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WHAT IS NVTC?
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• Created in 1964 by Virginia General Assembly.

• 20 board members (state and local elected 
officials).

• Six jurisdictions: 
--Alexandria
--Arlington
--Fairfax City
--Fairfax County
--Falls Church
--Loudoun County



WHAT IS NVTC?
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• 1,000 square miles.

• Population of 1.6 million.

• Responsibilities:
--Transit finance ($150 million annually)
--Telework/ridesharing promotion
--Transit planning
--Transit demonstrations
--Legislative advocacy
--Coordinating transit service
--Co-own Virginia Railway Express

• www.thinkoutsidethecar.org



MAP OF NVTC/PRTC
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• Description of institutional architecture (a taste 
of alphabet soup).

• Commuting issues (congestion 
causes/solutions).

• Public transit’s success story and lessons from 
individual transit systems.

• Funding issues (jumping over and crashing 
through barriers). 5

OVERVIEW



• Positive examples and some not so positive of 
regional transportation coordination, including: 
introducing new technology, transit oriented 
development, high-occupancy vehicle lanes, and 
responding to emergencies and sudden drastic 
changes.

• Summary of most important best practices and 
lessons learned.

• Questions and discussion. 6

OVERVIEW



INSTITUTIONS
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Alphabet Soup

• Metropolitan Washington Council of Governments (MWCOG)

• Transportation Planning Board of the National Capital Area 
(TPB)

• Metropolitan Planning Organization (MPO)

• Metropolitan Washington Air Quality Committee (MWAQC)

• Northern Virginia Transportation Authority (NVTA)

• Northern Virginia Regional Commission (NVRC)



INSTITUTIONS
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Alphabet Soup

• Northern Virginia Transportation District Commission 
(NVTC)

• Potomac and Rappahannock Transportation District 
Commission (PRTC)

• Metropolitan Washington Airports Authority (MWAA)

• Washington Metropolitan Area Transit Authority 
(WMATA)



INSTITUTIONS
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Examples
• Voting structures:

--WMATA has jurisdictional veto (General Manager 
selection; where do the new railcars go?).

--NVTA requires affirmative vote from jurisdiction 
with large percentage of population (Fairfax County).

--NVTC needs majority vote of jurisdictions and 
members (lawsuit over funding formula).

--TPB weighted voting by population on request 
(little jurisdictional interference).



INSTITUTIONS
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Examples
• Processes:

--CMAQ/RSTP (modal/jurisdictional balance).

--TIP/Plan amendments (Prince William County 
Disney Theme Park).

--Creation of NVTA (NVTC to be “merged” into 
new agency).



COMMUTING CONTEXT
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• Metropolitan Washington is the third worst in the U.S. for 
congestion ($2.5 billion in costs per year).

• $1 billion lower costs due to transit investments.

• In Fairfax County, 73% drive alone to work (vs. 77% national 
average).

• Fairfax County is 21st in nation for average length of time of 
commute to work at 30.7 minutes (Gwinnett is 18th at 30.8).

• As of 2000, 62% of all traffic in Fairfax County during evening rush 
operated at LOS F (71% in Springfield).                         

• Just as fast-growing Fairfax County’s drivers flooded Arlington’s 
commuting corridors now fast-growing Prince William and Loudoun 
counties are doing the same to Fairfax County.



COMMUTING CONTEXT
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• The recently completed 2030 transportation plan tries to 
turn “ketchup” into “mustard” but is seriously underfunded
and Smart Growth community is still opposed.

• Requires $15.4 billion in new funds over 25 years.

