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5. Recommendations 
There is a clear case for the Gateway Cities to develop a flexible, high-capacity, highly 
resilient network infrastructure. Simply reducing municipal expenses is the 
foundation but just the start. Digital inclusion and operational improvements, which 
support quality of life for residents, are also strong reasons to invest. If these goals 
could be achieved, it makes sense to invest in broadband infrastructure. Being able 
to leverage existing public assets and the planned Statewide middle-mile for these 
purposes makes the case even stronger. Attracting private investment by service 
providers to use the infrastructure would be the proverbial icing on the cake.  

Magellan recommends the Gateway Cities develop and use the infrastructure in a 
comprehensive, methodical, objective-oriented manner via the COG or comparable 
organization. This involves building network assets—cell sites, fiber, Wi-Fi, etc.—into 
housing and running fiber through economic development areas, along LA Metro 
lines, and into data center sites. The Gateway Cities should focus on areas with key 
economic clusters/drivers, specifically food processing and logistics because of their 
high revenue and biotech/biosciences and healthcare because their number of jobs. 
Advanced manufacturing and arts/entertainment are also important clusters to be 
connected. 

Adopt smart practices across cities including broadband friendly policies, IoT (Internet 
of Things) integrated with other infrastructure, and network assets included in 
comprehensive planning. Broadband-friendly policies, summarized above, include 
development conditioning, “Dig Once,” expedited permitting, and wireless master 
services agreements. Municipal IoT includes building and irrigation controls, 
environmental monitoring, parking automation, traffic management, and utility 
metering. Power microgrids and autonomous vehicles are prime examples of 
emerging applications that are critical to long-term viability. Capital improvement 
projects, comprehensive plans, developments, and permitting should all include 
network assets as a matter of course. 

Collaboration and partnerships are essential to successful broadband development, 
particularly with objectives such as increasing digital inclusion and reducing 
connectivity costs for cities. Engage local non-profits, other public agencies, and 
private utilities as partners. The county departments of Internal Services and Public 
Works along with LA Metro may be the most important simply due to their size. 
Capitalize on existing infrastructure, GSN, and other public plans. Seek private 
investment to serve all areas but link access to the most desirable areas with 
investment in the most challenging areas. Consider the range of network 
infrastructure required to achieve goals—plan for access—but focus investment on 
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fundamental assets with long-term value to cities, connecting facilities and supporting 
municipal operations. 

The next step is to identify local priorities in each city and integrate them into an area-
wide effort. Consistent policies and practices will also be critical. The conceptual 
design will need to be built in phases, which will require some consensus among the 
cities. Extend backbone infrastructure along major corridors as appropriate, in 
conjunction with “Complete Streets” project, for example. Build economically but for 
resilience, including traffic signal interconnects, water/sewer, and developments. 
Deploy transport equipment to provide services for cities across the backbone to 
data centers, etc., as/when appropriate. All of this should be done consistently across 
cities and may be most economical if done by a central, shared support organization. 

We recommend the Gateway Cities develop a collaborative public sector connectivity 
services entity, either within the COG or as a new, separate joint powers authority. It 
may also make sense to establish special districts—community services or facilities 
districts—for broadband. Generally, we recommend these efforts focus on 
establishing a core “backbone” infrastructure that is designed to accommodate 
access infrastructure. But seek private companies to deploy distribution and access 
assets. The Authority can deploy these directly where appropriate for members (Wi-
Fi in parks, for example). 

The objective is to lease assets, including cell sites, and provide wholesale transport 
only if/where appropriate or necessary. This provides maximum room for private 
investment without depending on it. It also focuses private investment on those 
assets that change and depreciate the fastest, where there are the best opportunities 
for profit but also the greatest risks. The Gateway Cities should establish clear, 
consistent, transparent governance focused on policy and procedures to facilitate 
development and reduce costs. We believe it will ultimately make sense to establish a 
new JPA for the purpose of building and maximizing use of network assets. 

PHASED IMPLEMENTATION PLAN 
Policies, procedures, regulations, and standards are needed to implement the 
regional or individual city master plans and facilitate the building of broadband 
infrastructure. Near term, high-impact projects should be selected to build 
capabilities and competence toward larger goals while minimizing capital 
investment. This section provides an initial version of a year-by-year roadmap for 
fiber infrastructure deployment along with recommended milestones that should be 
achieved along the way. It will need to be detailed and revised based on the priorities 
of the Gateway Cities with activities, funding, partnerships, and other resources 
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needed to be successful developing the network, as well as high-level costs of each 
phase of the implementation. 

