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To:

Reference: Transmittal from the Board of Police Commissioners dated February 2,2010

Subject: PHOTO RED LIGHT REQUEST FOR PROPOSALS

SUMMARY

The Police Department requests authority to issue a Request for Proposals (RFP) for administration
of the City's Automated Photo Red Light Enforcement Program. The current contract with American
Traffic Solutions (ATS), Contract No. C-109495, expires on June 30, 2010. Under the terms of that
contract, ATS operates 32 intersections within the City at a total annual cost not to exceed $3.12
million.

The proposed RFP requires respondents to provide cost information for continuing the City's current
32 intersections, as well as cost information for expansion of the program in eight-intersection
increments. All design and construction is to be completed by the contractor.

This report also addresses some of the questions and provides information requested by Council in
previous discussions of Photo Red Light, including revenue and the costs of administering the
program.

Not discussed in this report are the public safety considerations and impacts of the program. The
Police Department has issued a separate report (C.F. 07-1202-S8) addressing these issues. Based
on the data presented in that report, intersections in the program have experienced decreases in red
light-related traffic collisions and serious injury traffic collisions every year the program has been
active. In addition, there have been no red light-related fatalities at these intersections since the start
of the program. Considering these benefits against the ongoing cost of operating this program
(approximately $300,000 annually), it is recommended that the program continue.

As release of the RFP does not bind the City to executing a contract, the RFP can be released prior
to any decision being made with no negative consequences to the City. Full year funding for this
program is included in the 2010-11 Adopted Budget.... ,
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RECOMMENDATIONS

That the Council, subject to the approval of the Mayor:

1. Authorize the Police Department to release the Request for Proposals (RFP) for the
Automated Photo Red Light Program with the following revisions:

A. Include the City Administrative Officer as a member of the Evaluation Committee;

B. Request that proposals include cost figures based on both a three-year base term and
a five-year base term, with both options including two one-year optional extensions;

C. Clarify that equipment is to be removed at the contractor's expense, within thirty days of
expiration or termination of the contract;

D. Reduce the size of the expansion proposals from eight intersections to four; and,

E. Clarify that proposals are to include cost information broken down by specific items,
including design, construction, labor, and materials;

2. Instruct the Police Department to expedite the contractor selection process to the fullest extent
possible;

3. Authorize the Police Department to execute a ten-month extension of the current
contract with American Traffic Systems (ATS) to April 30, 2011, in order to continue the Photo
Red Light Program during the contractor selection process; and,

4. Provide a one-time exemption for the Police Department from the Council policy against
contracting with businesses headquartered in the State of Arizona (C.F. 10-0002-S36) to allow
the Department to extend this contract with ATS, inasmuch as there is a significant benefit to
public safety by allowing this program to continue.

FISCAL IMPACT STATEMENT

Releasing this Request for Proposals (RFP) does not obligate the City to make any expenditure
towards this program. The extension of the current contract for ten months, as contemplated in this
report, would cost the City approximately $2.3 million. Funding for this extension is provided in the
2010-11 Adopted Budget. None of the recommendations made herein will have any significant
impact on revenue received from Automated Photo Red Light Enforcement Program in 2010-11.

MAS:MC:04100122
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DISCUSSION

Request for Proposals

The proposed RFP is written in a very open manner, with very little restriction as to what type of
system the Department is looking for. This is to allow any and all potential vendors to propose what
they believe is the best system for the City.

The only technical aspect of the program which is mandated in the RFP is that the contractor will be
wholly responsible for all design and construction. Under the current contract, the Department of
Transportation (DOT) is responsible for design and construction of the system. Due to staffing
shortages, DOT is not able to absorb this workload. It should be noted that this will most likely
increase the contract cost significantly. DOT spent more than $1.57 million on installation of the
City's current 32 intersections. Until the new contract has been negotiated, the cost of design and
construction (and how that cost relates to the cost of using City staff) will be unknown. However, it
stands to reason that the amount paid to the contractor will increase.

The RFP also requests detailed cost information for expansion of the program in eight-intersection
increments. This will give the City additional information with which to evaluate any future proposals
to expand the program beyond the current 32 intersections. In order to ensure that the City is able to
evaluate the proposals in the most balanced manner, clarification of this requirement is
recommended to add specific cost centers such as design, construction, and materials.