• Huge projects underway:
--Springfield Interchange ($675 million and 8 years).
--Wilson Bridge ($2.4 billion and 5 years).
--Rail to Dulles ($4 billion and 60 years?).
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2030 PLAN 
COMMUTING CORRIDORS
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-- 2005 Network with
2030 Land Use

-- 2005

-- 2030 CLRP

Highway System 
Peak Period Performance 

-- TransAction 2030 Plan
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COMMUTING CONTEXT
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• Major projects needed:
--Metro extension out I-66 and down I-95.
--VRE extended to Gainesville/Haymarket.
--Light rail along Columbia Pike, Route 28 and Route 7.
--Widening Beltway with HOV and HOT lanes.
--Widening Routes 28, 29 and I-66.
--Adding priority bus service in many corridors.
--Adding miles of biking and walking trails.

• Running to stay in place:
--By 2030, jobs in Northern Virginia will grow by 53% 

and population by 42%, while housing won’t keep 
pace and trips to work will accelerate.

--Telework is needed and Fairfax County is exceeding its 
target.
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NORTHERN VIRGINIA’S 
TRANSIT SYSTEMS



18

TRANSIT SUCCESS STORY

Ridership Trends

--In the past four years, transit ridership in Northern 
Virginia is up 17 percent.

--Local bus systems are up 46 percent.

--Metrorail and Metrobus carried over 115 million 
passenger trips in Northern Virginia in FY 2006.  
With 27% of Virginia’s population, Northern 
Virginia has over 70% of statewide transit ridership.

--Equivalent capacity of 12 to 15 peak freeway lanes.  
Regionwide 18% use transit in the peak hours, 40% 
to downtown D.C. and more in some corridors.
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HISTORICAL LOCAL 
TRANSIT GROWTH CHART

Average Weekday Passenger Trips on Northern Virginia Transit Systems*, FY 1984-2005
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DASH begins 
service

Fairfax Connector 
begins service DASH named APTA 

"Best Small Transit 
System" 

Tyson's Shuttle, Crystal City
Trolley begin service

VRE, PRTC 
CommuteRide begin 

service

PRTC OMNILink begins 
service

Arlington
ART begins 

ser ice

VRE over 10,000 
w eekday passenger trips

Connector over 20,000  
w eekday passenger trips

Over 20 Million Annual 
Passenger Trips on Local 
Transit Systems in Northern 

Virginia!

*  Northern Virginia Transit Systems for 2004 include DASH, Fairfax Connector, CUE, VRE, PRTC OmniRide and OmniLink, Loudoun County Transit, and Arlington Transit (ART).  Previous years 
may include data from RIBS, Tyson's Shuttle, Crystal City Shuttle, and Loudoun County Commuter Service.  WMATA MetroRail and MetroBus data not included. CUE began service in FY 81.

ART receives APTA 
Outstanding Transit System 

aw ard for 2003

CUE named one of 10 best small 
bus systems in America by 

Metro Magazine

Loudoun County Transit 
begins service
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TRANSIT COORDINATION 
TOOLS

• Monthly staff meetings at NVTC.

• Regional bus studies and mobility initiatives.

• Regional fare integration, including SmarTrip fareboxes.

• Linked websites and telephone information/Ride-Guides.

• Joint marketing.

• Shared technologies (Clever Devices, e-schedules).

• Emergency response exercises.

• Collective fuel purchases.
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WMATA



•Created by Interstate Compact:
--Amendments require action by legislatures of 
three signatories and Congress.

•America’s subway—mutual dependence with federal 
government.

•Second largest rail system.

•Suffered from attacks by Washington Post.

•Now struggling to achieve dedicated funding for capital 
shortfalls.  Concerns about funding formulas.

24

WMATA
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VIRGINIA RAILWAY EXPRESS



•History and issues:
--Southern jurisdictions didn’t subsidize transit.
--Hostility of private railroads, cooperation of labor 
unions, Amtrak, state, regional and local 
governments.

--Insurance was toughest issue.
--PRTC formed in 1986.
--Compromise funding formula.
--Now, Fairfax County concerned about formula.
--How to handle growth of new members?
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VIRGINIA RAILWAY EXPRESS



• Lessons learned dealing with freight railroads:
--Dispatching priorities.
--Freight congestion.

