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Action Regueot 

lhe Depanmcnt of TllIIIBpOltadon Services of the City and County at HonolUlu (the City) has submitted 
a leqUest fOI apPlOvai to advance the Honolulu High-CapacltyTtansit Corridor l'lojool (lbe project) into 
preliminary engineering. Ibis memorandum secka approval of that request. 

rhe New Starta learn fur the Honolulu ploject recommends approval of the request bOO8Wle the project 
l1II!I met alllequiIementli fur entry into preliminary cmgineering: the project baa received a Medium 
r.thlg against the New StertlI criteria; the project sponsor bas demonsllatM the technical cupacity to 
undertake Ibe ploject; and lb. project baa been adopted inlo Ibe Oahu Metropolitan Planning 
Organization's financially constrained long-range transportation plan.' 

The City submitted an initial PB request on May 5, 2009 On August 4, ITA directed the City to revi ... 
tho cost estimato and finanoial plan submitted by adding S 116 million per lberecolDmendat!on from the 
project management oversight contractor (pMOC). The City submitted a revised plan on August 12 .t 
which time n A detennined the application to be complete. 

Protect Delcdpdon 

The project is an approximately 20-milc double-track rail line serving tho south shore of Oahu from a 
western terminus in Kapolei, PBSt Pearl Harbor and Honolulu International Airport, through downtown 
Honolulu to an castern terminus at Ala MoaDB Center, The project includes 21 stations; fuur park-and 
lide facilities with 4,100 total spaces; approximately 76 rail vehicles initial1¥ (with nine more vehicles 
purchased in 2024125); and a facility fOI vehicle storage, vehicle mairitenancc, and system operations 
The electrified (!hitd rail) line will be almost entirely on elevated structUle in existing publiC rights of 



way - primarily arterial slteets. Rail service will extend over 20 bollJS each day with automated tnlns 
running every !Iuee minutes in the weekday peak periods and six minutes during most off-peak hours. 

The total expected J'FGA project cost including fiDanco charges is $5,348 million In YOE dollars. The 
City is seeking $1,550 million in Section 5309 New Starts funds (29 percent) 

Project Purpose 

The project colridor is on the south sho .... of Oahu and includes, ftom west to east, the rapidly growing 
areas ofKapoleUBwa, the Pearl HarborlHNL international airport, downtown Honolulu, Ala Moana 
Center, the Univenrity of Hawaii (UH) at MInoa, and Waikikf the conidor is geographically 
constnlned by the ocean to tho south and two mountain Ianges to the north. Pearl Harbor teaches well 
inland ftom the ocean and pinches the already-naltow COIridor near its mid-point. Currenlly, there are 
550,000 residents and 400,000 jobs in tho corridor Because most of!h_ jobs are Iocaled in the mban 
core extending ftom Pearl Harbor on the west to WalklkI and UH on the cast, large nmnbers of WOlken 
commute into the core from the western parts oftbe conidOl and ftom CenlIal Oahu -located between 
the two mountain langes to the nmth 

Highway trove! is carried by !he H-I fteeway that extends through the length of the conidor' H-I 
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carries the large m~jority of the longel' automobile bips in the corridor because of the general absence of 
pBI8llel highways and major arterials. Near Pearl Harbor, H-I baflic is joined by traffic from H-2 - a 
freeway extending north into Cenbai Oahu. Consequently, H-I is heavily congested through much of 
the day, seven days pOi week, despite the presence ofHOV lanes in !he western-most segment of !he 
corridor and a reversible 1I11III in the vicinity of Pearl Harbol. Within the urban cora, street capacity is 
similarly limited by the scarcity of continuous arterials stretc:hing among the airport, downtown 
Honolulu, Waildki, and tho UH campus. 

The Honolulu bus system provides bigh quality service througbout the collidol and cnnies 185,000 
linked trips per aVClllge weekday. l'er-capita ridership is amone the top 20 in the cowrtIy, Ieflecting 
beavy InIffic congestion, high parldDg costs in the mban core, and aggteasivo efforts by the City to 
improve service with express buses on HOV lanes, sevetal bns 1apid Ilansit 10UIes, and relatively low 
nues Service quality suffen! substantially from mixed-traffic operations, bowever, and inc....asing 
baIlie congestion degrsdos schOOulo reliability, increases opemting costs, and exacerbates the bus­
capacity limitations on the highest-ridership bUll routes. Avrnge door-Io-door travel time for tnmsit 
riders from Western and CentIul Oahu to the wban core is cwrenUy 95 minutes 

