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Attachment 2
Project Background

Background of Neighborhood Traffic Management 
And Safe Routes to School Programs and Projects
Neighborhood Traffic Management Program (NTMP)
Program Background

The Circulation Element of the General Plan describes a Traffic Management Program with separate business and neighborhood emphases.  The goal of the Draft NTMP, as stated in Chapter 12 of the Circulation Element, is to establish a process to include neighborhoods in the discussion of the effects of traffic on residential streets.  The planning process is intended to culminate in Neighborhood Area Mobility Plans that address traffic and mobility concerns in residential areas throughout the City.  

With the assistance of the Neighborhood Traffic Management Program Steering Committee (Steering Committee), staff prepared a final draft version of the NTMP for Council’s review in November 2001.  The Steering Committee consisted of three Transportation and Circulation Committee (TCC) and Planning Commission (PC) members, two Councilmembers, and staff from the Fire, Police, Public Works, and Community Development Departments.  The task of the Steering Committee was to review and comment on the Draft NTMP as it was written.  The schedule included six meetings.  The Steering Committee identified the challenges and opportunities presented by the NTMP, provided guidance, and came to consensus on the program's development.  

The staff documentation for the Draft NTMP details the process recommended for developing Neighborhood Area Mobility Plans.  The process includes public education, community participation, enforcement, and design and construction of traffic calming projects.  Its purpose is to provide guidance to City staff for its implementation.
At the September 27, 2001, joint meeting of the PC and TCC, two motions were unanimously supported to recommend that Council adopt the Draft NTMP and authorize staff to implement a pilot project prior to final adoption of the program.  This approach allowed for refinements to be made to the program based on experience in the field, prior to its final adoption at a future time.  This recommendation was consistent with Circulation Element Implementation Strategy 12.1.2, which states that the City shall fund a pilot Traffic Management Program to assess the efficiency and impact of such programs and to quantify the staff and resources needed to implement this program.  
St. Francis Mobility Plan Project Background

The Steering Committee considered the selection of a pilot project area. In order to expedite the selection of a pilot project neighborhood, staff recommended to the Steering Committee that existing residential street complaints be considered as a proxy for requests to participate. Other criteria considered by the Steering Committee to develop a list of possible locations for the pilot project included the following: 

· The number of schools, parks, and pedestrian generators within the area. 

· The number of collisions at intersections of residential streets (as described in the Circulation Element Mobility Classification Chapter) within the area in the past five years.
· The potential for success.
· The level of neighborhood interest as measured by the number of separate residential complaints received from within the area by the Traffic Operations Division.  

The pilot project was to serve as the City's introduction of the NTMP to the Santa Barbara community.  It was thought that a successful pilot project would not only energize residents' support for the overall program, but also that it would serve as a model for future participation.  Revisions to the draft NTMP were anticipated, as it was used in the field.  A consultant was retained to provide assistance in planning and coordination of the first meetings, and recommending outreach and website materials for future use. 

Based on the criteria listed above, the TCC, PC and Council considered three areas for the Pilot Project: the Lower Westside; the St. Francis Hospital area; and the Eastside neighborhoods.  

The TCC and PC acknowledged that each of the areas has potential leadership and other demonstrated needs that would benefit from the program.  They agreed that potential leaders in both the St. Francis Hospital area and the Eastside have recently expressed concerns that could be addressed by the NTMP.  They agreed that they would like the pilot project to be a successful kick-off of the program, and that of the three; the Eastside would be the most difficult location to begin with.  

At its November 2001 meeting, Council adopted the NTMP and directed staff to begin a pilot project in the St. Francis neighborhood. There was substantial interest in an NTMP from this neighborhood during the St. Francis Hospital Medical Office project review.  As part of that project, a commitment to undertake a Neighborhood Area Mobility Plan was made to the residents.  The goal of the outreach was to solicit ten residents willing to be community leaders.  If these leaders did not emerge, it would be necessary to move into the Eastside to test the pilot project.  

Public Outreach

For the purpose of this project, the neighborhood was defined as those parcels within the approximate boundaries of Mission, Garden and Anapamu Streets, and Alameda Padre Serra.  Beginning in April 2002, residents were invited to a series of ten public meetings over the course of twelve months.  These meetings were advertised through lawn signs, personal outreach to residents who had made requests or shown interest in the past and direct mailings to residents in the area.  Over the 19 months of the pilot project, over 2,000 neighborhood residents were mailed 12 newsletters about the project.  