•Get a picture of the freight railroad chief executive officer shaking 
hands with your governor over the concept, if not the details, of the 
project.  Show the picture to railroad and government agency staff 
frequently over the succeeding months as progress stalls.  Be more 
persistent than your opponents are obstinate.  Remember that 
implementation is more like a relay race than a sprint.  Translate 
project statistics into meaningful elements, such as cars taken off the 
freeway each morning; or vehicle miles of travel reduced—which 
together with emission factors allows estimation of tons (or 
kilograms) of hydrocarbons, carbon monoxide and oxides of nitrogen 
eliminated; or jobs created; or state tax revenues generated.  Make 
liberal use of special train rides and station days in the 
neighborhoods, as nothing generates more favorable publicity than 
shining railcars and locomotives and happy children with colored
balloons.
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VIRGINIA RAILWAY EXPRESS
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FAIRFAX CONNECTOR



•Started in 1986 in response to unintended consequence 
of Metro formula and desire for a more responsive 
system.

•Now almost 200 buses, one of the largest in the 
commonwealth.

•Contract with private sector for operations.

•Now providing BRT-equivalent service in Dulles Corridor 
as prelude to rail.

•Uses no federal funds.
30

FAIRFAX CONNECTOR



•Per capita level of effort for transit varies.

•Fairfax spends less than its neighbors closer to the 
core but more than outlying jurisdictions.

31

FINANCIAL ISSUES



32

Alexandria 128,206 44.6 347.88
Arlington 186,117 77.4 415.87
Fairfax (city) 22,062 4.1 185.84
Fairfax County 1,003,781 152.3 151.82
Falls Church 10,781 2.7 250.44

Subtotal NVTC (including 1/2 VRE) 1,350,323 281.1 208.17

Northern Virginia District 1,975,199 318.7 161.37
Bristol District 360,761 2.1 5.70
Culpeper District 347,523 4.1 11.74
Fredericksburg District 429,840 1.4 3.28
Hampton Roads District 1,762,212 28.5 16.19
Lynchburg District 379,743 2.3 6.15
Richmond 1,173,005 23.7 20.18
Salem District 737,815 5.7 7.77
Staunton District 490,717 2.3 4.65

PER CAPITA LOCAL FUNDING OF PUBLIC                
TRANSIT IN VIRGINIA                                    

--FY 2005--   
Local Funding 

Sources  
($millions)

Jurisdiction Population $Per Capita

Note: U.S. Census 2004 estimated. Local funding includes operating revenue 
(fares), gas tax revenue and local general funds.  Per capita gas tax for NVTC 
(excluding Loudoun) equals $15.18.



•The 2006 Constrained Long-Range Plan Update shows Fairfax County 
is required to provide over $750 million in local funds for highways 
for FY 2007-2030 (out of $15 billion regionwide in Northern Virginia 
from all sources), even though highways are a “state responsibility.”

• Fairfax County must pay about $1 billion in local funds for WMATA 
($1.3 billion if the Davis Bill passes) out of $6.1 billion in Northern 
Virginia from all sources, plus over $500 million for Phase I of the 
Dulles Rail Service ($400 million from Transportation Improvement 
Districts) out of $2 billion total costs.  Another half billion is required 
from the county for the $2 billion Phase 2.

• For VRE, Fairfax County may need about $75 million for capital and 
operations (out of $2.9 billion total costs).

• For the Fairfax Connector, capital and operating costs may reach $1.4 
billion, with about $850 million required from local sources (including 
the county’s share of NVTC’s 2% gas tax). 33

FINANCIAL ISSUES
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FINANCIAL ISSUES

•State context:
--State responsibility for roads.
--Declining state revenues--no new sources since 1986.
--Dillon Rule.
--6-Year Program unrealistic.  Poor VDOT performance.
--Formulas penalize Northern Virginia.
--Equitable state transit funding target.
--Shortfall in promised transit funding (need to triple 

statewide amount).
--Hurts Northern Virginia most (use 65% local funds 

versus 36% for the rest of the state).
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Timothy D. Hugo (40)Timothy D. Hugo (40)

