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This memorandum provides guidance on the requirement for fleet management plans by all transit 
agencies that have a rail system–light, heavy, commuter or other, either in existence or in the new 
starts approval process. It addresses the objectives of the fleet management plan, outlines the content 
of the plan, and defines FTA's role in the review of and acceptance of the plan. Establishing an 
outline format will assist in the review of the fleet management plans. A general outline is attached 
that will assist transit agencies in preparing their plan. The items in the outline section should be 
viewed as minimums, and not as the only items incorporated in the fleet management plan. 

The appropriate FTA Regional Office will review all fleet management plans for its completeness in 
addressing the key factors outlined. No forinal approval or acceptance process for the respective fleet 	-[Comment [SMC1]: 

management plans is needed, but the Regional Office will provide comments to the submitting 
agency. After the plan has been reviewed and all comments incorporated into the plan by the 
submitting agency, a copy shall be kept on file by the transit property for review upon request. 

It is anticipated that the fleet management plan will need to be updated from time to time as changes 
occur within the transit agency—acquisitions, replacement, rebuild/rehab, changes in headway or 
level of service, etc. When updates are made, the plan will be reviewed and comments provided 
back by the Regional Office to the transit agency. This memorandum also outlines what constitutes 
the need for updating the plans by the respective transit agencies. 

RESPONSIBILITIES 

The responsibilities of the FTA Regional offices with regards to the fleet management plan are to: 

• Make the grantee aware of FTA guidance in the area of fleet management plans 
• Be aware of those transit systems in the process of procuring or rebuilding rail cars 

From: 

To: 

Through: 
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• Monitor transit properties through the new starts process and evaluate 
completeness of fleet management plan 

• Assist the transit properties in preparing a fleet management plan in advance of 
their request for grants for the purchase of rail cars 

• Review and comment back to the transit property on completeness and 
reasonableness of the plan in addressing the key factors outlined 

• Ensure that an acceptable fleet management plan is kept on file at the transit 
agency 

Certain capital projects have a Project Management Oversight (PMO) contractor assigned to them by 
the FTA. On those projects, the PMO contractor may be asked to: 

• Share its knowledge of fleet management practices with the transit agency 
• Assist in identifying materials that are crucial to the successful development of 

a fleet management plan 
• Provide plans that have been found complete and reasonable as models of "best 

practices" among transit agencies 
• Provide further outlines of the elements in a fleet management plan that makes 

it comprehensive and acceptable to their operation 
• Participate in the review of the fleet management plan to ensure the plan is 

comprehensive and complete in its analysis of the rail operations 
• Serve as a resource by lending its experience and knowledge of other plans that 

are completed or viewed as exhibiting "best practices" in the industry 

It should be noted that the Rail Fleet Management Plan and Bus Fleet Management Plan for New 
Starts (dated April 8, 1999) are required by FTA' s Office of Planning. The Office of Planning is 
aware that the FTA does not formally approve these plans, nonetheless the plans are important 
submissions by a program sponsor for review. 

If you require further guidance or clarification, please contact Spiro Colivas at (202) 366-6009. 

Attachment: Rail Fleet Management Plan 
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RAIL FLEET MANAGEMENT PLAN 

INTRODUCTION 

This memorandum provides guidance on fleet management plans for all transit agencies that have a 
rail system—light, heavy, commuter or other, either in existence or in the new starts approval process. 
The procurement of rail cars is not an easy task for transit operators. Each rail fleet is complex and 
unique to the environment in which it will operate. From the development of a technical 
specification, bid process, technical reviews, contractor award, engineering, prototype testing and 
analysis can take years before actual production and subsequent revenue service of the rail cars begin. 
Because of these factors, the fleet management plan should be viewed as dynamic rather than a static 
document. 

The appropriate FTA Regional Office will review all fleet management plans for completeness in 
addressing the key factors outlined. No forimal approval or acceptance process for the respective fleet 	- "Comment [SMC4: 

management plans is needed, but the Regional Office will provide comments to the submitting 
agency. After the plan has been reviewed and all comments incorporated into the plan by the 
submitting agency, a copy shall be kept on file by the transit property for review upon request. 