As detailed in the RFP, proposals will be evaluated based on the following criteria:

• Cost (25 points)
• Record of Past Performance (25 points)
• Technical Requirements (20 points)
• Technical Competence (20 points)
• Additional Considerations (10 points)

The initial evaluation will be performed by an Evaluation Committee comprised of the RFP
Administrator (LAP D's Emergency Operations Division - Traffic Coordination Section), DOT, and
"other City departments (possibly including the City Administrative Officer and Chief Legislative
Analyst, etc.)." It is recommended that the CAO be included in the Evaluation Committee, as this will
ensure the best possible independent analysis of the process and any new contract which may
result. According to the RFP, the Evaluation Committee will determine "which proposer, if any, will be
placed on a short list for further consideration."

This "further consideration" is to be performed by an Executive Review Committee, which will be
comprised of LAPD Command Staff, DOT Executive Staff, and again, "other City Departments."
Consistent with the recommendation above, it is recommended that CAO Executive Staff be included
in this part of the process as well. The Department has also given some consideration to including a
representative from a separate jurisdiction (such as Los Angeles County) to add additional objectivity
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to the selection process. While this is encouraged, it does not seem wise to mandate it without
knowing any chosen individuals' availability and willingness to participate.

Based on discussions with the Department, as well as prior experience with the City's RFP and
contract negotiation process, the RFP evaluation and contract negotiation process could take as long
as one year. Considering the many concerns brought up by members of the Council, it seems the will
of the governing body that the new RFP process be started and completed as quickly as possible.
For this reason, it is recommended that LAPD be instructed to release the RFP as soon as possible
and to expedite the evaluation and contracting process to all extent feasible.

At this point, the City has two options for the program in the short run. The first option would be to
allow the contract to expire on June 30,2010, complete the RFP process and select a contractor,
then begin re-implementing the program under the terms of the new contract. This approach is not
recommended, as it would result in the program being non-operational for as long as nine months of
2010-11, as well as requiring unnecessary traffic disruption at each of the 32 intersections for both
removal of the current equipment and installation of the new equipment once the new contract is
executed.

Instead of creating this unnecessary stop and start, it is recommended that the Police Department be
authorized to extend the contract for ten months, up to the five years originally authorized by the
Council. This will allow the RFP process to occur and the new contract to be executed, avoiding any
break in service.

It should be noted that, inasmuch as ATS is headquartered in Arizona, authorizing the contract
extension with them will require a one-time exemption for the Police Department from the Council
Policy against contracting with businesses headquartered in Arizona. This is consistent with this
Office's review of contracts with Arizona-based companies released on June 1,2010 (C.F. 10-0002-
S36). That review stated that, if the City decided to continue the program, a contract extension would
need to be approved.

Some additional considerations arising out of conversations with LAPD, DOT, the CLA, the City
Attorney, and Council staff were the term, removal of equipment at the end of the contract, and the
size of the expansion proposals requested in the draft RFP. These technical amendments to the
RFP are recommended above. None should have any significant impact on the actual delivery of the
programs, but should improve the City's ability to evaluate the proposals and any future changes to
the program.

Revenue

While the Photo Red Light Program is primarily a public safety program, and is not designed
specifically to generate revenue, the question of revenue generation for cost recovery is always part
of the discussion. As the revenue generated derives from Court Fines, not administrative fees, there
is no legal prohibition against the City generating revenue in excess of the costs of the program.
However, historically jurisdictions utilizing automated red light enforcement have been discouraged,
both legally and via public opinion, from using the systems to generate profit.
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Consistent with the State Vehicle code, approximately 40 percent of all City revenue from Photo Red
Light citations is placed in the Traffic Safety Fund, with the remaining 60 percent going to the
General Fund. Funds in the Traffic Safety Fund can legally be used for a virtually any traffic safety
purpose other than police officer salaries. Historically, the City has used these funds for services
such as crossing guards, emergency street repair, and street improvements. It should be noted that,
while it has not been done in the past, the contract costs relating to Photo Red Light could be a
legally acceptable use of the Traffic Safety Fund revenue.

Tracking the revenue from Photo Red Light is a challenge, due mainly to changes in the Court's
cashiering system which combines all Court Fines into one category for transfer to the cities
generating those fines. During the first two years of the current contract, determining the actual
revenue generated by the Photo Red Light program was nearly impossible. Since January 2009, the
Court has provided cities with data showing unadjusted photo red light revenue on a monthly basis.
While this does give the City some information as to revenue trends, the statutory adjustments
reduce these figures even more, by an amount that is not consistent. This again makes precise
revenue tracking virtually impossible.