Phase 0 – Initial Planning and Stakeholder 
Engagement 
This report represents the outcomes of phase 0. The Gateway Cities Broadband 
Master Plan (GCBMP) is the foundation and starting point for increasing connectivity, 
digital inclusion, and tech-enable economic development for the Gateway Cities. A 
roadmap for additional phases is included in Figure 27 on page 102. 

Phase 1 – Detailed planning, development 
prioritization, and partnership development 
The first phase of the GCBMP is detailed planning for infrastructure asset 
deployment, including prioritization of projects. The general priority is to connect city 
halls, to establish a platform for cost reduction and operational improvement. There 
are other assets and facilities that could be connected along the process. Routes may 
be extended, particularly in conjunction with other capital projects, to greatly 
increase coverage, especially through under-served areas and near industry clusters. 
Existing assets may be incorporated to economically achieve these goals. 

Activities 
The primary activity in this phase is high-level network design and, where 
appropriate, low-level engineering. Dual supporting activities for this phase are (1) 
identifying and prioritizing assets and sites to connect or integrate and (2) developing 
working relations between partners, specifically for planning and policies. Business 
development for wholesale services, particularly focused on private providers, 
should be initiated during this phase. 

Supporting activity #1 is a critical input to design work. It defines the scope of the 
high-level design and determines where low-level engineering is required in the 
short-term. Supporting activity #2 involves the cities adopting Dig Once ordinances, 
development conditions for network infrastructure, expedited permitting processes, 
wireless master license agreements, and similar. An associated activity is establishing 
a broadband working group for the Gateway Cities to coordinate the other activities. 

Funding 
Most funding for phase 1 is expected to come from the State of California via the 
CPUC’s Local Agency Technical Assistance (LATA) grant program. These funds will pay 
for network design and planning support services. Some funding for these activities 
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in this phase is essentially overhead for participating entities. Staff members or other 
representatives will need to provide additional, detailed information about assets 
and facilities. They will also need to work with their associates to change policies and 
procedures to facilitate broadband development, including options for special 
districts to support broadband development. 

Milestones 
1. Gateway Cities Broadband Working Group 
2. Consensus on initial project scope and additional phase 

o Master site list, assets to be included, and routes finalized 
o Specific development priorities set 

3. Broadband-friendly policies template for cities and county 
4. Funding sources identified and proposals produced 
5. Initial decision on whether to develop a JPA and/or special districts 
6. High-level design for sub-regional backbone utilizing GSN and other public 

assets 
7. Low-level engineering of top priority projects 
8. Broadband-friendly policy adoption by cities 

o Ordinances adopted by councils 
o Procedures defined and implemented by staff 
o Consideration of special district options 

9. Area network development partnership among public entities 
o Range of applications, assets, and services defined 
o Framework for partnering with or providing services to private 

companies established 
10. Funding secured for initial construction and interconnection 

Partnerships 
The critical partnerships for this phase are among the Gateway Cities and with 
County of Los Angeles departments, LA Metro, school districts, and other special 
districts. It will be necessary to work with SCE and other private utilities, particularly 
for joint build opportunities. The public partners should actively include non-profits, 
particularly community-based organizations, in development and planning. 

Resources  
Key resources for this phase are data. Data about assets and facilities are particularly 
important as those will be resources for next phases. Staff resources will be required 
for data gathering and planning activities. Initial projects are intended for operational 



GATEWAY CITIES REGIONAL  BROADBAND MASTER PLAN PAGE 96 

MAGELLAN BROADBAND FINAL REPORT FEBRUARY 27, 2023 

capacity-building so it is possible additional personnel may be required during this 
phase, particularly for business development and organizational development. 

Costs 
Direct costs for phase 1 are approximately $500K for professional services to do high-
level design, low-level engineering, and planning/policy development. The cities and 
COG should plan to allocate staff time to Broadband Work Group meetings and data 
gathering. Additional professional services costs may come with establishing the 
Authority and any related special districts. 