$7,44,913$428,654$7,016,259VRE (3,654,324)

$98,962,940$65,224,058$33,738,882WMATA (108,995,687)

$11,763,582$5,113,378$6,650,204PRTC (2,086,691)

TotalOperatingCapitalSystem (FY 2005 Ridership)

Public transit systems serving District 40 with state capital and operating formula funding increases if the Commonwealth 
meets its statutory 95 percent target.
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FINANCIAL ISSUES

•Are residents willing to pay more for better transportation?
--Virginia House Republicans: No.
--Virginia Senate Republicans: Yes.
--Democrats: Yes.
--Governor: Yes then No.

•Northern Virginia residents most worried about tax revenues staying 
in this region.

•NVTA Survey:
--Most (58%) would pay more than $365 per year for 

congestion relief, while a quarter cent sales tax for 
WMATA yielding $50 million annually would cost $38 
per capita.

--A dollar a day equals a gas tax of 61-cents per gallon.
--Most preferred the sales tax (72% first or second) to 

gas (39%) or income (57%) taxes.
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FINANCIAL ISSUES

Strategies to Find Funds

1. Alliance with business community to lobby for more state 
funds.

2. Show the rest of the state that Northern Virginia is the 
economic engine. (Fairfax County has 14% of statewide 
jobs but produces 25% of statewide income tax; if 
Northern Virginia were a state it would rank first in per 
capita income and Virginia would drop to 39th from 10th).

3. Look for $50 million annually of dedicated funds for Metro 
(state investments in Metrorail are yielding 19% annual 
rate of return).

4. Try to obtain new local sources (NVTC 2% gas tax, 0.5% 
sales tax referendum using lessons learned).
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Referendum Results:
• Lost 55 to 45% region wide.
• Persuading 24,235 persons (out of 485,822 

votes cast) to vote “yes” instead of “no” would 
have passed the referendum.

• Converting half of the “no” votes to “yes” 
votes in the only three jurisdictions that 
favored the referendum would have passed it.

• Areas close to Metrorail generally had much 
higher levels of support.
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Official Results
Vote Totals-Regional Bond Issue-Northern Virginia (More Information)

434 of 434485,822267,145
54.99%

218,677
45.01%

District Totals:

7 of 7 100.00%6,3553,480
54.8%

2,875
45.2%

Manassas City

2 of 2 100.00%1,295753
58.1%

542
41.9%

Manassas Park City

7 of 7 100.00%4,2931,866
43.5%

2,427
56.5%

Falls Church City

8 of 8 100.00%6,2273,470
55.7%

2,757
44.3%

Fairfax City

26 of 26 100.00%33,97216,761
49.3%

17,211
50.7%

Alexandria City

62 of 62 100.00%57,75234,374
59.5%

23,378
40.5%

Prince William County

54 of 54 100.00%50,65432,268
63.7%

18,386
36.3%

Loudoun County

220 of 220 100.00%268,405146,146
54.4%

122,259
45.6%

Fairfax County

48 of 48 100.00%56,86928,027 
48.3%

28,842 
50.7%

Arlington County
Precincts ReportingVotes CastNoYesLocality

Figure 2
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Sales Tax ReferendumSales Tax Referendum
Northern Virginia
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Prince William 
County
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City of Fairfax

Arlington 
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Alexandria

Falls Church

Loudoun
County

20 miles

Figure 3
40
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FINANCIAL ISSUES

Strategies to Find Funds

5. Transportation Improvement Districts (Route 28, 
Tysons, Dulles Corridor).

6. Public Private Transportation Act:
--Positive: New funds and fast, efficient work.
--Negative: Closed process, high overhead, may 

only get discounted present value of future 
income stream.

7. Use Economic Development Authority/NVTC to issue 
bonds as well as G.O. Bonds.

8. Proffers.
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POSITIVE EXAMPLES 
OF COORDINATION

1) National Transit Database.

