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Report No: 

Meeting Date: 

Alameda-Contra Costa Transit District 

STAFF REPORT 

TO: Planning Committee 
AC Transit Board of Directors 

FROM: David J. Armijo, General Manager 

SUBJECT: 2014 Service Improvements and Use of Small Vehicles 

BRIEFING ITEM 

RECOMMENDED ACTION IS): 

14-082 
March 12, 2014 

Consider receiving a report on Staff's proposal to implement service improvements in 2014 and 
beyond, including the use of small transit vehicles on a limited number of routes due to small 
passenger loads 

EXECUTIVE SUMMARY: 

With a projected increase in District revenues and an increase in ridership, the District is in a 
position to improve the quality of service by improving on-time performance on key routes 
where reliability is poor. This report summarizes the staff's plans for service improvements over 
the next two years as funding becomes available. Improvements include improved service 
reliability, incorporation of small transit vehicles, and implementation of service 
recommendations prioritized in the Comprehensive Operations Analysis (COA). 

BUDGETARY/FISCAL IMPACT: 

Staff has proposed a $2.5 million annual operating budget for service improvements in 2014. 
The purchase of new small transit vehicles will cost the District an estimated $1 million in capital 
funds. Though there is no timeframe for the long-term improvements resulting from the 
Comprehensive Operations Analysis, the proposed cost for that plan is $48 million annually with 
an estimated $6.3 million- $11.1 million prioritized in this report. 

BACKGROUND/RATIONALE: 

With an increase in District revenues in FY13-14 and future years (projected), better control of 

the operating budget through a reduction of operator overtime, and an increase in ridership 

resulting in improved farebox recovery, AC Transit is in a position to add a limited number of 

service hours into the route network to improve service. Prior to the December 2013 service 

changes, AC Transit has not added service hours in the past decade with the exception of grant

funded service (e.g. Regional Measure 2 for some Transbay and All-nighter service, 

Transportation Fund for Clean Air grants for lines 13 and 74, Lifeline Transportation funds for 

the 376, and third-party contributions for services like the U Line and the Broadway Shuttle). 
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Due to this gap in service improvements, the quality of AC Transit's service has suffered, 

particularly in terms of reliability- a service deficiency that typically cannot be addressed with 

grant funds. With some general budget funds now available, staff is able to remedy some of 

these issues. 

Over the near future, staff plans to improve service as follows: 

1. Improve service reliability on trunk lines with sub-standard On-time Performance 

(OTP) (June 2014- December 2014) 

2. Incorporate ten small transit vehicles into the fleet to use on low-productivity 

routes in Central and South county areas. This action serves as a precursor to 

Flex service routes or service on streets not conducive to standard buses (i.e. 

service in the hills and residential neighborhoods. (December 2014) 

3. Implement service recommendations prioritized in the Comprehensive 

Operations Analysis (COA), such as corridor network improvements along the 

San Pablo, Macdonald, 23'd Street and MacArthur corridors (FY 14-15 to FY 15-

16) 

Improve Service Reliability 

The primary metric for the District to measure service reliability is OTP. It is one of the District's 

Key Performance Indicators (KPis) and is defined as the percentage of scheduled trips that 

depart time points between one minute earlier and five minutes later than scheduled. Though 

system-wide OTP average has steadily increased in recent months since October 2013, at 

68.36% as of January 2014, it is still below the District's target of 70% in 2013 and 75% in 2014. 

A primary reason for the District's below standard system-wide OTP is the chronic poor 

performance of the District trunk lines, which account for a large percentage of the District's 

service. Until now, the District has been unable to improve these routes because of the lack of 

necessary financial resources. Adding service to key trunk lines and poor performing routes will 

improve OTP and reliability, improve the quality of service for the network, and could 

ultimately increase ridership. In addition, focusing service improvements on the trunk lines is 

consistent with the guiding principles of the District's Board Policy 550 and the Comprehensive 

Operation; Analysis. 

As part of the 2014 Summer and Fall sign-ups, Staff plans to improve the following routes (cost 

estimated using a marginal rate of $86/hr): 
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Route Fall13 OTP Change 

1 57.6% 
Increase running time all day long address chronic 
lateness. Adds one bus all day 

1R 52.1% 
Increase running time all day long address chronic 

lateness. Adds one bus all day 

18 65.1% 
Increase running time in the afternoon to address chronic 
lateness. Extend AM shortline trip to full length of route. 

57 49.8% Increase running time all day to address chronic lateness 

72/72M 55.1% Increase running time all day to address chronic lateness 

72R 63.4% Increase running time all day to address chronic lateness 

97 63.1% 
Increase running time in the afternoon to address chronic 
lateness. 

