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Hubway Bike public bike-share stations.

To help pay for the capital costs of ga-
rages when they must be built, Harvard
created a 30-year cash flow financial model
that incorporates both the operational and
capital costs of its parking department. In
this three-tiered model, revenue comes from
parking fees, the university’s fringe benefit
pool (a small percentage), and a straight dol-
lar tax assessed to all construction projects
based on addidonal gross square footage.

STANFORD OPTS FOR MANAGEMENT
When Stanford University wanted to ex-
pand, Santa Clara County offered a choice:
Fund mitigation of trafhc impacts on local
intersections or avoid causing the traffic im-
pacts in the first place. The former offered
Stanford an immediate, financially quanti-
fiable approach since the university could
project the initial costs and would have min-
imal responsibility for the built projects.

But mitigating waffic didn’t match Stan-
fords own goals, which include prioritiz-
ing environmental quality and supporting
positive relations with local residents. The
choice was easy: Pursue campus expansion
while managing auto commute trips.

Since Stanford chose the “no net new
commute trips” approach, the university has
agreed to adhere to the measured number
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of vehicles entering and exiting the cam-
pus during peak periods in 2001. With this
goal, the university counts trafficat 16 access
points every fall and spring. Its important to
recognize the two conditions that are gener-
ally considered to conflict in transportation
planning: a growing population with fixed
allowable peak-hour commute trips. The
only solution is to manage transportation
demand proactively.

The challenge was to accommodate the
demand of Stanfords 2001 population of
11,000 employees (faculty and staff), 15,000
students, and various other people on cam-
pus, all while maintaining the same number
of auto trips. Unlike many locations where
the percent share of total trips is capped (so
that existing patterns could continue), Stan-
ford set an absolute trip cap goal.

“When the university decided to take
on the challenge of growing and a trip cap,
it was totally up to the campus to develop
a program to make it work,” says Brodie
Hamilton, director of the parking and trans-
portation services department, which man-
aged the effort.

Stanford wasn't starting from scratch.
It has long been a transportation demnand
management proponent, offering a package
of commuter benefits, including Clean Air
Cash (a program to pay commuters not to
drive alone), free shuttle service, free park-
ing permits for carpoolers, reserved spaces
for carpools and vanpools, an emergency
ride home program (for full and part-time
alternative transportation users), a freshman

emergency ride home program (for fresh-
men abiding by the “freshmen no cars” pol-
icy), and an extensive infrastructure serving
the bicycling community. In addition, the
university charges for parking.

With so many TDM practices in place,
what would an expanded program look like?
Modal choice was important, but it wasn't
the whole story. To make a true difference,
the university sought to reward the people
who chose not to drive. Its Commute Club
offers new and existing alternative trans-
portation users a sense of community and
identity, a greater awareness of options, and
an incentive to remain loyal to the program.
16 join, commuters agree not to drive alone
to campus and give up their parking permit
(which costs $300 to $768). Members save
money, receive Clean Air Cash, and get in-
formation about the alternative transporta-
tion program elements available to them,
including the availability of Caltrain (com-
muter rail) passes for eligible employees.

Stanford invested in transit service, bi-
cycle access, and a variety of other incen-
tives and services to dramatcally enhance
its TDM program. Its free 15-route shutde
system, the Marguerite, is the major link be-
tween regional bus and rail services and the
university. Addidonally, the Alameda-Contra
Costa Transit District’s Line U/Stanford Ex-
press provides free boarding to all university
employees, hospital employees, and students
on express buses (highway coaches) from
the East Bay (east of the San Francisco Bay),
and connects with East Bay transit systemns

Stanford’s 15-route shuttle system, the Marguerite, links up with regional bus and rail service,
helping to meet the university’s goal of expanding the campus while producing no net new com-

mute trips.
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and commuter rail from California’s Central
Valley. Parterships with Caltrain and Val-
ley "Iransportation Authority also led to free
boarding privileges on regional commuter
rail, bus, and light rail services.

"lo serve its 13,000 daily cyclists, the uni-
versity employs a full-time bicycle program
coordinator and offers more than 18,000
bike rack spaces, plus lockers, bike storage
rentals, and showers. Stanford also has raised
its parking prices, varying the cost of parking
permits depending on locadon. Since 2001,
tees for the most convenient parking spots
have increased by $377, while farther out
parking fees have increased by $192.

