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I.
INTRODUCTION

The Maine Medical Center has submitted a revised Transportation Demand Management (TDM) Plan to comply with a condition of the May 2005 Site Plan approval. The condition requires that the review and approval of the TDM must be completed prior to the issuance of a certificate of occupancy (CO) for the parking garage. MMC will soon be seeking a CO for the parking garage and therefore seek approval to the revised TDM.

The Conditional Zone Agreement April 25, 2005 contained a provision requiring the submission of a TDM and subsequent monitoring: 
“18.
MMC agrees that it will encourage its employees and visitors to use alternatives to single-occupant automobiles when traveling to and from the PROPERTY. In its application under the Site Plan Ordinance, MMC agrees to include among its written statements an Alternative Transportation Plan. The Alternative Transportation Plan will propose strategies to reduce single-occupant automobile trips to the PROPERTY.  Such strategies shall include, but not be limited to, subsidies and other incentives for employees and visitors to use local and regional mass transportation, share rides (carpools and vanpools), ride bicycles and walk. The Planning Board will include the Alternative Transportation Plan in its consideration of sections 14-526(a)(1) and (2) of the City Code. In addition, an analysis of effectiveness and functioning of the Alternative Transportation Plan shall be provided to the City Council’s Transportation Committee on an annual basis.”

The Site Plan and a draft TDM addressing the CZA were considered by the Planning Board in May 2005; the 2005 TDM Plan is attached as Attachment 1.  The Site Plan and Site Location of Development approval includes Condition vi which appears to have resulted from concerns regarding tax treatment of proposed incentives (see para X of this Report):
 “vi. 
MMC shall submit a revised Alternative Transportation/Travel Demand Management Plan for Planning Board review and approval, prior to issuance of a certificate of occupancy for the parking garage, which shall provide additional incentives for employees to use transit.”

MMC has submitted a revised TDM in February 2008 (Attachment 2) which was the subject of the Workshop on February 26th, 2008. During the Workshop Planning Board members noted the addition of the Transportation Coordinator and a MMC TDM Advisory Committee, but also expressed disappointment with the submitted TDM and progress on its features and requested that the applicants:

· Incllude explicit goals and objectives that were measurable and addressed issues (eg SOVs, reduction of on-street parking);
· Include more explicit reference to educational information to go to employees and how ;

· Outline what current strategies are in place to encourage non-SOV travel and what the costs of these are;  also how will the costs of parking be transferred into support for non car modes; 
· Include how parking provision (including the garage) to be utilized and managed

· Include progress reports on implementation and success of the TDM (with quantitative information) to Planning Board and steps to include analysis of options prior to the preparation of the final TDM

· Clarify the ongoing monitoring process so that progress will stay on track after any CO is issued
MMC have revised the TDM to address these points and it is included in Attachment 6.

The Board also requested that staff provide more contextual information:

· List of other site plans where TDMs or similar conditions had been placed on the approval (see Attachment 7);
· Indication of Planning role in monitoring and tracking of the TDM

This Hearing was noticed to XXXX area residents and interested parties.  A notice also appeared in the Portland Press Herald.
II.
CONTEXT

TDM “State of the Art” generally

TDM Strategies generally include a combination of parking management, encouragement of transit, and mechanisms to reduce commuter use of cars and generally include a combination of elements (see list below of common TDM elements). The choice of elements depends on the characteristics of the travel and work patterns and objectives of the TDM plan.

