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Sunset Limited / Texas Eagle
PRIIA Section 210 Performance Improvement Plan

I.  EXECUTIVE SUMMARY

Section 210 of the Passenger Rail Investment and Improvement Act of 2008 (PRIIA) requires
Amtrak to identify the lowest performing third of the fifteen long distance routes in 2010 and
develop a plan to improve the overall results of their financial, on-time performance, service-
related, and customer satisfaction targets!. Amtrak will work on the middle ranked and top
ranked trains in 2011 and 2012 respectively. The five routes identified for FY10, based on a
combination of FY08 Attributed Cost Recovery, Customer Satisfaction Index (CSI), and on-time
performance are the Sunset Limited, Texas Eagle, California Zephyr, Cardinal, and Capitol Limited.2

This report describes the recommendations of the Sunset Limited / Texas Eagle (Sunset/Eagle)
Working Group.

A. Background

Since Amtrak’s inception in 1971, the Sunset
Limited has been one of the weakest financial
performers in the Amirak long distance
network. Tri-weekly service and historically
poor on-time performance have turned away
potential customers and resulted in inefficient
equipment and staff utilization. These burden
the service with disproportionately higher
costs and lower revenue and ridership.

Over the years, Amtrak has managed a number of efforts to improve the financial performance
of the Sunset Limited. Most of these focused on
cost reduction, which generally resulted in
degraded service leading to lower revenues and
declining financial performance. Following
Hurricane Kairina, Amirak suspended the
Eastern portion of the route between New
Orleans and Orlando.

Texas Eagle Route

The Texas Eagle provides daily service between San Antonio and Chicago and tri-weekly service
to Los Angeles. By switching cars at San Antonio between the Texas Eagle and the Sumset
Limited, Amtrak provides a Los Angeles - Chicago through car service. The two routes’
respective schedules, however, result in very long layovers for connecting customers during

! Two sections of PRIIA direct performance measurement. Section 210 describes Performance Improvement Criteria

for Long Distance (See Appendix A) and Section 207 describes Performance Metrics that have been recently issued
by the FRA (See Appendix B).
2 See Appendix F for Rating Method

-1-
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which through cars are parked overnight in a noisy rail yard. Historically poor host on-time
performance issues further exacerbate the customer service situation. Historically, the Texas
Eagle outperforms the Sunset Limited on cost recovery, though their on-time performance and
CSI scores are similar.

In 2009, after learning of the upcoming PRIIA requirements, Amtrak’s Marketing and Product
Development Department initiated a comprehensive study of the Sunset Limited and Texas Eagle
as part of its Route Performance

Improvement (RPI) program. The RPI

program  is a  cross-departmental, | | / ] j-" T Smg:ag-é\ Y.
collaborative effort that examines nearly ' {‘\ / - Voo A
every aspect of a route’s operation. The | : .\ /| X “_9‘4,%?2}) |
program’s goals are to identify PN T Y o
opportunities to improve customer service, | [Me3Angeles T
increase revenues, and reduce costs to drive ' \v‘u m,( e Little ?ocfs,r:?“’r. .

up performance measures. Since PRIIA i
Section 210 and Amtrak’s RPI program |
share similar goals, Amirak will use the ‘
processes developed for its RPI program as :
part of a larger effort in the corporation for

Section 210 compliance.

The Sunset/Eagle RPI generated a large number of route enhancement ideas from employees
throughout the Southwest and Southern Divisions. The team analyzed a number of schedule
and service options and concluded that restructuring the two routes will result in the best
overall financial and customer service model.

Plan Highlights

e New daily service between Los Angeles

B. Plan Highlights

Two major changes underlie the proposal
made by the Performance Improvement
Team:

1. New daily Los Angeles - Chicago service
combines the Los Angeles - San Antonio
portion of the Sunset Limited with the San
Antonio - Chicago Texas Eagle.

2. New daily San Antonio - New Orleans
service with cross-platform transfer of
passengers at San Antonio.

and Chicago

e New daily service between San Antonio
and New Orleans

e Reduction of layover time in San
Antonio

o Daylight schedule in major cities

e Connection to Coast Starlight

» Reduced equipment requirements —
Released sleepers ease Capitol Limited
capacity constraints

This plan corrects several operational obstacles that have held down Sunset Limited financial
performance. The tri-weekly service schedule increased costs by forcing long layovers of On-
Board Services (OBS) personnel at New Orleans, and Train and Engine (T&E) crews at various
layover locations along the route. It also forced inefficient equipment utilization. The fact that

-2-
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train mileage increases 76% while avoidable costs rise by only 31% is evidence that this plan
makes real improvements in labor and equipment efficiency.