The staff documentation for the NTMP details the process recommended for developing Neighborhood Area Mobility Plans.  The process includes public education, community participation, enforcement, and design and construction of traffic calming projects. 

Staff from the Public Works, Community Development, Fire, and Police Departments played an active role in all phases of the pilot project development by attending meetings and being responsive to resident questions.  

Before considering any traffic calming in the neighborhood, a “Before Traffic Calming” phase was introduced.  Through this phase, staff gathered 620 calls for service through a neighborhood survey and dedicated telephone line, and gained a solid understanding of the residents’ concerns.  Typical complaints received and processed included zoning enforcement, parks and street maintenance complaints, and requests for signage or additional speed and parking enforcement.  

One hundred and thirty residents attended at least one meeting out of the seven “Before Traffic Calming” meetings.  Staff and consultants introduced the possibilities and limitations of neighborhood planning.  Minor improvements including vegetation abatement, inspection of street maintenance requests, sign installation, and street improvements and repairs were initiated.  Neighbors took an active role in data gathering, community outreach, and use of the Community Involved Traffic Enforcement (CITE) radar gun.  With the assistance of Rauch Communications Consultants, staff developed outreach tools appropriate for use in future neighborhoods.  These include bumper stickers, lawn signs, and newsletter templates.  By November 2002, many participants began to express their frustration with the process and requested the project move into the traffic calming phase.  
During the weekend of March 14 to 16, 2003, with the assistance of staff from the Police, Community Development, and Fire Departments, the Public Works Department hosted a traffic calming charrette, facilitated by Dan Burden, Executive Director of Walkable Communities, who is an internationally renowned expert in pedestrian oriented, traffic calming design.  Mr. Burden was previously contracted to provide training to City staff on traffic calming in anticipation of the charrette.   

This three-day workshop offered education on traffic calming, and resulted in a resident-developed traffic calming plan to address the remaining traffic issues in the pilot project area.  Building on the knowledge of the work done during the previous year, residents attending the meetings represented the concerns and issues of the area.  The neighborhood used traditional analytical methods, such as speed surveys and complaints from residents, to recommend locations for traffic calming treatments, keeping in mind the importance of creating an area-wide solution to speeding.  

During the three days, approximately fifty different community members attended at least one meeting.  A conceptual traffic calming plan was informally ratified by twenty five representatives of the project area on March 16, 2003.  Together with continuing “Before Traffic Calming” strategies, the proposal represented a desire to improve pedestrian access, minimize parking loss, slow speeds on residential streets, reduce collision rates, and protect private property.  At this meeting, residents also prioritized the proposed improvements based on an understanding that it may not be possible to construct all of the improvements at one time with the available funds.  

Subsequent to the charrette, using recent assessor parcel data, all known residents and registered property owners in the project area were sent a newsletter summarizing the charrette and providing information on how to contact the City to get more information or to indicate individual support or opposition to the plan.  Residents formed a Technical Committee to canvass the neighborhood to collect the opinions of owner-occupants while staff contacted nonresident property owners, at least twice, by mail.  

In the 90 days after the charrette, the Technical Team members and staff contacted all known parcel owners and received input from approximately 300 of them, either individually or through the mail or phone.  A second mailer, sent to property owners who had not yet indicated their position through previous methods, contained a postage paid return ballot.  In total, 425 of 1161 property owners responded, with 85% of them indicating support for the project.   
Based on the experience of other communities, 65% owner approval was proposed as a benchmark that would constitute acceptance of the plan.  Therefore, staff recommended the adoption of the plan by Council.  On November 13, 2003, at a noticed public hearing, the TCC heard public comment and made recommendations that Council adopt the Mobility Plan including continued enforcement, and education, as well as the resident developed traffic-calming plan.  Staff recommended a phased implementation of the traffic calming plan, beginning at locations prioritized by the participants in the process, where the level of support is highest.  It was proposed that temporary measures be put in place initially.  If the temporary measures increased walkability by reducing speeds and did not divert traffic onto adjacent streets, the City would consider making them permanent and discuss opportunities to fully implement the plan.  

The traffic calming improvements were proposed and prioritized on the following locations (in order of priority): Garden Street, Alta Vista Road, Valerio Street, Grand Avenue, Laguna and Loma Streets, Oramas Road, and Micheltorena Street.  Transportation Operations staff is also considering improvements to address high collision rates in the Anapamu and Laguna Streets, and the Micheltorena and Laguna Streets intersections.  