· Locating bus stops, bus shelters, bike racks and pedestrian facilities within the site so they are convenient

· Allowing cars with 2 or more occupants priority parking as part of Parking Management Plan (prepared to complement  the TDM)

· Establishing a ridesharing register/match system among employees, using home origin of journeys to help match people and ensuring ‘guaranteed ride home’ available

· Providing free or subsidized public transit tickets

· Providing shuttles that relate to primary journey to work routes (employees homes can be mapped)

· Incentives to use alternative modes of transit from the car,  from provision of information to financial incentives

· Flextime and varied work schedules/teleworking
· Parking management (not necessarily absolute numbers but where and when)
Research has identified that two features are very important in achieving successful TDM and should be specified within the TDM Plan:

· Monitoring over first three years, with the precise timetable and responsibilities set out in the TDM;  with performance measures (targets, objectives) established to ensure plans are effectives; and

· Identifying a permanent point of contact early in the process to be responsible for developing, implementing and monitoring TDM schemes

III.
BACKGROUND

MMC are a major employer (4500 employees) in Portland and have taken some steps to implement TDM elements although until recently these initiatives have not formed part of a formal coordinated or monitored initiative.  The expansion of MMC, including the new 490 space parking garage now nearing completion, has triggered a range of issues (congestion, on-street parking by MMC-related vehicles; potential for public transit) which need to be addressed by  the TDM.

While the Site Plan condition particularly refers to encouraging employees to use transit, the CZA objectives for the TDM are wider and include visitors (see the CZA).  Members of the public who spoke at the Workshop highlighted the problems they perceived as stemming more from visitors than staff, and the issue of management of the parking resources also needs to be addressed by the TDM in addition to particular measures. 
The MMC TDM will benefit from the work that is going on concurrently, including the Peninsula Transit Study and other TDMs in the City (see Attachment 7.) As the first large TDM employer, MMC will be breaking new ground; their efforts will help others who follow and allow for a coordinated Portland database and an opportunity to integrate with TDM initiatives elsewhere in the City.

IV.
STAFF REVIEW OF THE REVISED TDM PLAN

The latest revision of the TDM (Attachment 6) has added the following to the 2005 version and/or that presented to the February 2008 Workshop:

· A new section 3 outlining Education and Promotional materials (the other new section, 7, reiterates previous submitted information)

· Provides greater detail regarding the car pool rideshare and vanpool programs

· Introduces absolute targets for modal share for ridesharing, vanpooling, transit use, bicycling and walking

· Identifies some monitoring mechanisms (in section 9)
· Provides greater detail regarding the transportation survey

· Includes  a parking “management” plan which compares current and future parking provision and allocation
In view of the detailed comments provided by the Planning Board at the Workshop, Staff has reviewed this version on a section by section basis. In general, while the TDM has addressed many of the issues raised at the Workshop it remains somewhat vague in several areas and does not fully address all of the issues that have been raised.

Staff recognize that MMC face a substantial challenge in developing a TDM with none already in place in Portland and with such a large employee base. City staff would be prepared to work closely with MMC over the next six months to support these initiatives and help coordinate on issues which have wider implications (eg METRO routes and the survey data).
Maine Medical Center’s Draft First Year Plan for Transprotaion Demand Management, Portland Bramhall Campus March 2008
Project Background
The TDM states that the objective of the TDM Plan is to “reduce single occupancy vehicle trips by a variety of specific strategies such as rideshare, transit, bicycling and walking”.  The Site Plan condition referred to incentives for employees to use transit (suggesting that increased transit could be an objective).

The 2005 TDM referred to three objectives:
· Decreasing driving alone

· Reducing the number of trips per week

· Reducing the number of peak trips

Members of the Planning Board indicated that another objective might be to reduce the number of MMC related vehicles parked on the streets surrounding the site.

Clearly the TDM tends to be “all things to all people” and this TDM needs to respond to the particular issues related to the site in question. In this case the reduction of SOVs is a good general objective and the measures to achieve this will help achieve other objectives. However, if the objective is to reduce the MMC-related vehicles parking in the vicinity, a more complicated strategy for identifying and redirecting MMC-related vehicles would be needed.  

This section explains that the TDM has a “first year plan” which is part TDM measures and part “set up” work to allow the preparation of a more detailed and better focused future TDM Plan for 2009 onwards. Staff support this approach as the success of many measures is difficult to predict and survey information assists in choosing the most effective incentives and measures.
Identification of a Transportation Coordinator and Advisory Committee
Maine Medical has appointed a Transportation Coordinator and has established a staff-based Advisory Committee that is meeting regularly on the TDM plan;  these are new measures that were not identified in the 2005 TDM Plan. Both of these steps are key steps and follow “best practice” in TDM Planning; they will facilitate more effective implementation of any TDM measures and allow for the coordination needed to develop a complementary package of measures for the more final and long-term TDM Plan.