Amtrak’s Market Research & Analysis Group and Finance Department estimate that the new
service will add 124,100 additional riders and generate over $10 million in additional revenue
across the Amtrak system. Nearly 80% of the revenue and ridership increases will be on the
new combined Sunset/Eagle route. The Coast Starlight and Capitol Limited are the other routes
benefiting from the change. The Southwest Chief will incur slight declines.

Equipment Implications

Although the restructured service will increase sleeping car capacity and revenues, and offer
full meal service on all portions of the Sunset/Eagle route, the elimination of equipment
utilization inefficiencies will enable Amirak to provide that service with four fewer Superliner
Sleepers and four fewer diners. These cars will be shifted to the Capitol Limited to ease capacity
constraints on that route.

The plan also requires five Diner Lounges and one coach car to support the new service. This
equipment is immediately available; the diners shifted from the Sunset Limited to the Capitol
Limited will replace diner-lounge cars currently used on that route.

Equipment
Not

Needed | Needed
Type Current Plan | for Plan | for Plan
Locomotives 12 11 1
Baggage 4 0 4
Trans Dorm 8 7 1
Sleeper 11 7 4
Diner Lounge 4 9 5
Diner 4 0 4
Lounge 8 7 1
Coach 15 16 1
Coach Baggage 8 9 1
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Schedule Changes

The new schedule in Los Angeles will enable
better connections with the Coast Starlight.
Along with reductions in San Antonio layover
time, the new route gives customers much better
arrival and departure times in key cities.
Amtrak’s Market Research & Analysis Group
estimates that these changes will drive higher

ridership in these cities.

Layover Impact

The new service will vastly improve San

Antonio  layovers  for through
passengers. The most dramatic
reductions will be for passengers

traveling between Los Angeles and
Chicago, with trip times falling by 9 and
5 hours for eastbound and westbound
travelers respectively.

SCHEDULE CHANGES - Key Cities

Eastbound Current Proposed
Maricopa/Phoenix 11:17 PM 8:14 AM
Tucson 1:55 AM 10:22 AM
Houston 5:10 AM 12:10 PM
Westbound Current Proposed
Maricopa/Phoenix 12:57 AM 8:13 PM
Tucson 11:30 PM 6:46 PM
Houston 9:50 PM 6:35 PM
San Antonio Passenger Layovers
Easthound - 3 :Current: | Proposed:
Los Angeles to New Orleans 2hrs, 25min| 1 hr, 5 min
Los Angeles to Chicago 9 hrs, 30 min { 0hrs, 50 min
We stbound . T | Curfent -|..Proposed.
New Orleans to Los Angeles 2hrs, 40 min | 2 hrs, 10 min
Chicago to Los Angeles 7 hrs, 45 min | 2 hrs, 40 min

Customer Satisfaction Index (CSI) and On-Time Performance (OTP)

Running a daily through train between Los Angeles and Chicago simplifies the operation of the

route and reduces the potential for problems in San Antonio.

Eliminating the excessive

layovers in San Antonio reduces travel time, improves passenger safety, provides better
customer service, and gives passengers better options. Amtrak expects these changes and
continued improvement in on-time performance will drive CSI scores higher.
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C. Key Measurements

PRIIA Section 210 specifies that any service changes must address its Performance
Improvement Criteria as presented in Appendix A. The following chart highlights how the
plan fulfils this requirement.

On-time performance

Daily service and elimination of San Antonio switching
operations are expected to improve on-time performance

Scheduling, frequency, routes
and stops

Improved schedule in key markets
Elimination of long layovers in San Antonio
Improved Connection with Coast Starlight

Feasibility of restructuring
service into connected corridor
services

New schedule provides faster daytime service in most
short distance markets without through ridership losses
associated with breaking the route into segmented
corridors

Performance-related equipment
changes and capital
improvements

Releases five Superliner sleepers and 1 locomotive for
redeployment on other routes

On-board amenities and service,
including food, first class and
sleeping car services

Improved customer experience as a result of better

schedule, reduced layover in San Antonio and daily
service

State or other non-Federal
financial contributions

Potential stakeholder/community support

Improving financial
petformance

Sunset/Eagle Avoidable Cost Recovery up by 2 points -
Coast Starlight Avoidable Cost Recovery up by 3 points
Capitol Limited Avoidable Cost Recovery up by 1 point

Anticipated Federal funding of
operating and capital costs

No capital funding projected pending host railroad
concurrence

Nominal increase in Federal operating funding
requirement (~$3m)

Other areas affecting financial,
competitive, and functional
route performance

Systemwide ridership increase of 124,100
Daily service w/ daytime schedule in major cities
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D.