Phase 2 – Initial construction and interconnection 
The second phase of the GCBMP is focused on construction of initial routes, 
integration of existing assets where available, and interconnection of key facilities. 
This phase also involves capacity building and partnership development. 

Activities 
The key activities in this phase are infrastructure construction and operational 
startup. Construction services and materials will need to be procured, and the overall 
process will need to be managed. The Broadband Working Group will oversee these 
processes and plan for next steps, including formalizing a broadband authority for 
the area and prioritizing infrastructure expansion and planning services.  

Additional data gathering will be required, which will need to be integrated with data 
created by construction and design. Business development will also be essential in 
this phase, laying the groundwork for success in the next phase. Planning for 
operations, including on-boarding key personnel, during this phase will be necessary 
for the same reasons. 

Funding 
Construction funding is likely to come from various sources. State Last Mile grant 
funds, Measure M funds for transit/transportation-related projects, and other 
regional and state programs will likely fund the bulk of construction, as well as federal 
grants where applicable. Specifically, IIJA funds for resilient infrastructure, 
transportation, and utilities could be important for construction.  

Local capital improvement funds and enterprise funds may be used in this phase as 
it involves connecting municipal facilities. To the extent that schools are included in 
phase 1, it may be possible to tap E-Rate funds for construction. Private sector 
investment in the form of joint builds and indefeasible rights of use (IRUs) should be 
promoted early in this phase, ideally starting in phase 1, resulting in customer 
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milestones included below. Attracting initial wholesale customers and investors will 
be an essential activity during this phase. 

Special districts may provide substantial funding or resources for broadband 
development. One or more community facilities districts, community services 
districts, or other special districts could be established to fund network 
infrastructure. Decisions about this should made during phase 1.  

Milestones 
1. Funding secured and allocated to priority/proposed initial projects 
2. Establishment of JPA and special districts initiated as appropriate 

o Governance structure formalized 
3. Construction RFPs released 
4. Broadband-friendly polices fully adopted at least by initial project cities 
5. First private investor or lessor signed contract 
6. Construction contractor selected and materials purchased 
7. Construction begins 
8. Additional investors or lessors acquired 
9. Key personnel (e.g., Broadband Director or General Manager) in place 
10. Equipment acquired and installed, including facilities improvements 
11. Construction completed 
12. Initial sites connected 
13. As-built documentation completed and management system in place 

Partnerships 
Partnerships in this phase are an extension of those in phase 1. Key partnerships, 
particularly among cities leading broadband development and with the COG, will be 
deepened if not formalized. Private partners will be more important for practical 
reasons related to construction and funding. It will be important to clarify and 
differentiate “partners” from customers and vendors during this phase as these will 
require different organizational capabilities.  

Resources  
Existing network assets, public properties, and rights of way will be critical assets in 
this phase along with construction equipment, materials, and network equipment. 
The human resources to manage physical resources will largely come from 
construction contractors and other vendors but some will need to be provided by 
the cities, COG, and county. Depending on decisions about tactics made during phase 
1—whether to establish a JPA or special district(s), for example, and how aggressively 
to pursue private customers or investors—additional personnel may be added in this 
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phase. Consultants may be required in the interim to assist with planning and 
development. 

Costs 
The total estimated cost of construction, based on the conceptual design, is $36M. 
The estimated baseline cost per mile is $455K, assuming 40% of the infrastructure in 
overhead. This does not include any costs associated with a submarine route to 
Avalon but does apply to local construction throughout the area. Laterals into 
buildings and other facilities will conservatively cost $125 per foot. Costs will vary 
greatly across the area due to highly localized conditions. These baseline estimates 
include 20% construction contingency. 

These costs may be greatly reduced by incorporating network into other capital 
projects and using existing assets. Costs will increase if initial routes are extended to 
other areas or sites, even if those do use existing assets. For example, integrating 
traffic signal interconnect infrastructure into the sub-regional backbone may cut 
relative cost while expanding coverage, but it would still involve substantial costs. 
Very detailed costs will come from phase 1. 

Phase 3 – Extension and GSN interconnection 
Phase 3 continues construction and organizational development with the focus 
shifting to the latter. Specifically, GSN should be developing in parallel with phase 2, 
so this phase will involve physically integrating the sub-rings into GSN. Network 
extension may be an on-going activity depending on available resources, capital 
projects, and partner investments but major routes will be complete or planned in 
this phase.  

