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VI. CONCEPT DEVELOPMENT

FUTURE STREETCAR ROUTES

Once the Phase 1 route and alignment is complete and
operational, there are four potential downtown extension options
(See Figure 15), as well as one for the San Marco area. The
significance of the downtown extensions is the development of a
complete network of routes that serve the entire area. Beyond
that is the inter-modal connectivity with the JRTC, the Skyway (a
requested priority), the BRT and the commuter rail. Here the
streetcar is the integrating technology, thereby helping complete a
passenger’s “the last mile of the trip”.

The general description of potential route extensions and districts
are:

= Springfield
Springfield was the second highest ranked district. This
alignment is approximately 4.7 track miles long.

= LaVilla
This alignment is approximately 1.8 track miles long.

= Sports Complex Sports Complex
This alignment is approximately 2.2 track miles long.

* Riverside/Avondale
This alignment is approximately 1.5 track miles long.

= San Marco
This alignment is approximately 3.0 track miles long.

MAGNITUDE OF COST ESTIMATE

For the 5 Points/Brooklyn/Core alignment options, using the
modern streetcar, the cost estimate is between $65 and $85
million, depending on the option selected. The estimate is based
on a range of $15 to 17.5 million per track mile, with distances
ranging from 4.3 miles to 4.8 track miles. By using the JTA
maintenance facility, this cost will likely range toward the lower
end of the scale. However, there is likely to be bridge structural
work (regardless of which bridge is ultimately selected), and that
can affect the final cost.

5 Points Business Center Park Street
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Figure 16: Portland Streetcar Phase | Capital Finance Sources
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IV. IMPLEMENTATION

INTRODUCTION

If a streetcar is implemented in Jacksonville, it will join a growing
number of American communities that has “added back” this
critical component of urban livability and mobility. The size and
circumstances of these other communities vary widely. Some of
the cities involved are larger than Jacksonville and some are
smaller.

This section deals with implementation ideas that may be applied
to the Phase 1 project. Just as the Portland and Tampa streetcar
projects demonstrated their powerful catalytic effects, this project
could be an equivalent prototype or trend-setter. To come to
fruition, however, a wide diversity of funding tools and techniques
will be necessary.

ALL DIFFERENT, ALL COMPLEX

Up to now, no two projects use the same funding scheme. In fact,
there is very little in common in how the funding packages align.
The overriding theme of the funding plans for streetcar projects is
not policy or programmatic consistency, but it is creative leverage
of local and federal funds, private funds and opportunism. For
example, Figure 16 shows the original capital cost of the Portland
Streetcar.

In addition to the sources “pioneered” by the Portland project,
revenue sources for other projects are widely divergent. Such
funding sources for projects completed or under development
include:

= FTA “Livable Communities” and TCSP grants (Little Rock)

= State grants and appropriations (Seattle, Winston-Salem,
Charlotte and Miami)

= Local option sales tax (Miami, Charlotte)
= Local General Fund appropriations (Little Rock, Galveston)
» Flexed STP funds (Little Rock)

= Congestion Mitigation Air Quality (CMAQ) grant funding
(Tampa)
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POTENTIAL CAPITAL AND OPERATING FUNDING SOURCES

Several assumptions frame the finance options described below
for the potential Phase 1 Jacksonville streetcar.

» Federal funds maybe pursued, at least for the initial phase

= Given the potential development and redevelopment in the
project area, real estate leverage will be used to help fund
construction

» A wide variety of other local revenue measures will need to be
considered.

FEDERAL REVENUE SOURCES

= Federal Transit Administration New Starts and Small

Starts

Federal funds typically are used to start new rail system
initiatives. The Federal Transit Administration (FTA)
administers funding programs designed to assist local
agencies in new rail start-ups. Competition for FTA “New
Starts” funds is fierce nationally as many cities attempt to
develop transit projects and seek federal participation. For
example, FTA received over 60 applications for “New Starts”
projects in 2005. The cost of new rail systems can be high,
sometimes in the billions of dollars. As a result, the FTA
process for qualifying a project for “New Starts” funding is very
structured, comprehensive and time-consuming.