At the time of adoption, Transportation Operations staff anticipated that there might be small changes to the Mobility Plan based on community input, parking impact, and engineering judgment.

In addition to the public outreach provided through the project, three requests for public information have been completed, resulting in the review of one thousand pages of documentation on the project.  Staff also made available for inspection, all the City files for this program to Safe Streets Santa Barbara, which they reviewed over a 2 week period.
St. Francis Neighborhood Area Mobility Plan Implementation

Preliminary designs for trial installations of traffic calming devices were developed in spring 2004 by the City Supervising Transportation Engineer, and the initial temporary device was installed in September 2004.  This mini traffic circle, installed at the intersection of Alta Vista Road and Anapamu Street, brought considerable attention to the program.  The device was removed after approximately three weeks because motorists on Anapamu Street were unwilling to yield the right of way to motorists in the circle, creating the potential for a serious collision to occur.  The circle will be replaced with bulbouts (intended to assist pedestrians crossing the street by providing greater visibility and safety). Staff was able to gather data and input from motorists, cyclists, and pedestrians which led to adjustments to subsequent planned installations. 

Several other traffic calming devices in the plan have been installed throughout the area, some in a temporary configuration and some in a semi-permanent configuration: 

· Olive Street/Valerio Street – temporary mini traffic circle

· Olive Street/Sola Street – semi-permanent mini traffic circle

· Alta Vista Road/Victoria Street – semi-permanent mini traffic circle 

· Alta Vista Road/Sola Street – semi-permanent mini traffic circle

· Garden Street/Islay Street – semi-permanent median island and bulbouts

· Garden Street/Arrellaga Street – temporary bulbouts

The selection of these intersections was based not only on the residents’ prioritization of corridors at the traffic calming charrette, but also based upon the high levels of support in the neighborhood canvassing efforts around these locations.  Trials at the above intersections gave residents the opportunity to observe whether or not their concerns were being addressed.  The only exception is the installation of a mini traffic circle at the intersection of Olive and Sola Streets.  After the trial installations had been installed on Alta Vista Road, a number of people contacted Public Works to voice their concern about speeding on Olive Street and to ask that a traffic calming installation also be installed on their street.  Staff installed the planned mini traffic circle, at the intersection of Olive and Sola Streets, not only to address the public concerns but also to provide the Fire Department with a traffic calming installation adjacent to a fire station to enable them to review the impact on their operation directly. 

The traffic calming devices have been monitored to ensure that they have been operating safely.  Part of the monitoring process includes discussion with the Police and Fire Departments, and the Santa Barbara Metropolitan Transit District to ensure the devices do not impede their operations.  These organizations have been cooperative and have offered suggestions for improvements.  They have also expressed their continuing support for this program, most recently at the May 2007 Architectural Board of Review Appeal.  

A key part of the monitoring process is the review of the semi-permanent installation’s effect on speed and volume in the neighborhood.  Notwithstanding a key land use change in the area, the closure of the St. Francis Hospital, there are key differences between monitored intersections that can, at this time, be explained only by the devices themselves.  Throughout the neighborhood, traffic volumes have gone down, but less through intersections with traffic calming than intersections without.  Also, a reduction of excessive speed (over 35 miles per hour) has been observed throughout the neighborhood.  This reduction is more profound on traffic calmed streets.  Finally, while there has been no reduction in 85th percentile speeds on non-traffic calmed streets, there has been a six percent reduction on streets with traffic calming.  

Traffic collisions have also been a concern of community members.  A brief analysis comparing all of the intersections from both projects that have had semi-permanent traffic calming installations with those that have had no change since 2004 shows a slight reduction in reported collisions in the traffic calmed intersections and an increase in the control group where traffic calming is planned, but not currently in place.  The combined number of collisions within 75’ of the intersection in 2003 and 2004 was four and the combined number of collisions in 2005 and 2006 was one.  In the same period, the subject intersections that have not had a semi-permanent installation in place experienced eight collisions in 2003-2004 and thirteen in 2005 and 2006.    

