d e  the DPM. A consul tant  t o  the Met ropo l i tan  Council pro jec-  
ted l e v e l s  o f  r i d e r s h i p  below pro jec t ions  by a consul tant  t o  the MTC and the c i t y  
of S t .  Paul, which are j o i n t l y  p lanning the DPM. 

From our standpoint,  however, the main issue doesn' t r e l a t e  t o  the c red ib i  1 i t y  o f  
one consul t a n t ' s  f igures  over another 's .  I t  i s  poss ib le  t o  argue a1 1 day over pre- 
d i c t i ons .  The key problem i s  no t  t o  p r e d i c t  what w i l l  happen, b u t  t o  make th ings 
happen. C lear ly ,  what does happen w i t h  respect e i t h e r  t o  r i d e r s h i p  on the DPM, o r  
t o  i t s  development impact, depends . . . on.what i s  done, and no t  done, w i t h  o ther  
th ings  t h a t  a f f e c t  r i d e r s h i p  and development. These are areas i n  which p o l i c y  
act ion,  p u b l i c  and pr iva te ,  can make a d i f ference.  The key t o  the decis ion about 
the DPM i s  t o  ensure t h a t  those o ther  th ings get  done, which, i n  turn, w i  1 1  ensure 
the success o f  t h i s  p iece o f  t ranspor ta t i on  hardware i t s e l f .  

I n  summary: The e f f o r t  should be, so fa r  as possib le,  t o  re-create, i n  the cent ra l  
area o f  S t .  Paul where the DPM w i  1 1  operate, the type o f  s i t u a t i o n  t h a t  e x i s t s  a t  
the s i t e s  where these people-movers are i n  f a c t  present ly  i n  use. These are, a l -  
most w i thout  exception, locat ions where the development and operat ion of  bu i ld ings ,  
the l o c a t i o n  and p r i c i n g  o f  parking, and the de l i ve ry  o f  o ther  types o f  t ransporta-  
t i o n  services, a re  a l l  under s i n g l e  ownership. As, f o r  example, a t  an a i r p o r t .  
Obviously, i t  i s  n o t  poss ib le  t o  b r ing  the major t ranspor ta t i on  and development 
systems i n  cen t ra l  S t .  Paul under s i n g l e  ownership. What - can be done, and what must 



be done, i s  t o  b r i n g  the management o f  these t ranspor ta t ion  and development sysr 
tems -- so necessary t o  the success o f  the DPM -- more c lose ly  together, so they 
can be operated as if they were under s i n g l e  ownership. 

These var iab les  are key: 

(a) Skyways -- They provide the l a s t  l i n k  between the DPM and the o r i g i d d e s t i n a t i o n  
of t r i p s .  Thus, skyways must be provided i n  appropr ia te  locat ions.  But, equa l ly  
important, they need t o  be kept open and be safe and a t t r a c t i v e  fo r  pedestr ians 
wh i l e  the DPM i s  i n  operation. This means t h a t  steps taken by the S t .  Paul c i t y  
government and the downtown businesses concerning operat ions o f  the skyways wi 1 1  
have an important impact on DPM r i de rsh ip .  

(b) Parking -- Approximately three- four ths o f  a l l  persons enterzdowntown S t .  Paul 
e i t h e r  as auto d r i v e r s  o r  auto passengers, according t o  the Travel Behavior Inven- 
t o r y  conducted by the Met ropol i tan Counc i 1. 'The auto passenger/dri ver therefore 
represents a l a rge r  p o t e n t i a l  DPM market than the bus r i d e r .  Unless park ing p o l i c y  
i s  designed e x p l i c i t l y  t o  s t imu la te  DPM r idersh ip ,  few persons a re  l i k e l y  t o  
choose t h a t  opt ion.  Construct ion o f  parking ramps and park ing fees are c o n t r o l l e d  
by downtown businesses and by S t .  Paul c i t y  government. I f  users o f  f r i n g e  l o t s  
were charged a fee t h a t  included the DPM fare, more park-and-ride t r i p s  would 
occur than a re  included i n  cur rent  p ro jec t ions ,  according t o  DPM consultants. The 
developmental impact o f  park ing measures t o  maximize DPM r i d e r s h i p  should be 
c l o s e l y  examined. 