In the new SAFETEA-LU legislation, a Small Starts set aside
was initiated within the overall New Starts program. These
projects are those seeking less than $75 million in federal
funds, with a total estimated project cost of less than $250
million. The FTA will provide federal funds only if FTA finds
that the project is (a) based on planning and Alternative
Analysis; (b) justified based on a review of its public
transportation supportive land use policies, cost effectiveness,
and effect on local economic development; and (c) supported
by an acceptable degree of local financial commitment. Under
SAFETEA-LU, funds are now available to potential applicants
for preparation of the required Alternatives Analysis.
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For both New Starts and Small Starts, a proposed project first
must be authorized by Congress; and second an Alternatives
Analysis must be done to FTA’s satisfaction. To date, there
are no approved streetcar projects under Small Starts —
Portland was not approved, and only Tucson remains in the
queue.

Congestion Mitigation Air Quality(CMAQ)/Transportation
Enhancement Funds

These program funds are designed to assist communities with
transportation strategies that reduce auto emissions and
enhance the multi-modal functioning of local and regional
transportation systems. Both help reduce air pollution. The
availability of these funding sources was continued under
SAFETEA-LU. Allocated through MPOs, the virtue of these
programs is the flexibility they allow in dedicating federal
surface transportation funds to a wide spectrum of
transportation-related investments.

Economic Development Administration (EDA) Grants
Although not yet used for a streetcar project, the Public Works
Grants provided by the U.S. Department of Commerce’s
Economic Development Administration is a potential source of
capital grant funding. Given the program’s stated purposes
and the potential project’s strong connection with strategic job-
creating investments, a case can be made for these funds to
be used.

LOCAL REVENUE SOURCES

Fares. There are reasons to operate streetcar circulators as a
free service, and several successful lines do just that. Project
goals in these cases emphasize convenient access and
automobile trip reduction. Passengers have, however,
demonstrated a willingness to pay. In those cases, project
goals emphasize cost recovery. Once the policy issue is
resolved as to which approach Jacksonville wants to take
regarding a free or fare-paying line, a portion of the line’s
operating costs may be recovered through fares. Usually fare
recovery is in the 20-25% range of ongoing operational costs.
Cash fare revenues can be reduced by the extent of pass
programs (see next section), but depending on pass costs and
utilization, the two sources can be complementary.

Passes. Pass programs, supported by employers and
educational institutions, can be a significant revenue source,
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again typically for ongoing costs. For reasons of employee
trip reduction, reduced parking demand, and mitigation of
parking conflicts with adjacent areas, employers have multiple
incentives for supporting employee transit pass programs.

Ancillary Revenues (Advertising and Sponsorships). The
potential ancillary revenue for this system has two
components. First is the media value of the advertising on,
within, and near the vehicles. The second is concession
agreements and/or rental fees on vending machines or
automatic teller machines at the proposed stops. There have
been a wide variety of approaches to ancillary revenues in
other streetcar projects. Some projects have been aggressive
in exploiting these opportunities, others are more cautious.
Tampa, Florida has an aggressive sponsorship program that
emphasizes naming rights for the entire system, individual
vehicles and the stations/stops. A summary of the three
naming right approaches follows:

e System Sponsorship - $1,000,000
System name on cars and maps
Special Events - 4 times/year
e Streetcar Sponsorship - $250,000
Name - Exterior and interior of car and maps
Special Events - 2 times/Year
e Station Sponsorship - $100,000
Name - Stations and maps
Special Events - 1 time/Year

The respective sponsor’s name is announced at each
sponsored stop via an automated announcement on board
each vehicle.

In Portland, Oregon numerous stations and individual car
sponsorships were sold at relatively modest amounts. A
station sponsorship is priced at $4,800 per station per year,
and vehicle sponsorships are $25,000 per vehicle per year.
The respective sponsor’s name is announced at each
sponsored stop via an automated announcement on board
each vehicle. Local restaurants are involved in sponsoring the
system maps.