BACKGROUND 

The U.S. DOT Office of Inspector General (OIG) audited eight major rail transit operators from 
1993 to 1995. A final national report (R4-FT-6-027) was issued on March 16, 1996. Since that time, 
the FTA has worked with the OIG and the Office of the Secretary to resolve issues in the fmal OIG 
audit report—"Summary Report on Audit of Useful Life of Rail Cars". The OIG recommendations 
involved the FTA's guidance regarding 12-year overhaul and 25-year replacement criteria, as well as 
establishment of a universal spare ratio for rail cars. 

Throughout the discussions with the OIG. FTA has maintained that service and other operational 
factors were local decisions and should be left to the local decision-makers. FTA also maintained 
that existing policy provided a balance between effective oversight and grantee flexibility in making 
project specific decisions. In order to resolve some of the OIG' s issues, FTA has: 

• Issued guidelines in FTA Circular 9030. 1C — Urbanized Area Formula Grant dated 
October 1, 1998, requiring a fleet management plan (excerpt in Attachment 1) and, 

• Agreed to issue complete technical assistance guidelines for rail operators for 
preparation of their respective fleet management plan to include the following 
minimum areas; 

- New railcar purchases 
- Maintenance and operations strategies 
- Railcar life expectancy 
- Peak railcar requirements and spares 

The guidance provided herein will serve as technical assistance and help identify "best practices" for 
the rail operators to prepare a rail fleet management plan for their system. It should be understood 
that this guidance needs to be reviewed periodically and updated as necessary. 
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OBJECTIVE 

The purpose of a fleet management plan is to encourage a transit operator to properly plan for and 
carry out the overall management of its vehicle fleet. Because of scarce resources, the importance of 
having a plan cannot be overstated. The transit operator needs to address the key factors necessary to 
make effective decisions on equipment needs and future vehicle demand. One of those factors will 
be spare ratio of rail cars. A specific spare ratio based on standards established according to industry 
"best practices" is an effective means of avoiding inefficient railcar investments. 

It is understood that the spare ratio will vary from operator to operator. FTA's Circular 9030.1C 
states that "because rail transit operations tend to be highly individualized, FTA has not established a 
specific number to serve as an acceptable spare ratio for rail transit operations". This fact does not 
exclude any property from the requirement of a fleet management plan, but allows grantees flexibility 
to determine service requirements in their area. Circular 9030.1C further states that "the grant 
applicant's rail vehicle spare ratio and the rationale underlying that spare ratio will be examined as 
part of the grant application review whenever FTA assistance is requested to purchase rail vehicles 
and during the triennial review". 

FTA desires to ensure that adequate guidance is available to assist grantees in making educated 
judgments on how scarce resources are used in capital investment decision-making and to protect the 
federal investments in transit systems. Implementation of a fleet management plan through these 
"best practices" will enable transit systems to achieve optimal life expectancies and appropriate spare 
rail car ratios. 

FTA does not specify a rail car spare ratio, but operators are required to justify spare ratio 
calculations in a fleet management plan. The plan will be examined during triennial reviews and 
reviewed in grant requests for vehicle acquisition. FTA Circular 9030.1C — Urbanized Area Formula 
Program: Grant Application Instructions dated October 1, 1998, Chapter V, Section 15. Fixed 
Guideway Rolling Stock, paragraph b(5) Spare Ratio Policy, contains a requirement that grantees 
prepare and maintain a fleet management plan. The Circular states: 

"An operator of a rail system must have in its file available upon request by 
FTA a fleet management plan that addresses operating policies (level of 
service requirements, train failure definitions and actions); peak vehicle 
requirements (service period and make-up, e.g., standby trains); maintenance 
and overhaul program (scheduled, unscheduled, and overhaul); system and 
service expansions; rail car procurements and related schedules; and spare 
ratio justifications." 
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OUTLINE CONTENT 

FTA has reviewed draft fleet management plans that were submitted to the respective FTA Regional 
Offices. For uniformity and establishment of "best practices" among the rail operators, an outline is 
shown below describing the minimum requirements in the fleet plans. These are viewed as the 
minimum required items with regards to composition of fleet, operating conditions, maintenance, 
facilities, peak vehicle demand and spare ratio. Any collected data from past and current operations 
used in making projections should be included in the appropriate sections as well. All historical and 
empirical data compiled through years of operating the existing fleet is important information on 
which to base portions of the fleet management plan. Each plan should consider a minimum time 
frame of 10 years from the date of the initial analysis. 