By 2030, the conidOl is ptojeoted to have 760,000 resideD" and 525,000 jobs, capturing most of the 
population growth and effectively aU of the employment growth antioipated fur Oabu fur the Delt! two 
decades. Some 40 PClt:ent of' growth within the corridor Is projected fur KapoleUBwa where, by City 
policy, a secondJuy UJban _ is bcgiDning to emerge on funncrly agricultural land. IncreasiDg traffic 
volumes are projected to make highway congestion marginally worse despite $3 bUHon WOlth of 
highway improvements in the corridor. Demogrsphic growth Is expected to increase bus ridership to 
2fS,ooo daily UDked trips but the pO!ftnl1lllllCO of the bus system Is expected to continue to degrade 
becsuse of increasing congestion - with evon longer trovel times, less tellable service hesdways, 
increasing capacity prublems, and stiU-bigher opexating costs to maintain the same beadways. Average 
bansilllavel time from Weslcln and Central Oahu to the UJban core is expected to incr'Clls. to 99 
minutes. 



The baseline alternative adds mOre expless bus routes, increases the frequency oflimited-stop routes, 
and takes advantage of a new HOY facility connecting existing HOY lanes in the conidor to the west 
edge of downtown Honolulu The baseline also incceascs tbellUlllber of community circulator routes 
serving the ropidly grow.ing western parts of the corridor. As a ICSUI!, ridership is projected to increase 
to 234,000 lin1ced trips per day, average tnmsit Imvel time from Western and Central Oahu to the wban 
core is estimated to decrease to 94 minutes, and bus riders Ole pmlicted to save 3 2 million bouts of 
travel time annually These marginal improvements roflect two fimdamentallimi!ations on low-cost 
allempts to improve SClvice: fits!, the existing bus system already includes most of the nsctlrllow-cost 
improvements that are possible in the COlridor; and second, most bus services in the corridor will 
continue to operate in heavily congested mixed traffic. 
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The project introduces a fully grado-separ1lte guideway for tIains providing fiequent, much-higher-speed 
It ansit service. The l8illine is projected to cany 116,000 dOlly trips and increase total transit ridership 
to 283,000 dally linked trips. The pmject will reduce average lIansit ltavel times from Western and 
Centlal Oahu to the wban core to 6S minutes - 29 minutes faster than the baseline alternative - and will 
save lIansit liden a total oUI million haws per year by 2030 The City also intends io use the rail 
stations in Weslern Oahu as focal points to shope development of the second wban center on Oshli 

In summary, the City sees the proposed rail project as a way to make significant improvemen!a in transit 
service that cannot be accomplished with buses on congested slIeets and highways, to aIIIact large 
nutnbers of new lIanait rid..." for both (1) longtll-dis •• n .... travel from Western and Central Oahu to the 
ulbon core and (2) shorter-distance Itavel within the wban core, and to help shape the development of 
the emerging Iltban center in West Oahu 

Plonning History 

The project hos emerged nom a planning process that conforms to FT A New Swls requirements and 
leflects the ongoing tensions among tho project-advocate role of the City adminislIatiOD, the nanowly 
divided City Council, and the divergent views of the publie The documents, decisions, and other 
milestones that comprise the project's history are the legacy of those tensions: 

• December 7, 2005: F I A publishes a Notice of Intent (NOI) In the Federal Register for a combined 
alternatives analysis and Draft Environmental Impact Statement (AAIDEIS) considering major 
highway and lIanait options fur the High Capacity Transit Comelot:. 

• November 1,2006: The City completes the alternatives analysis having decided, in collaboration 
with FTA, to defer the Draft BIS in demenee to the local schedulofol selection ofa locally 
plef.ned oI1ernative 

• Decctnber22,2006: The City selects an LPA that is "fixed guideway transit" with .a length of 
approximately 34 miles extending from West Oahu, along Salt Lake Boulevard or through Honolulu 
Internatiollal Ailport, through downtown, and branching to two eastern termini in W~ and on the 
MInoa campus orlbe University of Hawaii 

• February 27, 2007: The City identifies a 20-mfie "fust project" within the LP A, extending East 
Kapolei on the west, via Salt Lake BonillVard, to Ala Moana Center just east of downtown. 