San Diego, California’s trolley system has been under a 20-
year advertising and sponsorship moratorium. The
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moratorium was temporarily lifted during a Super Bowl.
Trolley car wraps were then sold on 10 vehicles (less than 10
percent of the fleet). Local and national advertisers eagerly
paid for this advertising. The system’s board subsequently
elected to reinstate the moratorium on all rail vehicles.

On the other hand, San Diego’s bus fleet accepts all forms of
advertising, including wraps. The system has an agreement
with the Coca Cola Company to place vending machines at 43
of the trolley’s 46 stations. A revenue-sharing agreement is in
place. An outside vendor serves as a general contractor to
provide cart-based amenities (coffee, newspapers, souvenirs
etc.) to riders at selected stations.

New Orleans, Louisiana has traditional transit ads placed on
the sides and back of their vehicles. This inventory is
represented by Clear Channel Outdoor. Ad rates for
traditional exterior transit ads on street cars range from $300
to $650 per month per car depending on the kind of streetcar
selected. By comparison, full wraps of the city’s buses are
offered at $2,000 to $3,000 per month.

Tax Increment Financing. Chapter 163, Part Il, FS allows the
creation of Community Redevelopment Agencies (CRA) and
redevelopment areas as a means of addressing slum and
blight within communities. Jacksonville currently utilizes the
CRA provisions. One of the funding options, depending on
current commitments, is Tax Increment Financing (TIF). The
TIF allows for bonding on improvements over a specific period
of time, as allowed by law. The streetcar is one such
improvement, especially if there is transportation-generated
blight. TIF funds are commonly used in streetcar projects
across the nation.

Business Improvement Districts. The Business
Improvement District (BID) is a common means of generating
real estate-related revenue for the streetcar project. The
establishment of a BID is usually predicated on the approval of
a majority of the property owners within the proposed district.
The funds from the property assessment can be used to
promote and market the area. Funds also can be used to
enhance security, maintenance, beautification, and
transportation. The property owners shall be specially
benefited by the provision of the BID services and will be
assessed upon each such property in reasonable proportion to
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the benefits derived from the services. Numerous BIDs have
been established throughout the country.

BIDs typically rely on an assessment applied to the properties
within a defined area, based on an assessed property value, a
per-square-foot basis, or a linear frontage basis. The property
owners must agree to the assessment. The Miracle Mile BID
in Coral Gables, Florida, formed in 1997, assesses property
owners based on $2.25 per $1,000 of assessed property
value. Today, the property assessment generates some
$420,000 per year. The revenues are used for marketing and
advocacy on behalf of the area businesses.

Special Assessment Districts. Municipalities and counties
may choose to create a Special Assessment District to provide
services or construct capital infrastructure for specified
benefits to property owners. Creating the Special Assessment
District, adopting an equitable formula, and documenting the
benefits may be accomplished by resolution of the City or
County. Much like the BID requirements, the properties being
assessed must be specifically benefited by the services and/or
capital improvements. The assessment must be reasonably
proportionate to the benefits. Unlike the BID, the governing
jurisdiction may create the resolution without any vote of the
affected property owners. The special assessment allows
greater flexibility than that allowed in BIDs.

The special assessments is a valid tool for generating
revenues as the local share of capital and/or operating costs
associated with the proposed streetcar system. There are as
many variations of special assessments as there are projects
that employ them. The viability of this approach is determined
by the rationale for allocating the cost burdens to potential
beneficiaries, as well as the impacts on property values that
might result from both the benefit to be received and the costs
to be allocated. The range of potential assessment rates also
varies, and the experience of other communities was
researched for similar assessment districts and rates used to
fund local transportation related infrastructure. Based on the
beneficial effect of streetcar or light rail projects on property
values and development in other U.S. cities, it is reasonable to
forecast that the streetcar system itself would benefit nearby
properties by enhancing their development potential.