Projected Financials and Key Metrics

3y
+ 5%

197.8

Total Revenue ($m) $140.0 +8% $38.8 +25% $40.0 $19.6 +3% $41.7 -0.4%
Total Avoidable Costs ($m) ($209.3) +7% ($70.5) +21% || ($54.9) + 1% ($24.7) +2% ($59.3) -+ 0.1%
(L;rij after Avoidable Costs | (sea.5) +4% || (s31.6) +16% || (s14.9) -0% || 85.0) -3% || (s17.8) +1%
Annual Ridership (000s) 1,429.3 +10% 442.3 +30% 4477 + 3% 221.8 +3% 3175 -0.2%
Passenger Miles (m) 969.1 +16% 318.0 +44% 2519 + 16% 10.2 +3% 289.0 -0.2%
Train Miles (000s) 5616.8 +23% || 2,410.0 +76% || 1,0062 - 557.0 - 1,6446 -
Metrics (Based on Avoidable Costs)

Avoidable Cost Recovery 67% +1pt 55% +2pts 73% + 3pls 79% +1pt 70% - 0.2 pts|
Loss / Passenger Mile ($0.07) -10% ($0.10) -19% ($0.06) -21% ($0.08) -6% ($0.06) +1%
Pass Miles / Train Mile 1725 -5% 1320 -18% 2508 + 16% +3% 1758 -0.2%

Improvement

Except for the Southwest Chief (on which the plan has negligible impact), most of the metrics
shown above improve. Although there is a huge (44%) increase in passenger miles on the
Sunset/Eagle routes, Passenger Miles per Train Mile decreases overall primarily because of the
large increase in Train Miles along the current Sunset route with daily service. Note that the
Cost Recovery shown above is based on Avoidable Costs. Amirak’s general cost recovery
measure includes Avoidable (Direct) plus Shared costs; Amtrak used this latter measure to rank

the trains.

The financials and metrics shown above reflect the benefits of Amirak’s network connectivity.
An improved connection between the Sunsei/Eagle and the Coamst Starlight attracts larger
numbers of riders to both routes, while drawing a small number from the Southwest Chief.



Sunset Limited / Texas Eagle
PRIIA Section 210 Performance Improvement Plan

E. Implementation

Amtrak presented this plan to its Board of Directors in early 2010 and received approval to
proceed. Amtrak believes it is logistically feasible to begin the new service in early 2011,
pending host railroad approval. Amtrak is currently in discussions with Union Pacific (up),
SCRRA, and BNSF Railway (BNSF).

The figure below highlights the major segments of the route and the host railroads controlling
thems3.

Host Railroads on Sunset Limited Route

SCRRA BNSF
LAX 1o Soto-CP | Soto to Colton
San Dlego Crossing

Junction

up BNSF
Cotton Crossing lowa Junction to
to lowa Junction, New Orleans
Louisiana

Assuming these approvals occur, the Southern and Southwest Divisions have plans in place to
begin the hiring, training, and qualifying process for the T&E and OBS personnel. Since the
new service will not travel over any new route segments, Amtrak will not have to qualify crews
on new Amtrak routes or establish new crew bases or commissaries.

This plan includes a service reroute from Colton Crossing (San Bernardino) to Los Angeles via
Fullerton and the BNSF Fullerton Subdivision. Amtrak does not currently expect to be able to
implement this reroute at the outset due to operational issues. The Riverside County
Transportation Commission (RCTC), which has made significant investments in BNSF
infrastructure in this Corridor, has expressed support for the reroute via Fullerton.

3 See Appendix G for additional details.
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F.  Summary and Next Steps

This plan provides Amtrak with an extraordinary opportunity to improve in a number of areas.