• Mluch 15,2007: FTA publishes in the Federal Register a Notice of Intent (N0l) to undertnlce an 
EISfor the "first project," including alignment options on Salt Lake Boulevard and through 
Honolulu International Ail port. 
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• May 4, 2007: The Oahu Metropolitan Planning Organization amends the Oahu Regiollll! 
Ttansportation Plan to Include fixed guideway transit from East Kapolei to Ala Moana Centcr 

• April 17, 2008: The City chooses steel wheel on steel rail as the transit tec1mology 
• Navember 21,2008: The Draft BIS is published. 
• February 11, 2009: The City chooses the airport alignment option 
• May 5, 2009: The City submits an initiallCQuest to FTA to advance the pIOjecl into PE 
• August 12, 2009: With receipt of the revised financial plan, F T A deems the PE application complete. 

Two other milestones were important to the development of the pIOposed rail project In January 2007, 
the City began to acaue tax revenues dedicated to the ploject through legislative actions taken in 2006 
by both the State and the City In Novernbel 2008, Honolulu votem passed a referendum question on 
whether or not the City should proceed to implement a rail p~ject 

National EnvIronmental Polky Act /NEPAl Schedule 

The NO! was published in March 2007 The Draft EIS was published 00 November 21, 2OOS.In July 
2009, lhe City submitted an administrative draft of the Final BIS to FTA. FfA tnnsmitted an initial set 
of comments to Ihe City on the administrative draft, which the City is cunent1yaddressing. The City's 
schedule oalls fur pubUcation oftbe Final BIS very soon after approval of the project inlo PB and receipt 
ofa Record of Decision in November 2009 

However, this IIIDbitious schedule now appears 10 be unlikely because of protracted meetings on historic 
and c-ulnual issues. In an unusual step, the Advisory Council for Historic Pteiarvation has weighed in 
on the development of a ProgrlUl1ll1~tic Agreement (P A) that needs to be finalized prior to the release of 
the FEIS. Further, sinco the Department ofTransportation Services for the City and County ofHoDOlulu 
does not have the oecesaary authority 10 bind the City to commitments identified in the P A, the City 
admiuistration will need to go back to the City Councillbr this authority. F T A does not expect to issue 
Ihe FEIS until laIc fall at the earliest. 

P,·o!ect Cost aDd Capital FuUdlng 

The City eslimutes that the project will cost $535 billion (YOE.) with category-specific costs as £Ollawa: 

Stonclanl ElUm.led 
Co.1 Cal.lo,)' D .. cripUDD Capllal Cool 

(5 mllUon, YOKi 
10 Guideway and T.aekwoIk $1,667 8 

20 Station .. Slop" T ormlnalJ $)892 

30 Support F •• ililies , SUBS 

40 Site _k/SPCClI! CandlIions 58!1SS 

SO Syalo ... 5311 2 

60 !lOW, LlDd, lmpro .. "",," 512B.6 

10 VohIeles 53988 

80 Pro!Ossi<mal Servi ... 59336 
90 Conilll&eacy $1842 

100 Finonce Chilli" $290.3 

Tot'" $$,347.7 



The project sponsor is seeking $1 55 bilHon (yOI'.) in New Stlats funds (29 petcent). The two non­
New-8tmts sowces of capital funds alc a IS-year (2007 through 202~) dedicated increment in the 
general ClXcise tax on Oahu ($3.79 billion including the CUJICIlI cash balance and interest) and FT A 
Seclion 5307 formula funds ($305 million). 

However, in late Augusl 2009, the City opened bids fOI construction of elements of the westernmost six 
miles of the project. While conl/act negotiations continue, initial repOlts from the City BlO that Ihe bids 
Ble lower than theit engineer's estimates by 1010 2S percenL The City had anticipated that tho weak 
economy would produce lower-lban-eslimated bids, similBl'to those observed fol' public works projects 
elsewhere As a lesult, the City may lCIIise the full-project cost estimate and the financial plan soon 
after PI'. approval 

Assessment ot'Prolect Scope. Schedule. Cost and Teehull!lll Capaclty 
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F TA assigned two l'loject Management Overaigbt Contractors (PMOCs) to review the Honolulu project: 
one focused on the project scope, schedule, and cost; and the seoond fucused on the leadiness oflbe City 
to undertake PE. 