With these caveats, estimated photo red light revenue per month over the past year is shown in the
chart below.

Estimated Photo Red Light Revenue to the City ($1,000'5)
Month GeneralFund TrafficSafetyFund Total Revenue
Mar-09 $136 $97 $233
Apr-09 97 69 167
May-09 135 98 234
Jun-09 141 104 245
Jul-09 127 94 220
Aug-09 131 96 227
Sep-09 181 133 314
Oct-09 187 138 325
Nov-09 166 123 289
Dec-09 153 114 267
Jan-10 181 127 308
Feb-10 161 113 274
Total $1,795 $1,307 $3,102

Source: Los Angeles Superior Court Estimated and Unadjusted Red Light
Camera Revenue and Payment Transaction Counts; adjusted by CAO

to account for statutory adjustments

Over the past 12 months, the City has received approximately $3.1 million in revenue from photo red
light citations. Ofthis amount, $1.8 million was deposited into the General Fund and $1.4 million was
deposited into the Traffic Safety Fund. Also evident from the chart above is a notable increase in
monthly revenue beginning in September 2009. For the six months prior to September, the average
monthly revenue was $221,000. For the six months beginning in September, the average was
$296,000. Because of the six to twelve month standard lag time between citation issuance, this
increase cannot be attributed to one single event in that month. However, a number of things
changed in the year up to September 2009 that contributed to this increase, including two significant
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increases in the amount of the fine and the Department's decision to cite all violations under the
same vehicle code section (CVC 21453a), rather than citing right-turn violations under a different,
and significantly less costly, section.

Assuming that the average monthly revenue remains at the higher level experienced over the past
six months, total annual photo red light revenue to the City should be at least $3.6 million, with
approximately $2.1 million going to the General Fund and $1.5 million going to the Traffic Safety
Fund.

In addition to the expanded intersections, continued improvements to the operations of the cameras
themselves are contributing to the upward trend in this revenue. Especially in the time since ATS
assumed responsibility for the City's program, citation issuance rates have continued to climb. At this
point, the citywide issuance rate is approximately 82 percent. It should also be noted that, due to the
high quality of the evidence presented when violators choose to contest the citations, the City has a
99 percent conviction rate in these cases.

Costs

There are three main cost components under the current Photo Red Light contract: Initial Design and
Construction by DOT, Contractual Services, and LAPD Salaries. Design and Construction was a
one-time cost of approximately $1.57 million. As previously noted, this cost will be included in the
contract cost under the terms of the new contract.

The cost of the current contract is $8,125 per intersection per month. For 32 intersections, this
amounts to an annual maximum of $3.12 million. This payment is reduced whenever any
intersection's citation issuance rate drops below 80 percent in a given month. Each percent below 80
results in a similar percent reduction in the cost for that intersection. If an intersection is below 50
percent in a month, no payment is due for that intersection for that month.

Over the four years that the current contract has been active, $8.3 million has been paid, as shown
below. More than two thirds of this amount has been paid over the last two years, reflecting full
implementation of the program and ironing out of the operational issues inherent with activating the
system at new intersections.

Contract Payments ($1,000's)
Fiscal Year
Amount Paid

05-06 06-07 07-08 08-09 09-10 Total
165 643 1,941 2,999 2,600 8,348

Source: LAPD Fiscal Operations Division

The Police Department staffs the Photo Red Light Program with six officers, consisting of five Police
Officers and one Sergeant II. The total annual cost ofthese officers, including pension and benefits,
is approximately $820,000.
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Cost Neutrality

In prior discussions, the question of cost neutrality to the General Fund has been addressed, leaving
the Traffic Safety Fund revenue out of the equation. However, it seems quite reasonable to include
all of the revenue received by the City in the cost neutrality equation, since the programs funded in
the Traffic Safety Fund (such as crossing guards) would most likely be funded by the General Fund if
the Traffic Safety Fund money was reprogrammed to pay for Photo Red Light. In this way, even
though 40 percent of the revenue goes to the Traffic Safety Fund, the General Fund impact is the full
amount of revenue received by the City.

As illustrated above, the annual cost to run the program's 32 intersections is approximately $3.9
million. Assuming that revenue remains at the current monthly average, the City should receive
approximately $3.6 million on an annual basis. Based purely on these estimates, the program
appears to be short by approximately $300,000 annually.

It should be noted that, if costs and revenues continue current trends, the City will never recover the
$1.57 million expended by DOT to design and construct the system.