Tom Errico (Attachment 9) has suggested that MMC provide the City Planning Department with a copy of the meeting notes of the Advisory Committee and  a suggested condition is included to this effect.

A representative from MMC has been appointed to serve on the Peninsula Transit Study and MMC is participating in the METRO Routing study.  MMC’s involvement in both of these current studies will allow the expertise and coordination that is available through the Peninsula Transit Study to support and inform the work that MMC are doing for their TDM.  They will be able to make use of standardized surveys and databases as developed successfully in recent years, and in turn the MMC model will be available to other Portland TDM schemes.

Educational /Promotional Materials
In a section added since the February version, MMC have listed (Section 3) a number of ways in which information about the overall TDM will be circulated.  It also includes a reference to information to patients about the availability of the new garage.  The information to staff regarding the TDM and relevant opportunities is important to the effectiveness of the TDM and should be a key part of the Coordinator and Advisory Committee efforts to increase participation.  
A separate section should be included in the parking management section that outlines how all potential users of the garages (visitors, patients, vendors and contractors) will be informed and encouraged to use the garages and associated valet parking service instead of on-street parking or the Chadwick Street surface lot. John Peverada, the City’s Parking Manager, has provided comments (Attachment 8) that raise questions regarding the wider range of vehicles attending the hospital and the need for clearer information through a greater variety of media (including Website) so that the garage and valet parking are maximized. Tom Errico has suggested (Attachment 9) that “Copies of materials for distribution shall be provided to the City for review and comment. For visitors an explanation on how this information is disseminated to those outside MMC should be provided” and a suggested condition has been included to address this concern.
MMC have developed a signage strategy that includes signs to help visitors find the garage entrances and these are currently under staff review.

Implement Rideshare/Vanpool Program

Section 4 describes this program and includes the measures mentioned in the previous versions of the TDM, with some added detail regarding the van pool and car pool operation. A participation goal of 5% is proposed for the car pool program and a participation goal of 3% is proposed for the vanpool program by the end of year one, which is taken to be March 2009 as identified in the timetable in Section 10. While the current level of carpooling is unknown, the TDM comments that six vehicles were recently observed to be carpooling and 5% appears a reasonably ambitious target for the first year.
The proposals are acceptable but a suggested condition has been included to request further details of these programs as outlined by Tom Errico in his comments of 3.20.2008 (Attachment 9):

A plan shall be provided that illustrates the location of preferential parking spaces, how they will be marked and signed, and the total number of spaces to be provided.  An explanation should also be provided on the operations program, such as how will vehicles be identified as a carpool

vehicle.  Additional details on the vanpool program should be provided. How many vehicles will be utilized, what are the anticipated routes, etc.