In August 2008, F IA assigned Jacobs Engineering 10 review the project delivery method, scope, 
schedule, cost and schedule contingencies, and cost estimalo, and to assess the project cost and schedule 
risks in anticipation ofFIA'! need for this infollDation in the Now StsrIs ovaJuation and rating of the 
project to support the decISion on enttyto PE, Thls leview also Included scvcml iteratiolls of PMOC 
comrneots, resJlonses from .the City, and levisiona of both the PMOC commCllIs and the cost estimate 
Jacobs completed the cost review in July 2009. SpecifiC comments from the roviow include: 

Project Scope 

• JdelltilY Bny thiId party agromnents necessary for Ploject completion, including utility 
Bgreements with private and public owners and the military; 

• Resolve the issue of'plDximlty of the guideway to runways 22Rl4L and 22U4R at the Honolulu 
International Airport with lhe Hawaii DepBItmoot of I llUISpOltation and the Federal Aviation 
Administration; 

• Fully develop vehicle basis of design and functional sizing; 

• Detemline rail fleet size teq\llmDcnt; 

• fully develop scope fortbe administration building and operations CODlioI center; 

• Determine the final location of the maintenance and storage faciUty; 
• Finalize a contracting packaging plan which includes a sOUlce selection plan(s) and contract 

specific wOlk plan~; 
• Develop strategies t9 streamline the City's process to award contracts and to enter into grant 

agreements, especlelly as applicable to F r A grants; 

• D6Velop a pleliminary operation plan; and 

• Ensure the service,velocity does not erode over the next cowse of design changes 
I 
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Project Schedule 

• PlOvido Q bllSeIine of the Master Project Schedule (MPS) early in PE which will be used for 
monthly progress updates and tracking schedule variances; 

• Address the utilization manpower and equipment resOUICO loading and budget and cost loading; 
• Include critical activities in the MPS: utility activitiea, iea1 estate acquisitions, system 

integration, starting and testing, operational commissioning and tmining, vehicle plOCtUelllenl, 
major construction material procurements, FTA review and comment, detail activities for early 
constluction packages; 

• Develop a right-or-way schedule; and 
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• Modify the Work Breakdown Structure to ClOSS over with the project budget and cost breakdown 
stluctllle. 

Project CO!I 

• Develop a detailed bottoms-up-style project cost estimate to Standard Cost Categmy format 
The estimate should be detailed sufficiently to determine distributions of materials ,I &bar, 
equipment and general conditions clements at a minimum. The soft cost estimates &bould be 
based on staffing plans, force account plans, contracts, and so forth rather Ihao solely on 
percentages. The estimate ~hould eliminate panmetri ... style valuea, coit estimating 
relationships, and lump sums as much as possible durill8 PE; 

• Escalat. the cost estimate In accordance with the MPS; and 
• Provide justification and backup documents to support th. quantification and assumptions fdr the 

"soft costs" and related general conditions ofth. project 

The Jacobs review concluded that the cost estimate would be acceptable conditioned on the City's 
addition of $116 million to the estimete, bringing the total cost up to SS.3S billion - primarily to cover a 
higher escalation rate anticipated by the PMOC than had been assumed by the City Final adjustments 
recommended by the PMOC for Individual line items in the cost estimate were minor. The Jacobs 
review of the project schedule concluded thet the City should add five months to the schedule, moving 
the projected date of revenue operation for the 1\1\1 project from the City's planned date of March 2019 
to the PMOC's estimated date of August 2019. The Cit.Y made these adjustmcmis. 

In March 2007, in anticipation of a PE request from the City later that year, FTA assigned Booz Allen 
Hamilton (BAH) lIS the PMOC for the Hooolulu project. BAH bas reviewed tho sev8lal it8lalions of the 
City's Project Management Plan (PMP) beginning with its initial draft In June 2007. Continuing local 
decision-making and consequent changes to the project caused the City to defer its requeat for entry Into 
PE. Consequently, the PMOC review effort eventually Included sevesm iterations ofPMOC comments, 
responses ftom the City, and revisions to the PMP. BAH completed lts review oftbe final March 2009 
PMP in July 2009 .. In additioD, the PMOC also performed a detailed tevlcw ofth. City's todurical 
capacity and cap&bility and completed its review In July 2009 Specific review comments by BAH 
include: 

Technical Capacity 

• Update tllO Project Management Plan to bring it into twl conformance with FJA requilements, 
and implement the configuration mat\llgement and change control mechanism; 



• Develop detailed staffing plans for alliemaining phases oCtile Ploject to enswe adeqnate 
technical capacity. Tbe plans should include the dates by which the City will fill each key 
position All key City managlllllant positions should be filled duting PE; 
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• Walk with the State ofHllwoii to establish a Stale Safety Oversight Agency office 10 ovelsee the 
ploject; 