Activities 
An initial activity if phase 3 will be validating and verifying outcomes from phase 2, 
likely in the form of a strategy conference or workshop among the partners and 
attended by top officials of all formal partners. This activity should cement 
partnerships, specifically with GSN and other public agencies, and should confirm 
priorities and resources for expanding the network.  

Activities beyond this event will be business development and construction. The 
business development should focus on under-served areas to fully achieve the goals 
of this plan. Similarly, construction will shift to very focused areas and laterals into 
specific facilities, although some major routes may still be in development in 
conjunction with other projects. 
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Activities during phase 3 will generally shift to “community customers,” partner 
organizations that will use the network for specific activities or programs. These 
should include social services, school districts, public health, libraries, and 
community-based organizations along with city departments. It may occur in 
conjunction with construction to ensure maximum uptake and use. Promotional 
activities with wholesale customers may be appropriate. 

There will be major technical activities during this phase accompanied by 
management development or support activities. The technical activities involve 
installing and configuring hardware to fully interconnect facilities across the Gateway 
Cities with partners, specifically GSN, and resources such as data centers. 
Operational systems for security/surveillance, traffic, utilities, etc., will likely be 
handled by city and county personnel.  

Funding 
Some funding for phase 3 will come from additional grants, particularly for programs. 
Most of the funding will have to come from partners, particularly cities, as customers 
or from actual wholesale customers. It is expected that the cities will pay some 
amount for connectivity, offset by the value of any assets they contributed to the 
network. Other anchor institutions and community customers may be paying 
customers. Private companies should be leasing facilities and/or paying a share of 
revenue by phase 3.  

Milestones 
1. Construction to-date verified and priorities for extension set 
2. GSN strands spliced into all interconnection points 
3. Core network equipment deployed and operating 

o All targeted sites fully operational 
o Network management systems fully operational 

4. Outside plant maintenance, including on-going construction and regular 
expansion, in place 

5. Private wholesale customer base established and generating revenue 
o Access infrastructure fully operational 
o Significant uptake by community members 

6. Programs established for anchor institutions and community customers 

Partnerships 
Phase 3 is all about operationalizing partnerships. Strong technical partnerships 
among members will be especially important in this phase.   
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Partners should see costs, including overhead and soft costs, decrease. In contrast, 
anchor, community, and private wholesale customers should find new opportunities 
and revenue—which are greater for strengthening partnership. 

Resources  
The primary resources in this phase will be talents of employees and partners. 
Technical resources, including expertise as well as equipment, software, and 
systems, will be especially important. It is expected that private wholesale customers 
will provide access and distribution equipment.   

Programmatic resources, including content, equipment, and staff to conduct 
programs, will be critical for digital inclusion and economic development outcomes, 
and may be very helpful for improvements in municipal operations. Community 
customers will need resources to engage community members for adoption and 
support activities. 

Costs 
The major cost components for this phase are equipment and systems and staff. 
Costs for access and core equipment are summarized in the “Equipment and 
Services” sub-section, above, and the “Error! Reference source not found.” sub-
section lays out other costs.  

Costs for programs include staff time, materials, and support systems. These will vary 
greatly. Some grassroots programs should be possible with very small budgets. 
Advanced or large-scale programs for access, skills, or technical solutions require 
equipment, software, and talent.  

Phase 4 – Operations and programs 
Phase 4 represents full implementation of the plan and on-going operations of the 
Authority, including programs for digital inclusion, economic development, and 
municipal operations. Many aspects of the Gateway Cities will be impacted but those 
impacts may be relatively small and unremarkable in context. In aggregate, the 
impacts will likely be huge. Therefore, it is important to measure performance and 
results. The indicators and metrics for the plan overall include: 

 Business utilization of digital technology 
 Cost per month per megabit per second for wired and wireless connections 
 Investment in network assets by private companies 
 Miles of fiber deployed 
 The number of: 
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o Community members connected via high-speed wired and wireless 
services 

o Fiber-connected buildings  
o Persons working remotely or in technical jobs 
o Radio access points 

 Public revenue from network assets and related services 
 Service level agreements, down time, and failures
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Figure 27. Gateway Cities Broadband Master Plan roadmap