MMC will save on the costs of parking spaces/shuttles if staff share cars, and these savings could be used to encourage car and van pooling through cash incentives. This point has been included in the suggested condition.
Encourage Use of Transit
The central component of this part of the TDM is to offer bus passes subsidized by 50% via payroll deduction. The TDM has not clarified the question raised in 2005 regarding whether this subsidy was being offered on the same basis (deducted on a pre-tax basis) as the parking space fee of $3.00. The 2005 Hearing Report alludes to the concerns raised at that time:
“We were asked at the workshop [May 10, 2005] to evaluate whether our parking policies and this [TDM] Plan contained any “unconscious incentives for driving alone”.  MMC charges its employees (at all campuses) $3.00 per week for parking, with the amount being deducted on a pre-tax basis.  We have proposed as part of the Plan to offer employees a 50% subsidy for use of monthly bus passes.  We will investigate using an IRS Code Section 132(F) Qualified Transportation Fringe provision to provide that subsidy on a pre-tax basis, which should eliminate any incentive to “driving alone” based on payment to the employee.  The revised plan with this additional strategy (1.B.2) is attached”.
The TDM does not refer to cost aspects of this measure. The 50% subsidy may be more or less equal to the cost savings accruing to MMC by not having to provide a parking space for each transit user.  If the cost savings are greater than the subsidy, then a “cash out” incentive to transit users should be considered, as the incentives mentioned in Section 10 (gifts to those already using the bus) would not encourage modal shift from car use to transit. A possible approach (which depends on METRO support) is to give all MMC staff a free bus transit pass and provide cash incentives (based on the savings from not providing parking spaces or shuttles) to staff  who use the pass.
Staff suggest that MMC will need to be more proactive in pressing METRO for more frequent and convenient timetabling and to negotiate bulk discounts that relate to the anticipated increase in ridership from MMC transit users. 
Later in the TDM (Section 9) the TDM proposes a target of 5% participating in public transportation by the end of the first year, and the timetable in Section 10 indicates that the Metro passes would start to be offered in May 2008.  It is difficult to comment on the proposed target of 5% mode share for public transit as we do not know what percentage of staff currently use public transit;  this target will need to be reviewed once the “baseline” of current use is established through the Survey (see section 8).

Bicycling and Walking Program
Section 6. includes more information on this program and proposes a 1% target for participation in each of these modes. These absolute targets (45 people walking; 45 people bicycling) appear low, given the proximity of housing to MMC and the age range of many of the staff. Staff suggest that these targets should be a percentage change in mode (up from existing) and could be more ambitious.

The program is outlined in principle but does not spell out:
· Where the proposed cycle racks and lockers will be located and how allocated;

· Whether any specific facilities will be available to walkers/runners (eg showers, lockers);

· Whether cash incentives would be possible, again based on the savings to MMC from not having to provide parking spaces/shuttles.

Tom Errico (Attachment 9) requests further details and this request forms the basis of a suggested condition.

Use of Flexible Hours, Staggered Shifts, and other Hourly Incentives

Section 7 sets out the MMC intentions to consider these options further.

A suggested condition has been included to address the comments from Tom Errico  (Attachment 9):

More detail is needed to fully review and understand hospital operations and sign-off on flextime feasibility.  Information on specific employee operations should be provided inclusive of employee numbers per department and shift constraints, etc.

Prepare and conduct a transportation survey of the employees
The proposed survey is a key step towards the development of a meaningful TDM Plan and staff welcomes the proposals as set out in the TDM Section 8.  It will be particularly important in determining the “baseline” against which the anticipated mode shifts will be measured.  It may help in targeting staff for particular incentives, although promotion of cash out incentives does not need to wait for completion of the survey.  The Survey also will help inform the scope for METRO route changes and for determining potential vanpools.
A suggested condition reinforces what MMC have offered regarding coordination through City staff so that the Survey reflects “state of the art”.

Multiyear TDM Plan
Section 9 summarizes the targets and suggests that the proposed measures will be monitored with specific steps taken to verify participation.  The targets are all “absolute” targets and refer to participation in that mode by the end of Year One (which the timetable in Section 10 suggests would be March 2009 even though some of the items will start in May or June 2008):
Rideshare:  
5%

VanPools:   
3%

Bicycling:   
1%

Walking:  
1%

Public Transit:  
5%

Staff suggest that generally targets should be in terms of percentage change in mode or in terms of a mode share that is significantly increased above the existing situation. The proposed targets are useful objectives but until the Survey data is available to verify the current mode split, they remain under review.  A possible condition would be the submission of revised targets immediately after the Survey data is available and analyzed.

Maine Medical’s revised TDM includes an implementation timetable for specific aspects of the TDM plan (Attachment 6, page 7). A comparison between the February version and the March version is set out below.