• Introduction: Broad overviews of the plan being submitted and exact time frame that it covers. 
• Definition of Terms: Use of terms such as demand refers to ridership and the need for service, 

supply refers to amount of vehicles available, etc. 
• Existing System: Description of the current system and rail fleet. A table detailing vehicle 

inventory for the transit agency (owned, leased, etc.) should be provided in this area or 
reference to an appendix at the end of the fleet management plan. This inventory list should 
list vehicle number or ID, age, status (active, inactive, disabled, salvage, etc.), and other 
clarifying comments. 

• Expansion Plans: Future system development. 
• Demand for Revenue Vehicles: Establishment of passenger demand and resulting peak 

vehicle requirement. 

- Step One — Determine peak passenger demand at the maximum load points 
by actual counts of present ridership and estimates of future 
demand. Include additions or rail extensions that will open in 
the 10-year time frame. 

- Step Two — Define and adopt passenger load standards and calculate load 
factor. Explain current passenger load standards and future 
load standards along with objectives or goals to achieve. 

- Step Three — Determine vehicle run times. This should be based on actual 
train performance for the existing system and for future 
expansions. 

- Step Four - Apply the adopted passenger load standards to the peak period 
ridership to calculate the number of cars required at the 
maximum loading points during peak period. 

- Step Five — Establish the peak vehicles required based on the selected 
headway (time interval between trains) and car consists 
(number of cards in a train) that meet the passenger load 
criteria. 

- Step Six — Explain if any gap or ready reserve trains will be utilized in the 
operating strategy. These rail cars will be added to the peak 
vehicles required for revenue service. 
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- Step Seven — Calculation of spare rail cars required. Determine the number 
of scheduled preventive maintenance, unscheduled 
maintenance, vehicles used for continued testing/engineering 
review, etc., as basis for total sum of vehicles required out-of- 
service at any given time. 

- Step Eight — Determination of total fleet demand and spare ratio. Total 
fleet is the sum total of peak vehicles required, scheduled 
service, gap trains, and spares. The operating spare ratio is 
defined as: 

(Total Fleet — Peak Vehicles Required)  = Operating Spare 
Peak Vehicles Required 	 Ratio 

• Supply of Revenue Vehicles: Reconciliation of demand versus supply should determine if 
additional rail cars will be needed and procured or other changes will be 
implemented instead. Details of existing and planned rail vehicle procurements as 
well as any rebuilds that extend the life expectancy of the equipment. Define any 
overhaul/rebuild programs; schedule to complete, effects to vehicle availability 
and useful life, etc., to the rail fleet. 

• Maintenance and Reliability: Define the preventive maintenance and schedule established for 
the existing rail car fleet. Profile monitoring and support of maintenance as well 
as failure rates and rail cars out-of-service. Provide train failure definitions and 
actions. 

• Revenue Vehicle Demand/Supply Balance: Explain and provide a comparison of the vehicle 
demand and the supply for the time duration of the plan, including any new rail 
car procurements. 

This outline is not meant to be an all-encompassing list of items for the fleet management plan. Rail 
operators should review the suggested outline and determine what additional items or priority provide 
a better overview of its system. 

UPDATES TO FLEET MANAGEMENT PLANS 

The existing fleet management plans will need to be updated by the respective transit operator from 
time to time. It should be noted that during transitional periods of new replacement car deliveries, 
retirement, or the rebuild/rehab of existing rail cars, the spare ratio of the total cars available might be 
higher of necessity. Any increase over previous spare ratios should be clearly defined and temporary 
in nature for the transit agency. Items that will necessitate an immediate update to the plan might 
include the following: 

• New rail car purchase 
• Retiring of existing rail cars 
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• Rebuild/rehab program to extend life expectancy of existing vehicles 
• Extensions or expansions in service 
• Strategic changes that affect the operations, peak vehicle requirements, or load 

factors of the system 

It is anticipated that the fleet management plan will need to be updated from time to time as changes 
occur within the transit agency. When updates have been made, the plan will be reviewed and 
comments provided back by the Regional Office to the transit agency. Currently, FTA requires that 
every rail operator have an acceptable rail fleet management plan prior to award of any Federal Grant. 
The revised fleet management plan should include a brief description and clear reconciliation to the 
previously submitted plan. 

AR00143868 