2) New Technologies:
--VDOT “regional architecture.”
--Hybrid “failure” in Falls Church.
--Hydrogen bus.
--E-schedules.
--SmarTrip fareboxes.

3) Code Red free bus fares to improve air quality.

4) Value pricing demonstrations.



44

TRANSIT ORIENTED 
DEVELOPMENT AND 
LAND USE ISSUES

• Goal: Lively, attractive neighborhoods with a unique sense 
of place.

• Tysons:
--About 215,000 work within 5 miles and 125,000 
within 3 miles.

--Tunnel vs. aerial Metrorail.
--Engineering contractors vs. large land owners.
--BRT v. Rail.

• Arlington Orange Line Corridor: 38% use transit to work; 
33% of property tax revenues from 7.6% of the land area.

• NIMBY’s vs. Vienna TOD.
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HOV POLICIES

Corridors

• I-66:
--Coleman Decision.
--Wolf override regarding number of lanes and HOV restrictions.
--State DOT pays $800,000 per year for Metro ridership diversion.

• Dulles Toll Road:
--Opened early and “taking a lane” for HOV.
--Poor state accounting of revenues.
--Reserved tolls for transit.
--Controversy over MWAA obtaining revenues.

• I-95/395:
--Not all barrier separated initially.
--HOT lanes.
--Clean fuel vehicles unintended consequence.
--Law enforcement exception.
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EMERGENCY RESPONSE

• MWCOG Process:
--Bogged down with too many layers.
--Federal agencies control major facilities:

Park Service=Parkways
Secret Service=White House
DOD preempts

--Phone Tree (RICCS)

• NVTC Process:
--First responders and transit providers.
--Real world contingencies.
--Getting Metro to implement (e.g.VDOT’s policy 

for HOV closures).



49

Scenario 4 Bus Bridge Routing

• From Load and Go:
– Continue on Lee Highway West
– Left on Blake Lane
– Left on Rt. 50
– Left on Prosperity
– Left on Gallows Road
– Left into Dunn Loring Station

Load and Go

• From Dunn Loring:
– Right on Gallows Road
– Right on Prosperity
– Right on Lee Highway
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BASE REALIGNMENT AND 
CLOSURE COMMISSION (BRAC)

• Shift of 22,000 more employees to Ft. 
Belvoir/Engineer Proving Ground.

• Inadequate road facilities (e.g. unfunded Parkway 
segment).

• Local governments don’t control the process.
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LESSONS LEARNED

1. Create diverse but integrated public transit systems with 
customer focus.

2. Maintain inter-related institutions with interlocking 
directorates of elected officials and voting strength allocated in 
proportion to financial contributions.  Institutional structures
can still work well even if they are complex.

3. Build political, economic and transportation connections to the 
entire region, including the core.

4. Recognize that the region can’t build its way out of traffic 
congestion.  Employ better land use policies, affordable 
housing, telework, and other methods to slow the growth of 
VMT and maintain quality of life and economic prosperity.
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LESSONS LEARNED

5. Be prepared to respond to sudden drastic 
change.

6. Follow the Golden Rule.

7. Keep government open and responsive.

8. Don’t let perfect be the enemy of good.
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LESSONS LEARNED

9. From the failed November, 2002 sales tax referendum:
--More public polling and public participation in priority 

project selection.
--More small area transit projects.
--Boost visibility and trust of NVTA.
--Reduce role of VDOT.
--Emphasize environmental benefits and Smart Growth 
components.

--Combine with property tax relief.
--Establish “trusts” to guarantee spending on identified 
projects.

--Lengthy campaign.

10. Prepare for growing senior mobility needs.

11. Goal: Make Things Worse More Slowly.



55

FOR MORE INFORMATION

Important Links

• NVTC: www.thinkoutsidethecar.org
• Fairfax Connector: www.fairfaxcounty.gov/connector
• WMATA: www.wmata.com
• VRE: www.vre.org
• MWCOG: www.mwcog.org