Staff previously suggested the TDM should include an explicit monitoring program that includes all modes and a timetable for reporting and regular liaison between key parties to ensure feedback and revisions to the TDM as necessary. Tom Errico has commented (Attachment 9):  “The City should participate in the review of the program within 6 months of Certificate of Occupancy.  Annual review of the TDM program should begin in June 2009.”

Potential conditions have been suggested to ensure that regular submissions and discussions between MMC TDM Coordinators and City staff take place over the next 6 months. This liaison is crucial to ensuring this TDM is effective and that the future TDM is developed to continue the most effective measures. Over and above regular staff level contact the Board may consider that an interim progress report is appropriate before a final CO for the new parking garage is issued.

	Action Item 

	Time Frame for Implementation (Feb 2008 draft TDM)

	 Time Frame for Implementation   (Mar 2008 draft TDM)

	Appoint Transportation Coordinators
	January 2008 (completed)
	January 2008 (completed)

	Develop a MMC Transportation Committee
	January 2008 (completed)
	January 2008 (completed)

	Complete first-year TDM Plan
	
	March 2008 (Pending)

	Attend Peninsula Transit Study Meetings
	January 2008-July 2008
	January 2008-July 2008(ongoing)

	Draft Employee Survey
	March 2008
	April 2008

	Review Survey with City Staff
	March 2008
	April 2008

	City Planning Board TDM Approval
	March 2008
	March 2008

	Conduct Employee Survey
	April 2008
	May 2008

	Prepare Promotional Material
	May 2008
	May 2008

	Communicate TDM Plan to Employees
	May 2008
	May 2008

	Purchase and Place Bike Storage Lockers
	June 2008
	June 2008

	Implement Rideshare Program
	June 2008
	June 2008

	Offer discounted Metro passes
	June 2008
	June 2008

	Assess success of First year TDM Plan
	December 2008
	March 2009

	Submit Final TDM Plan to Planning Board
	June 2009
	June 2009

	Report to City on effectiveness of TDM Plan Yr 1
	June 2009
	June 2009


MMC’s Parking Plan (Attachment A)

The need for additional Parking Management information was mentioned in Tom Errico’s February comments (Attachment 4) and was requested at the Workshop.  MMC have submitted Attachment A which summarizes the parking provision now and as will evolve with the opening of the new garage.

Tom Errico has commented on the Parking Management Plan in Attachment A as follows (Attachment 9):
In my professional opinion parking and TDM provisions are related and therefore the following comments should be considered.  For example, employees and visitors circulating to find parking spaces within the West End negatively impacts traffic flow.

*
The Chadwick lot currently impacts the local roadway system and

proactive strategies that avoid similar problems should be implemented.
*
MMC needs to implement internal management strategies to prevent

employees, vendors, visitors from using on-street parking spaces.
John Peverada has also noted the problems created by service vehicles and suggested inclusion of the following condition in the original approval: “The hospital will provide off street parking for all of their vendors/sub contractors, alleviating the need for them to purchase on street occupancy permits and tying up valuable on street parking spaces needed by residents and for turnover parking.” (Attachment 8).  This was indirectly included in the original approval letter but is relevant to include in any parking management strategy.
The new parking garage offers an opportunity to devise and implement strategies to address these comments in order to encourage staff, visitor, contractors and vendors to park off street. Decisions on these issues should be taken before the garage is open so that the parking garage can address current problems, avoid new ones, and support the TDM initiatives as far as possible.  A suggested condition requires immediate development of parking management strategies.
V. STAFF RECOMMENDATION

Staff considers that the revised TDM has introduced a number of more robust measures and details and provides a positive Plan for moving forward on TDM.  Staff therefore recommends that it be approved in principle subject to detailed conditions that focus on several areas of weakness which have been identified and where further work is needed:

· in the short term to ensure the new parking garage is used to best effect in reducing vehicle congestion and on street parking (information re access and use of the garage; provision of carpool, vanpool and bicycle parking)

· in the medium term, development of more creative use of cash incentives is recommended to be requested
· provision of more detailed information to allow a review of the flex time proposals;