(.c) Bus s ta t ions ,  routes and schedules -- Consultants t o  the  DPM based t h k i  r 
r i de rsh ip  pro jec t ions  on an assumption t h a t  no change would be made i n  cur rent  
bus routes, even those which para1 l e l  the DPM route almost exac t l y .  The consul t- 
ants said, however, t h a t  20,000 add i t i ona l  r i de rs ,  o r  a 50 per  cent increase i n  
t o t a l  r i d e r s h i p  on the DPM would be possib le i f  bus routes terminated a t  DPM s ta-  
t ions .  Bus patrons a re  l i k e l y  t o  be a t t r a c t e d  t o  the DPM i f  the inconvenience o f  
a t rans fer  i s  o f f s e t  by o ther  fac tors ,  such as qu icker  serv ice  and avai l a b i  1 i t y  
of al l -weather w a i t i n g  areas. Bus operat ions are c o n t r o l l e d  by the MTC. C i t y  
government i n  S t .  Paul (as i n  o the r  c i t i e s )  must approve the l o c a t i o n  o f  bus 
routes on c i t y  s t ree ts .  The p r i v a t e  sec tor  a l s o  may be involved i n  prov id ing  
w a i t i n g  areas o r  bus informat ion locat ions .  

Cd) Pub l ic  land development con t ro l s  -- The pub l ic ,  through such devices as tax-  
increment f inancing, has been drawn increas ing ly  i n  recent years i n t o  he1 p ing  
pay fo r  the expense o f  rebu i l d ing  pa r t s  o f  downtown S t .  Paul, as o ther  c i t i e s .  
And, o f  course, c i t y  government t r a d i t i o n a l l y  has a f fec ted  the l oca t ion  o f  new 
development through land use con t ro l s  such as zoning. How much the  c i t y  uses 
such t o o l s  as tax-increment f inancing and zoning w i l l  a f f e c t  the number o f  people 
who can be included i n  the  p o t e n t i a l  DPM r i d e r s h i p  market. 

4 .  It i s  c l e a r  t o  us, therefore,  t h a t  opera t ing  p o l i c y  f o r  the  DPM must be made 
i n  a context  which assures the  f u l l e s t  coord inat ion  w i t h  skyways, parking, buses, 
and pub1 i c  land development cont ro ls .  Three p a r t i e s  p lay  a cen t ra l  ro le :  down- 
town businesses, c i t y  government i n  S t .  Paul, and the  metro area through the MTC. 
'These pa r t i es ,  also, are shar ing the r i s k  f o r  the DPM opera t ing  d e f i c i t .  During 
the const ruc t ion  phase -- p r i o r  t o  the time the DPM becomes operat ional  -- the 
MTC should be the lead agency. That i s ,  i t  should receive the federal grant,  l e t  
contracts,  and have the o v e r a l l  supervisory r e s p o n s i b i l i t y  f o r  the const ruc t ion  
phase. Upon completion o f  t h i s  phase, and w i t h  the star t -up o f  operat ions, a l l  
three p a r t i e s  would assume j o i n t  r e s p o n s i b i l i t y .  