The impact of the traffic calming measures on bicyclists has also been reviewed at length.  As the project overlaps with only one short segment of a peak hour bike lane, bicyclists riding in these areas are utilizing the mixed flow lanes because on-street parking is permitted.  The safe and legal position for a bicyclist riding in mixed flow lanes is three feet from a parked car.  The curb extensions are approximately the width of a parked car, and therefore do not require bicyclists to change lane position.  The prevention of crashes depends upon a cyclists’ visibility by motorists.  This visibility is enhanced by the traffic calming features, and the speed reduction impact will have the effect of reducing the severity of any collisions that do occur.     

The installation of the traffic calming devices has generated much public discussion.  Many people have offered suggestions to improve the operations, whereas other people merely want the devices removed.  Adjustments have been made based on many of the suggestions.  Yield compliance and safety have been acceptable at all the installations except Valerio and Olive Streets, where the mini traffic circle was eventually abandoned for a warranted 4-way stop.  The amount of controversy is not an unexpected result of this program since in order to meet its goal of lower residential traffic speeds, behavioral changes are required of drivers who have not necessarily been a part of the project development.  In many instances, the complaints that have been submitted are from drivers who do not live within the St. Francis NTMP area. 

Many people have offered the comment that the temporary devices and aspects of the semi-permanent devices are not aesthetically pleasing.  They feel that the program is not being readily accepted by the public because the devices are unattractive, and seen as confusing to some.  To facilitate a better understanding of the devices, to assist Santa Barbara motorists to better understand how to negotiate and improve the quality of devices for the neighborhood, Council authorized the design contract for six of the 19 elements in the St. Francis Mobility Plan in April 2006.  
At that meeting and through later correspondence, several members of the public requested that an additional feature of the Mobility Plan, the mini traffic circle at Garden and Valerio Streets, be constructed as part of this first phase.  Staff is not proposing the installation at this location at this time. 
Safe Routes to School Program
Program Background

Safe Routes to School (SR2S) is an international movement promoting safe walking and bicycling to school by children.  A successful SR2S program has four components: Engineering, Enforcement, Education and Encouragement.  

Originating in Europe in 1978, SR2S has become especially popular in the English speaking world, including Australia. In this country, California has been in the forefront of the movement with a State law passed in 1999, the first in the nation that dedicates $20 M a year in federal transportation safety funds to engineering improvements in the school zone.  This program is ongoing and expanded because of an enhanced federal commitment to Safe Routes to School, which requires funds to be spent not only on engineering, but also on activities that include public awareness and outreach, traffic education and enforcement, student sessions on bike/pedestrian safety, health, and environment.  

On the South Coast, the SR2S movement enjoys broad support among public agencies, schools and the public. Beginning in 1999, the City of Santa Barbara applied successfully for Caltrans SR2S grants to construct capital improvement projects. In February 2000, the Santa Barbara Area Council of PTAs formed the PTA Safety Committee expressly to deal with SR2S issues. In the summer of 2000, the Santa Barbara Bicycle Coalition won a State planning grant to develop a comprehensive SR2S project, which was administered by both City and County staff.  In 2002, this project was transferred to the Coalition for Sustainable Transportation, which became the umbrella organization coordinating 22 public agencies and civic groups.

COAST is responsible for facilitating communication between the partner agencies and organizations through quarterly SR2S Task Force Meetings, coordinating Walk to School Day in October and Bike to School Day in May; and coordinating safety trainings at local schools including in-class and on-the-playground instruction. 

The City of Santa Barbara has been a leading partner in the Safe Routes to School project since its inception in 2000.  In cooperation with the Santa Barbara Area Council PTA Traffic Safety Committee, the Santa Barbara School District Pedestrian Safety Committee and the Santa Barbara Bicycle Coalition, City and County Public Works staffs directed the Safe Routes to School Through Safe Communities Project, funded by the California Department of Health Services.  This project was effective in bringing to the talents, creativity and resources of a wide variety of people and organizations, including transportation professionals, education professionals, and police and health authorities the table.  

The Public Works and Police Departments continue to be involved in various aspects of the project including education, enforcement, engineering and encouragement.  The City provides staff resources, instructors, and educational material for events at City schools, and has developed SR2S Maps and Plans for all city schools as part of the Pedestrian Master Plan.  Additionally, through competitive application, City staff have applied for and received $1.8 M from the California Department of Transportation’s Safe Routes to School Program for construction of various projects since 1999.  The City has an ongoing City wide program to upgrade signs and pavement markings, and considers access to school as a criterion for the Sidewalk Infill Program.  Public Works and Police Department staffs work cooperatively with local schools in an effort to increase school zone safety and to increase the number of children walking and bicycling to school.    