• Submit a fully developed Rail Fleet Managemant Plan; 
• Have quantifiable mewes for measuring the raU stalus of waN, both cost and schedule of all 

professional service contracts, and any inter-local agreements for participatory aetvices; 

• Develop 0 Contingency Management Plan which willlndentifY the specifiC dsles, and implement 
the anticipated mitigation measures; 

• Develop an Environmental Mitigation Plan that identifies required environmental mitigation 
actions and the party responsible for the mitigation, and that will eventually become the bula rOI 
quarterly mitigation monitoring and qU8Itedy mitigation rcporta; and 

• Updale and implement the Real Estate and Acquisition Plan, the Bus Fleet Management Plan, the 
Sarety and Seeutity Management Plan, and the Quality Management Plan as the project 
plogresses. 

The BAH review of the City's technical capacity and capability concluded that the City has 
demonstrated its technical capacity and capability to effectively manage the PE phase of project 
development. 

New Storts Rptlng 

I be project e&lnB an overall project lating of Medium against the New Sl8Its criteria. This ovelall mting 
is based on a Medium mting for project justificetlon and a Medium rating for local financial 
commitmenl Detailed component latings arc: 

ProJeetiustIDoalloD Loutl11 .. adll CQnunlbnenl 
Mobility Mod-Hip CapiJal FuadiDs PII .. Modium 
LandUac Medium O&M FuadiDs PIon Medium 
I!oonomia Dewlap ..... t Mod-If"" N ..... Now S_Shoro HIgh 
Operating Em.,;",.,y Medium 
Ilnvironmoot MedIum 
Cost 1im.:~_ Medium 
Ov ..... n Medium Overall McdIwa 

The cost-effectiveness indelt is $16.24.per hour of travel time savings. 

Other Issues and Concel .. s 

The City is highly focDBed on a groundbrcaklng bcdbre the end of calendar year 2009 to fulfill early 
promises on project schedule and to deter the Stale legislature (that convenes in I anuary) iilllll diverting 
funds trom the I1liI-dedicated tax revenue stream to meet abortfalls in the State budget. To achiove this 
milestone objective, the City anticipates cU:culation oflhe FEIS aboltly after PH approval and leceipt of 
a RCCOld of Decision (ROD) shortly after the FEIS circulation period concludes. With environmeDlal 
clearance cflb. Plojce!, tho City hopes 10 receive approval trom FfA through a Letter of No Prejudice 

Mike
Highlight



, . 

to break ground on the westeuunost 6-miIe segment sometime in December This schedule appears 
Ulllikely due to the delay of the FIlIS for tbe leasons enumemted above in tbe NEPA section of this 
document 

Finally, while the CIty already bas in place a dedicated funding source, project costs have reached a 
point where they eltceed the plOjected capacity of that sowce. Further, collections have under-run 
pmjections made before the CWtenl economic downtwn. The financial plan calls for the use of FI A 
Sectioo S307 formula funds for nearly a decade to cove:.' rc:.neining capital cosla, A look-ahead by 
FTA's financial conltactcr suggests that these difficulties may cause the financial plan to filiI tbe 
linancial shess tests that will be applied when the City requeslB enlIy into final design Consequently, 
financial issues may pose difficulties sufficient to put at risk the City's anticipated Initiation of final 
design in early 201 O. An early woming of tbis risk bas been included in tho PI! spprnvalleltec. 

ConclulioD 

The New Starts Team has evalnated the Honolulu HlghoCapacity Transit Couldor Project against the 
New Stsrts PE readiness criteria and bas concluded that all requilCDletlts bove been met. 'The tcam 
requests concU/rence on its recommendation to approve the project into PE. The PI! approval letter 
(attached) advises the City and County of Honolulu of'conditions for advancing the project tluough PE 
and into final design 

Attachments: PI! approvallettet 
10000y coogressional notification 
PMOC '''Ports (2) 

c-,8Li ~-~. \> 
Leslie T. Rogers J ~ Regional Adminisltator ~ 

Concur: 4~ 16~? 
Susan BDlinSJcy 
Associate Administtator for Planning and Iinvironment 

C 
a04~'c:v a. Ck._~ 

ancw': ~ for ' ::;-Sus-W1--::E..'"'S:-chru~th:---.L...-------
Associate AdrninistralDl' for Program Management 

Date 

1017/07 
Date l I 

Date 
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