5. 'A s t r u c t u r e  i,s needed which g ives a1 1 th ree an o f f i c i a l  and permanent r o l e  i n  
the ongoing governance o f  the DPM. Such a s t r u c t u r e  would determine hours o f  



operat ion,  f a r e  po l i cy ,  schedules, s e c u r i t y  and c lean l iness  arrangements, and 
ca r ry  ou t  a l l  o t h e r  opera t iona l  d e t a i l s  involved i n  the DPM. I t  a l so  would be 
responsib le f o r  making recommendations t o  the responsible bodies w i t h  a u t h o r i t y  
over skyways, parking, buses and land development and w i t h  submi t t ing  proposed 
l e g i s l a t i o n  i f  i t s  recommendations t o  the  o the r  bodies were no t  deemed t o  be 
c a r r i e d  ou t  s a t i s f a c t o r i l y .  

6. We recommend t h a t  t he  Leg is1  a t u r e  es tab l  i sh the s t r u c t u r e  i n  connection wi t h  
i t s  au tho r i z i ng  the DPM f i n a n c i a l  p lan  i n  1979. There are many ways i n  which 
the  s t r u c t u r e  cou ld  be s e t  up. The organ iza t iona l  and i n s t i t u t i o n a l  arrangement 
which we suggest below i s  n o t  the o n l y  one t h a t  could be designed. We a re  open 
t o  o the r  ideas. A sound arrangement c l e a r l y  can_ be designed. Discussions about 
t ha t  should now be moved ahead r a p i d l y .  

The arrangement we suggest i s  as fo l lows:  A j o i n t  o rgan lza t ion  f o r  the cen t ra l  
area o f  S t .  Paul would be es tab l ished w i t h  approximately equal representa t ion  
f o r  the downtown businesses, c i t y  o f  S t .  Paul, and the MTC. Because the c i t y  o f  
S t .  Paul assumes the  greates t  r i s k  i n  f i nanc ing  the d e f i c i t  -- i n  t h a t  the  c i t y  
pays every th ing  above a c e r t a i n  l eve l  -- we t h i n k  i t  would be appropr ia te  t o  
guarantee t h a t  the chairman o f  the  organ iza t ion  be a representa t ive  o f  the c i t y .  

The present S t .  Paul C i v i c  Center A u t h o r i t y  represents some s o r t  o f  precedent fo r  
t h i s  type o f  s t ruc tu re .  The mayor o f  S t .  Paul appoints a l l  n ine  members o f  the 
C i v i c  Center Author i ty ,  bu t  f i v e  o f  the members are  nominated by p r i v a t e  "guaran- 
to rs"  o f  the annual d e f i c i t .  These guarantors a re  l ega l  l y  ob l  iga ted  t o  pay f o r  
the f i r s t  $150,000 o f  annual d e f i c i t .  The c i t y  pays the balance. Thus, the par- 
t i e s  who are  responsib le f o r  the d e f i c i t  a re  g iven a formal po l  i c y  r o l e  i n  the 
operat ions o f  the  a u t h o r i t y .  

7. We support cu r ren t  p lans which prov ide  t h a t  the system s u p p l i e r  would be f u l l y  
responsib le f o r  operat ions dur ing  the  f i r s t  f i v e  years. On a permanent basis,  we 
be1 ieve i t  i s  best  f o r  the j o i n t  o rgan iza t ion  t o  s tay o u t  o f  d i r e c t  operat ions o f  
the  DPM. It w i l l  be able t o  main ta in  maximum f l e x i b i l i t y  i f  i t  cont inues t o  con- 
t r a c t  f o r  operat ions w i t h  an ou ts ide  group. 

The j o i n t  o rgan iza t ion  would have o n l y  a small s t a f f ,  some o f  whom would be on 
loan from the  par t i .c ipants.  The s i z e  of  the core s t a f f  would decl ine,  w i t h  
members r e t u r n i n g  t o  t h e i  r respect ive  employers, as they complete the i  r tasks 
fo r  the j o i n t  organizat ion.  

Here i s  a c h a r t  which i l l u s t r a t e s  how the s t r u c t u r e  could look: 

J o i n t  o rgan iza t i on  f o r  the - 
c e n t r a l  area o f  S+. Paul . 

cont rac ts  w i t h  
system suppl i e r s  