An integral part of the Santa Barbara School District’s commitment to the Safe Routes to School Program was created in January 2001, when the Santa Barbara School District Board of Trustees voted to create a Pedestrian Safety Advisory Committee. The object of this committee was to examine all district schools, and eventually those in our feeder districts as well, for the safety of their pedestrian access routes. Monthly meetings were held at different campuses, and at the end, the committee compiled a list of recommended improvements and concerns that were submitted to authorities for funding. 

Safe Routes to School Project  Background
In 1999, California legislation called for Caltrans to establish and administer a "Safe Routes to School" construction program, and to use Federal Transportation Safety funds for construction of bicycle and pedestrian safety, and for traffic calming projects.  In the first round of awards, the City successfully obtained funds for a sidewalk infill project located at throughout the City.  A similar request in the second round was not funded.  

In the Spring 2002, the School District’s Pedestrian Safety Advisory Committee submitted reports on Santa Barbara Junior High School (SBJH) and Santa Barbara Senior High School (SBHS).  The list of requests for the junior high school included: reopening Quarantina Street; police enforcement on Cota; a new MTD Mesa Route; participation in School Pools; a crossing guard; and enhanced crosswalks on Cota Street.  

The list of requests for the high school included consideration of a stop sign on Canon Perdido at Quarantina Street (which was not warranted), extension of the red curb on Canon Perdido adjacent to the crosswalks; an examination of the entire area between SBHS and SBJH, with a request that no speed limit here be higher than 25 mph; Ladder-striping of all crosswalks; and consideration of safety measures on Olive Street.  
In a final report the Committee again highlighted the above recommendations and wrote “In the long term, the entire area between SBHS and SBJHS needs to be examined, especially the Quarantina corridor”.  

In May 2003 Council authorized staff to submit an application to design and construct up to five mini traffic circles, two sets of curb extensions, and overhead flashing beacons to improve pedestrian access and slow vehicle traffic on the routes to Roosevelt Elementary School, SBJH, and SBHS.  The proposed project was identified through the NTMP in the St. Francis neighborhood and through review of the requests described above, with the intent of creating a corridor from the schools to the St. Francis neighborhood, through the Alta Vista/Quarantina Street corridor.  

The application was reviewed and signed by Santa Barbara School District Superintendent Deborah Flores, and letters of support were submitted by the PTA Safety Committee, and School Board Member Nancy Harter.    

A result of the extensive neighborhood effort in the St. Francis Area NTMP was the identification of community requests for a plan for a bicycle and pedestrian friendly connection between SBJH and SBHS and their surrounding neighborhoods.  This connection was compatible with previous requests from personnel and parents from both schools.  The SR2S plan included various traffic calming installations and above ground flashing crosswalks to increase bicycle and pedestrian safety and reduce the number of traffic related complaints coming from both the school district and residents in the surrounding neighborhood.  

Due to the community involvement with the development of the St. Francis Area Mobility Plan, the City was successful in its application for a California SR2S grant.  The City was awarded $450,000 of SR2S funds for design and construction of the project, with a $50,000 local match required.  The proposed scope of work includes construction of the bulbouts and traffic circles on Alta Vista Road that are in the St. Francis Area Mobility Plan.  The improvements at many of these locations have been field tested for the last several months with temporary structures as previously described in this report.  In total, the SR2S project will construct the following safety improvements in these high pedestrian volume locations:

· De La Guerra Street /Quarantina Street - bulbouts

· Canon Perdido Street/Quarantina Street - bulbouts

· Anapamu Street/Alta Vista Road/High School entrance - bulbouts

· Alta Vista Road/Victoria Street - traffic circles

· Alta Vista Road/Sola Street - traffic circles

The project limits for the SR2S project are the intersections listed above in the vicinity of the SBJH and SBHS as well as the intersections of Cota Street at Nopal and Quarantina Streets where above ground flashing crosswalks will be installed.  

Safe Routes to School Project Implementation 

The two mini traffic circles on Alta Vista have been field trialed since fall of 2004.  Similarly, curb extensions have been in place on Canon Perdido for four years.  The remaining improvements have not been field trialed.  
David Hetyonk, Facilities Manager for the Santa Barbara High School District has met with staff to be briefed on the proposed upcoming construction and has provided input on how to move forward with the construction with the least amount of impact on the Schools.