0 56.0% Increase PM running time to address chronic lateness 

Total 

Vehicles 
Da1ly Hours Annual Hours Annual Cost 

AM PM 

12 3,060 $263,160 1 1 

15 3,825 $328,950 1 1 

9 2,295 $197,370 0 1 

10 2,550 $219,300 1 2 

20 5,100 $438,600 1 2 

6 1,530 $131,580 1 0 

8 1,976 $169,958 0 1 

4 1,020 $87,720 0 0 

84 21,356 $1,836,638 5 8 

Given the number of additional hours required and the nature of the improvements, Staff will 

be able to implement these service changes without engaging in the District's public hearing 

and approval process for major service changes, provided funds are allocated in future 

operating budgets. However, implementation will require additional vehicles, which will be 

provided by delaying scheduled vehicle retirements. If the financial outlook remains optimistic 

come fall, Staff plans to implement additional OTP improvements or minor COA 

recommendations with the remaining operating budget as part of the December 2014 sign-up. 

Incorporate Small Transit Vehicles 

To provide more flexibility to operate service in all geographic areas of the District without 

limitations imposed by vehicle si2e, staff is proposing to improve service through the purchase 

of ten small transit vehicles as a pilot fleet. These vehicles are proposed to be 24-foot unleaded 

gas, cutaway vans that can seat about 16 passengers. They will be similarly equipped to the 

District's standard buses, including but not limited to: digital headsigns, new GFI fareboxes, 

APCs, AVL equipment and AVA equipment. 

Though cutaway vans have less than half the lifespan of a standard bus, they are typically about 

20% the cost of a standard bus. In addition, they are significantly more fuel-efficient than 

standard buses and do not require the same mid-cycle overhaul maintenance. Given these 
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factors, cutaway vans have a capital and operating cost savings over time compared to standard 

buses. 

Initially, the small transit vehicles will operate on existing routes with average maximum loads 

below 16 passengers. These routes include lines 47, 94, 95 and possible routes in South County 

depending on the passenger loads resulting from the December 2013 service changes. This 

pilot program will allow staff to test the newer generation of cutaways on East Bay hills and 

residential streets, especially where current buses are operating with low passenger counts. 

If this pilot is successful, it paves the way for Staff to plan for implementation of Flexible Service 

routes and service on streets where a standard bus is not appropriate. As part of AC Transit's 

Mobility Management Taskforce with participation from the cities of Fremont and Newark, staff 

is exploring the feasibility of Flexible Service routes in Special District Two and other low 

density/low demand areas of the District. Though the service seems appropriate, the District 

will need to address a number of issues prior to any consideration for implementation, 

including: dispatching of service, public outreach and information, and adjustments to standard 

driver operating procedures. Staff will provide the Board with more information on the results 

of the Mobility Management Taskforce during the April 30 Board Retreat. 

In addition, the Board will be able to provide input and consider incorporating the small transit 

vehicles into the District's fleet as a pilot when Staff requests formal Board authorization to 

make the purchase. Staff anticipates bringing this item to the board for formal approval at the 

next Planning Committee meeting on April9. 

Implement COA Recommendations 

As surface public transit becomes more crucial to mobility in the East Bay due to infill 

development and an improved economic climate, staff hopes to implement the 

recommendations outlined in the COA that focus on improved service on the trunk lines and 

major corridors including (cost estimated using a direct rate of $110/hr): 

1. Improved and simplified route structure along San Pablo Avenue and Macdonald 

Avenue with increased frequency (est. $2.5 million- $7.3 million) 

2. Improved route structure and frequency through Central Richmond along Cutting 

Boulevard and 23'd Street (est. $2.1 million) 

3. Improved and simplified route structure along the MacArthur Corridor, including 

extension of service into Emeryville (est. $1.7 million) 

In addition, staff would like to consider implementation of the pilot COA Transbay service 

concepts along the Fruitvale Avenue and 73'd Avenue corridors in Oakland as surface transit 

solutions to BART's capacity issues. These new services would be coordinated with BART in 

addition to joint marketing efforts to encourage use of existing Transbay bus service and joint 

strategies to prioritize bus travel along freeway corridors and the Bay Bridge. 
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Implementation of the aforementioned new service concepts will require: 

1. Internal or Grant funding 

2. Public Hearings 

3. Board approval 

As Staff continues to search for funding for these service proposals, we will begin to engage the 

public in the planning of these and other COA service concepts via a public outreach process 

sponsored by the Metropolitan Transportation Commission. This process will ensure early 

public involvement and attempt to build public consensus prior to the formal approval process 

and implementation of new and refined service. Staff anticipates conducting this phase of 

public outreach in the spring. 

ADVANTAGES/DISADVANTAGES: 

There are many advantages to staff's plans for service improvements as outlined in this report. 
The improvements will benefit riders and non-riders, and will encourage more transit use due 
to improved quality of service. Other than the cost, there are no disadvantages to the plans 
outlined in this report 

ALTERNATIVES ANALYSIS: 

There is no alternative since this report does not recommend an action 

PRIOR RELEVANT BOARD ACTIONS/POLICIES: 

SR 12-291b - Inner East Bay Comprehensive Operations Analysis Final Service 
Recommendations 

ATTACHMENTS: 
None 

Department Head Approval: Dennis W. Butler, Chief Planning and Development Officer 

Reviewed by: Denise C. Standridge, Interim General Counsel 
Lewis G. Clinton, Chief Financial Officer 

Prepared by: Robert del Rosario, Director of Service Development 
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