Amitrak’s customers will benefit in the following ways:
s Daily Los Angeles to New Orleans Service through San Antonio
= Up to 91% reduction of San Antonio through passenger layover time
= More daylight hour departure times in many major cities
= Improved on-time performance
= Restored connection with the Coast Starlight in Los Angeles
=  Greater sleeper availability on the Capitol Limited with improved dining experience

Amitrak benefits in the following ways:
= More efficient usage of equipment by reducing layover times
Higher employee productivity by reducing held away times
Reduced loss per passenger-mile
Increased long distance ridership (124,100) and revenue ($10m)
Improved cost recovery on Sunset/Eagle, Coast Starlight and Capitol Limited

The following shows FY09 Long Distance Passenger Revenue, Ridership, and Avoidable Cost
Recovery reflecting the changes for the Routes laid out in this plan.

85



Sunset Limited / Texas Eagle
PRIIA Section 210 Performance Improvement Plan

II. INTRODUCTION

Enacted into law on October 16, 2008, the Passenger Rail Investment and Improvement Act of
2008 (PRIIA) (Public Law 110-432) reauthorizes the nation’s intercity passenger rail provider,
Amirak. PRIIA seeks to strengthen the U.S. intercity passenger rail system through the
development of new policies, the authorization of operating and capital support for Amtrak,
and sustained capital investment through new federal grant programs, administered by the
United States Department of Transportation (U.S. DOT) through the Federal Railroad
Administration (FRA), that provide funding for passenger rail improvements.

Additionally, PRIIA requires Amtrak to undertake a number of studies and reports relating to
various intercity passenger rail services. Section 210 of PRIIA requires Amtrak to develop
Performance Improvement Plans (PIP) for all of its fifteen long distance routes through FY12.
The section requires Amtrak to develop plans for the bottom third of its routes in FY10, the
middle performing routes in FY11, and the top performing routes in FY12. The PIP for each
route shall address all aspects of service, the route, and financial performance.

Amtrak will take advantage of an existing program to address the requirements of PRIIA
Section 210. Route Performance Improvement (RPI) refers to Amtrak’s cross-functional
collaborative program that systematically looks at most aspects of a route’s operation to identify
opportunities for improving customer service, increasing revenues, and reducing costs. The
program has been in use for three years, and it has been successfully used for thirteen long
distance, corridor, and NEC routes. The diagram shown on the next page gives an overview of
the process.

This document summarizes the recommendations of the Sunset/Eagle PRIIA 210 team.
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The Route Performance Improvement (RPI) Process

» lterative process is designed to improve bottom line performance
on dedicated Routes

- Initlate

Develop
kS v
New opportunities
+ ldentify Route - Analyze opportunities - Execute Action Plans * Collect and report
- Develop “Route & consaolidate into - Utilize regulariy performance
Overview” initiatives scheduled RP! measures
- Benchmark currant » Create Action Plan meetings to track * Manage new policies
performance levels - Assign Action Teams progress and issues and processes
- Identify Route strengths g gxecute Plan « Implement Marketing
and weaknesses « Devélop Marketing Plan
* |dentify stakeholders Plan + Implement initiatives
’ Con\{ene bramstormm_g + Identify performance - Product relaunch
session/kickoff meeting ..o oo - Phased
« Document opportunities implementation

for improvement

AT R AR

Marketing and Product Development

Product Development manages this program and brings in representatives from Marketing,
Transportation, Mechanical, Finance, Government Affairs, and Policy and Development, as well
as local labor organizations. In addition, Amtrak holds a series of community outreach

programs, soliciting input and comments from rail passengers, interested stakeholders, Amtrak
employees, and communities. :

For the Sunset/Eagle RPI, Amtrak used a series of community outreach meetings, involving rail
advocacy organizations, such as SMART, TEMPO, NARP, RailPAC, and others. These meetings
took place at major cities along the route, including Los Angeles, Fort Worth, and New Orleans,
and ensured that all of these stakeholders had their views properly represented.

-10-
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Letters and statements of support for this service proposal were received from the following
groups:

L]

City of Los Angeles

National Association of Rail Passengers (NARP)

Rail Passengers Association of California (RailPAC)

Sunset Marketing and Revitalization Team (SMART)

Texas Eagle Marketing and Performance Organization (TEMPO)
Riverside County Transportation Commission (RCTC)
Coachella Valley Association of Governments

o Arizona Rail Passengers Association

e Trains Magazine

°

e

=4

A. Background and Historical Data

Sunset Limited
Before Amtrak began operations in 1971, Southern Pacific, a predecessor of Union Pacific,
provided passenger rail service between New Orleans and
Los Angeles. The Sunset Limited is the oldest named train in
the United States still operating, having held the name since
its inauguration in 1894.