Stanford Universitys TDM program
has accomplished exactly what it set out to
do: manage transportation demand so that
the university generates no more peak hour
auto trips than it did in 2001. In fact, the
number of peak hour auto trips has actually
decreased by more than 100 trips in the p.m.
period and more than 500 trips in the a.m.
period. Further, the employee drive-alone
rate has dropped from 72 percent in 2002 to
46 percent in 2011.

Of course, all of these programs required
funding, which could not simply be added
to tuition or charged to employees. Stan-
ford dedicated a portion of parking permit
revenue and assessed a special fee on schools
and departments for increases in their gross
square footage built.

THINK LONG TERM
Every institution that proposes sustainable
transportation initiatives has to be mindful
of its institutional culture and local transpor-
tation infrastructure. This explains why so
many different approaches exist.

What successful sustainability iitiatives
all have in common is that they provide a
viable means of overcoming existing limita-
tions. Often, one of the biggest barriers is
user behavior, but other limitations include
lack of land to expand, limited funding, or
overburdened transportadon systems.

Many universities are finding, however,
that improving the transportation system so
that it can last indefinitely makes for a bet-
ter system for everyone. Yale University’s
Janet Lindner agrees: “Our "Transportation
Framework Plan won't solve every problem
today, but it has the vision to put us on the
right track for the future.”

W Holly Parker is the Yale University director of sustainable
transportation. David Fields is a principal at Nelson',
Nygaard Consulting Associates and chair of APA’s
Transportation Planning Division.

No Need to Reinvent the Whee|

Talking about sustainability is easy, but many institutions have a difficult time putting
their good intentions into action because the goal can be so vast. Fortunately, sustain-
ability is not a static condition, but a spectrum. Here are some key lessons from successful
university transportation programs.

B Identify what you're trying to accomplish and how you're going to measure it.
The goal of many transportation plans is to accommodate growth while preserving the
university (and natural) environment and remaining a good neighbor to the surround-
ing community. The performance measure could be “mode share for all campus-bound
trips.”

B Count. Once you've determined what you're going to count, use online surveys
(such as Survey Monkey) coupled with social media to announce the effort and colleet
data from users. Figure out what is going on today and you can figure out how much of
a change you want to achieve.

B Identify short-term and long-term goals. Transportation and sustainability im-
provements are iterative processes. Establishing two timelines for what can be accom-
plished acknowledges different political conditions, so meeting a goal of a five percent
reduction in single occupant vehicle trips in two years can be as valuable as meeting a goal
of a 25 percent reduction over 10 years.

B Calculate the costs. Tell decision makers how much your current transportation
system (including capital, operations, amortization, the opportunity cost of land, and
greenhouse gas emissions, if possible) costs, plus how many trips the system needs to ac-
commodate. Then determine other transportation services that could accommodate the
same number of people, using the current costs as your cap.

B Provide the options you want people to use. In the 20th century, the U.S. gave
priority to roads and parking over public transportation infrastructure, so its no surprise
that driving became our dominant mode. Level the playing field across all modes, with
equitable costs, easy-to-access information, and support for participation in a multimodal
systen.

B Count again. It’s imperative to regularly survey transportation system users to see
how patterns have changed. For universities, annual surveys are recommended when
classes are in session, during a non-holiday period, and after the drop-add period is com-
plete.

B Set or reset goals and approaches. Are we meeting our goals? Great—maybe its
time to aim higher. If we’re not meeting our goals, look at which elements are working,
which aren’t, and what conditions have changed since our initial plan. There’s no shame
in not hitting every target, but its much more valuable to adjust the effort midcourse than
waiting untl the end to decide.

IN PRINT Transpaortation and Sustainable Campus
Communities: Issues, Examples, Solutions, by
Will Toor and Spenser Havlick

ONLINE Alink to Yale's Sustainability Strategic Plan is at

http://sustainability.yale.edu. Stanford's TDM
program: http://transportation stanford edu/
alt_transportation/Programs.shtml. Harvard’s
program: www.commuterchoice harvard.edu. The
Center for Urban Transportation Research at the
University of Scuth Florida (www.cutr.usfedu)
maintains a TDM e-mail list and clearinghouse.
Global Development Research Center: grdc.org.
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