State Infrastructure Bank. The State Infrastructure Bank (FS
Chapter 339.55) was created within the Department of
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Transportation for the purpose of providing loans and credit
enhancements to government units and private entities for use
in constructing and improving transportation facilities. The
bank may lend capital costs or provide credit enhancements
for a transportation facility project that is on the State Highway
System or that provides for increased mobility on the state's
transportation system or provides inter-modal connectivity
with airports, seaports, rail facilities, and other
transportation terminals (emphasis added), pursuant to s.
341.053, for the movement of people and goods. Among the
criteria for approval that relate to the Jacksonville streetcar
are:

= A demonstration that the project will encourage,
enhance, or create economic benefits

= The likelihood that assistance would enable the project
to proceed at an earlier date than would otherwise be
possible

= The extent to which assistance would foster innovative
public-private partnerships and attract private debt or
equity investment

= A demonstration that the project includes transportation
benefits for improving inter-modalism, cargo and freight
movement, and safety

= The amount of the proposed assistance as a
percentage of the overall project costs with emphasis
on local and private participation.

State Inter-modal Assistance Funds. The Inter-modal
Development Program was created in s. 341.053, F.S. Its
purpose is to provide for major capital investments in fixed-
guideway transportation systems, access to seaports, airports
and other transportation terminals, providing for the
construction of inter-modal or multimodal terminals; and to
otherwise facilitate the inter-modal or multimodal movement of
people and goods. These projects, which include access
improvements to seaports, airports and railroads, also
contribute to economic prosperity in Florida through improving
the movement of tourists and goods. Transit agencies are
recipients of these funds.
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State Commercial Development and Capital Projects
Funds. In accordance with Ch 288.063, FS, the Office of
Tourism, Trade, and Economic Development is authorized to
make, and based on a recommendation from Enterprise
Florida, Inc., to approve expenditures and enter into contracts
for direct costs of transportation projects with the appropriate
governmental body. The transportation projects shall be
approved only as a consideration to attract new employment
opportunities to the state or expand or retain employment in
existing companies operating within the state.

DRI Transportation Concurrency Exception Area (TCEA)
TCEAs are designated areas within the state where
exceptions are allowed to traditional transportation
concurrency requirements. This exception provides flexibility
for concurrency management in order to encourage the
application of a wide range of transportation planning
strategies to meet concurrency — rather than simply increasing
the capacity of roadways through widening.

A purpose of this approach is to reduce the unintended
consequences that traditional transportation concurrency can
have on downtown revitalization. Oftentimes, downtown
roadways have reached the limit to which they can be widened
because of constrained right-of-way. This can make suburban
markets a more attractive option for developers, where
constrained right-of-way is not an issue. To level this
imbalance, development within a TCEA is freed of roadway
concurrency management requirements.

Under these requirements, vehicle trips generated by a
proposed development are counted against an available
“bank” of roadway capacity. Where available capacity meets
forecast vehicle trip demand of a proposed development,
developers are only responsible for roadway improvements
providing “safe and adequate” vehicle access to their site.

Where available capacity fails to meet the forecast vehicle trip
demand of proposed development, developers must contribute
towards the funding of roadway improvements that will make
up the capacity shortfall — in addition to providing safe and
adequate vehicle access to their site.

Within a TCEA, developers still must provide safe and
adequate vehicle access to their site. However, the
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concurrency management system holding developers
accountable to provide concurrent roadway capacity is set
aside.

In return for being freed of traditional roadway concurrency
requirements, developers within a TCEA are asked to provide
other means of meeting transportation concurrency as
conditions of development approval.

Strategies to meet transportation concurrency within a TCEA
include infrastructure improvements that maximize the
efficiency of existing downtown roadways (rather than simply
widening them — though at times widening of certain roadways
may be necessary), as well as a wide variety of strategies that
promote travel by modes (streetcar) other than the automobile.

Designation of Downtown Jacksonville as a TCEA for the
Southbank has been completed, and currently the Northbank
area is being studied for its own TCEA.

= Other Funding Options for Exploration. As the project
moves into the feasibility stage, there a number of other
funding options to be explored. Among them are:

= Parking bonds and revenues
= City general obligation bonds

= Development agreements (allowed under CH 380, Florida
statutes)

= Joint development agreements (public/public and
public/private)

»= Coordinated infrastructure and street improvement
programs

* Hotel/motel/tourist tax
= Surcharge on auto registrations
= Rental car tax
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