In the mid 1960s, Southern Pacific attempted to eliminate its S‘E?NSET- LIMITED
passenger service, which was incurring large financial losses. MEAORLIANS - tog ANgacry

Via Hraton + $63 Kerante K P + Tucnwe + Fhoonin 2 Bobrs Bpelagy

Southern Pacific discontinued sleeping car and dining car
service on the Sunset Limited: all passengers were required to 2
make the two-day trip incoach, and vending machines :
provided the only food service. Southern Pacific then sought
authority from the Interstate Commerce Commission (ICC),
predecessor of the Surface Transportation Board, to
discontinue the Sumset Limited, citing declines in ridership
and revenue. The ICC rejected Southern Pacific's application, finding that it had deliberately
downgraded service. However, the ICC allowed Southern Pacific to reduce service frequency
from daily to tri-weekly in October 1970.

23 Voo Tt e 5 o ek Vit B etk
Bouthesm Pacific

RUENIEAIS MEIY M ONERN TIAINS

Amtrak assumed operational responsibility for the route in May 1971. Amtrak’s original route
system, designated by U.S. DOT, included the Sunset Limited, a tri-weekly service between Los
Angeles and New Orleans.

Ridership on the Sunset Limited increased after Amtrak took over the train's operation.
However, on-time performance deteriorated in the late 1970s due to freight train interference.
In 1980, the U.S. Department of Justice (DOJ) filed a federal lawsuit against Southern
Pacific, charging that on the Sunset Limited route, it had violated the provision of the Rail

-11-
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Passenger Service Act that requires that Amtrak trains be given preference over freight trains.
(This lawsuit remains the only legal action brought by DOJ under that provision.) On-time
performance improved markedly after Southern Pacific entered into a consent decree that
required it to comply with the RPSA provision.

In April of 1993, Amtrak’s tri-weekly Sunset Limited, operating between Los Angeles and New
Orleans, was extended east from New Orleans to Miami, by way of Jacksonville and Orlando.
The Sunset Limited’s Florida terminus was shifted in November 1996 to Sanford, Florida, with
connecting train service for passengers traveling to/ from Orlando and Miami. Through service
to Orlando was reinstated in October 1997. From 1998 to 2001, a fourth weekly round trip,
provided by an extended Texas Eagle, operated over the Sunset Limited route between San
Antonio and Los Angeles.

In 1996, Sunset Limited service through Phoenix, Mesa, Tempe, Chandler, and Coolidge, Arizona
was terminated as the train was rerouted between Yuma and Tucson via Maricopa. This service
shift from Phoenix was necessitated by a decision by Southern Pacific to discontinue
maintenance on trackage west of Phoenix. This resulted in a significant loss of ridership.

Sunset Limited on-time performance began another precipitous decline in the mid 1990s due to
increased freight train interference. The Sunset Limited's schedule between Jacksonville and
New Orleans was lengthened in October 2000. However, on-time performance remained poor
both east and west of New Orleans. In fiscal year 2004, the train’s on-time performance dipped
to 4.3 percent. As a result, in March 2005, the Sunset Limited’s schedule was again significantly
lengthened between New Orleans and Los Angeles.

The cumulative effect of these changes as of August 2005 was that:

= Scheduled running time between Los Angeles and Orlando was eight hours longer
westbound and more than eleven hours, longer eastbound, than it had been prior to
2000.

= A number of key markets were served atinconvenient times in one or both directions.
= Connectivity with the Coast Starlight and San Joaquin trains was lost in Los Angeles

Despite these steps, the train’s on-time performance remained poor. In August 2005, Hurricane
Katrina caused massive damage to rail infrastructure on the portion of the train’s route between
New Orleans and Mobile, Alabama. As a result, Amtrak suspended all Sunset Limited service
east of New Orleans. The service remains suspended today.

The combination of poor train performance, undesirable service times to Houston and Tucson,
lack of Phoenix service, lengthened layovers in San Antonio, and the loss of east of New
Orleans service and Los Angeles connections caused train ridership to fall precipitously.
Ridership decreased from 105,033 in FY03 to 71,719 in FY08.

-12-
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