· refinement of mode share targets based on the Survey data collection;

· expansion of the parking management plan to include strategies for redirecting those using on street and surface parking lots into the parking garages

· improved liaison between MMC TDM implementation team and City Planning and Transportation staff; and

· More frequent progress reports and reviews to ensure the TDM unfolds in an effective and coordinated manner, with an anticipation of mutual support.
VI. MOTIONS FOR THE BOARD TO CONSIDER

On the basis of the plans and materials submitted by the applicant and on the basis of information contained in Planning Report #xx-08 relevant to standards for site plan regulations and the requirements of the Contract Zone Agreement, and other findings as follows:

1.
That the proposed MMC Travel/Transportation Management Plan (TDM Plan) dated March 2008 is in compliance with Condition vi. of the May 2006 site plan and site location of development approval.


Potential conditions:
i. That a wider range of informational and publicity documents (and website presentations) shall be prepared for all vehicle users (including vendors and contractors) attending MMC that promotes and supports the use of the garages and associated valet service. For visitors an explanation on how this information is disseminated to those outside MMC should be provided. Copies of these materials for distribution shall be provided to the City for review and comment prior to the issuance of a temporary CO for the new parking garage; and
ii. That details of the rideshare program regarding the number and location of preferential parking (as described in Tom Errico’s e-mail of March 20, 2008) shall be submitted for staff review and approval prior to the issuance of a temporary CO for the new parking garage; and
iii. That details of the number and location of bicycle racks and lockers and other incentives and facilities for walkers (as per Tom Errico’s e-mail of March 20, 2008), shall be submitted for review and approval prior to the issuance of the CO for the new parking garage, and that these be in place by 1 June, 2008; and

iv. That proposals for cash out incentives to staff for bicycling, walking, public transit, carpooling and vanpooling (including the basis for any payroll deductions or payments) shall be submitted to staff by 1 June, 2008; and

v. That further information and supporting data regarding flextime feasibility shall be submitted in accordance with Tom Erricos’ comments of March 20, 2008; and 

vi. That the proposed mode share targets shall be revised and resubmitted as soon as the Survey results are available and no later than September 2008; and

vii. That the Parking Management Plan shall be revised and resubmitted in order to develop and include monitoring information and set out strategies and implementation timetables that reduce the number of MMC-related vehicles driving and parking on the streets in the vicinity of MMC (to address the comments of Tom Errico and John Peverada dated March 20, 2008), for staff review and approval within 3 months following the issuance of the temporary CO for the new parking garage; and 

viii. That the draft Transportation Survey shall be submitted for review and input by City Planning and Transportation staff prior to its being carried out with MMC employees; and
ix. That the Transportation Coordinator provide copies of all meeting notes of the MMC TDM Advisory Committee to the City’s Planning Department, and meet with City staff at least once every three months to update re the survey and progress on other measures, and to share data, ideas and specifics of the TDM programs; and

x. That an interim Progress Report on the implementation of this TDM shall be submitted to the Planning Board by the end of September, 2008; the multi-year TDM shall be submitted to the Planning Board in June 2009; and annual reviews of the TDM program shall take place each June for the subsequent four years.
Attachments as presented in February 26 Workshop
1. TDM as submitted in May 2005 as part of Site Plan Approval

2. Revised TDM submitted February 13, 2008

3. Correspondence from Daniel Doughty, AIA, Maine Medical, dated February 22, 2008

4. Thomas Errico, P.E. City’s Traffic Engineer Consultant, e-mail correspondence dated February 22, 2008 
5. (circulated at Workshop) Staff Technical Note re TDM generally

Attachments since February 26 Workshop

6. Revised TDM as submitted March 11, 2008

7. Staff compilation of TDMs required in other Portland Site Plan approvals (includes Mercy Hospital approved TDM)
8. John Peverada (City Parking Manager), e-mail of March 20, 2008

9. Thomas Errico, P.E. City’s Traffic Engineer Consultant, e-mail comments on revised TDM dated March 20, 2008
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