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ACTION ITEM

RECOMMENDED ACTION(S)

Consider approvalto resume weekend operations at the Richmond Bus Division 3

BUDGETARY/FISCAL IMPACT

Besides improving service delivery, resuming weekend operations at Division 3 will reduce the
District's annualoperating costs due to the overallgains in operationalefficiency. The table below
shows the full-year cost impacts. If weekend operations resume with the August 2018 signup,
staff estimates the FY 2018-19 savings willbe about 90% of this amount or$623,675 due to the
timing of the change and the associated personnelchanges.

The reduced operator count needed for the same amount of service would be achieved through
attrition due to retirements and other reasons, which currently averages about nine operators
monthly.

BACKGROUND/RATIONALE

When the District resumed operations at Division 3 in Apri] 20].7, the plan was to gradually
expand service to fullcapacity. It was only open on weekdays with a limited number of lines.
The Division opened with operations of only northern Transbay lines, northern supplementary
lines and the weekdayservice on lines 70, 71, 74 and 76. This provided an extended soft launch
for the rebuilt facility. This reopening did not take fulladvantage of the potentialefficiencies in
staffing and fleet deployment. There are now severalprojects that can best be implemented with
the efficiencies that are only possible with opening Division 3 seven days a week. These include
Double Decker Buses, Bus Rapid Transit, Bay Bridge Forward, and the finalphase of AC Go.

 
Division Personnel(+8)$1,405,689
Utilities & Other $103,000

Non-Revenue Mileage($206,661)
Operator Need Reduction(-15)($1,995,000)
Full-Year Total ($692,973)
FY 2018-19 Partial-Year Total($623,675)
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There are three strategic reasons why re-opening Division 3 seven days a week will allow the
District to reduce expenses through more efficient service and a reduction in total driver count
needed to operate the same service. First is the reduction in non-revenue hours and miles,
second is the correction of the imbalance between weekday and weekend work at Division 2,
and third is a reduction in traveltime for operators traveling to and from their assignments.

(1) Non-Revenue Hours and Miles

Currently, routes are assigned to bus divisions based on proximity and type of vehicles needed.
For example the routes in the Fremont, Newark and Hayward areas are operated out of Division
6 in Hayward. Other routes are not optimally run out of their nearest division due to Division 3
beingclosed on weekends. This creates a cascading impacttothe other divisions. Line 6 operates
between Downtown Oakland and Berkeley, but it is based at Division 4 in East Oakland because
of space constraints at Division 2 in order to accommodate West County routes. Line 376
operates north of Richmond but it is based at Division 2 in Emeryville because it runs too late at
night to operate out of Division 3 in Richmond. All of the versions of Line 72 operate between
downtown Oakland and Richmond, but they are based at Division 2 in Emeryville. If Division 3 is

open seven days a week,the District can move linesto closer divisions. In addition to movingthe
weekend Lines 70, 71, 74 and 76, this would also move lines 72, 72M, 72R, 376 and J from Division

2 to Division 3; Lines 6, 57, 611, 657, 658, and 800 from Division 4 to Division 2; and Line I from
Division 6 to Division 4. These changes will reduce non-revenue miles by almost 500 miles per
day, which in turn reduces the time operators spend driving those miles and reduces the
necessary operator count. This change will also reduce the amount of non-revenue hours by
almost ].5 hours per day. This would reduce the number of bus operators needed to run the
service by about six positions including the extra board.

12) Weekday and Weekend Work Imbalance at DivisiorL2

The current 5-day operation at Division 3 means that Division 2 is operating the Division 3 lines
on weekends. A very efficient weekday schedule that includes the Division 3 lines at Division 2
on weekends requires aboutthe same number of operators on weekdays and Saturdays. When
the Saturday and weekday driver requirements are about the same, staff creates a situation
where all of the operators work Saturdays, almost no operators have weekends off, and some
operators would not have consecutive days off. The Collective BargainingAgreement(CBA) with
the Amalgamated Transit Union (ATU) requires consecutive days off to avoid having weekly
assignments that have Friday/Sunday off or Sunday/Tuesday off as an example

 
Day Spring2018 Fal12018 Change Costlmpact

Weekday 2,113 1,630 -482 ($137,7991
Saturday].,550 1,050 -500($31,985)
Sunday 1,593 1,058 -535 ($36,8781

 
Annual 711,682 531,734 -179,948 ($206,661)
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To rectify this Issue and conform to the CBA requirements, Scheduling staff has to create enough
weekday Division 2 assignments to match the large number of Saturday assignments. Opening
Division 3 on weekends willallow staff to reduce the assignments at Division 2 and further reduce
the operator count by nine by Attrition. This problem was identified when the District first
reopened Division 3. At that time, it took nine additional weekday Division 2 bus operator
positions to balance with the Saturday and Sunday assignments. The change to seven-day
operations willsimilarly reduce the operator need by nine

3) Travel Time Impacts

The current CBA requires that the District pay traveltime to and from most assignments that
begin or end at locations other than a bus division. The paid time is based on the travel time
using in-service AC Transit buses. The current line locations mean that travel time is paid to
Division 2 operators on weekendsto getto and from lines in the Richmond area. It also means
that Division 4 Bus operators are paid to travel to Downtown Oakland to get to and from
assignments on Line 6. The reassignment of lines possible with 7-day operations at Division 3 will

reduce the travel time required of operators and associated expenses. This will not have any
impact on the number of bus operators.

Additional Operations Needs

Operating service out of Division 3 on the weekends will require more operations staff to cover
the added shifts along with additional costs for electricity and other resources. The following
table shows the planned added staffing and materials costs for a fullyear of operations:

Personnel

Maintenance Supervisors (+3)

Dispatchers (+2)
Assistant Transp. Superintendent(+l
Store room Parts Clerks (+2

$668,156
$268,032
$240,495

$229,005

$1,405,689

Utilities & Other

Electric & Gas
Water

Misc. Materials & Supplies

$80,000
$20,000

$3,000
$103,000

TotaIYearly Cost $1,508,689

Currently Division 3 suspends operations late in the evening on Fridays and resumes in the early
morning on Mondays. The Division does not have employees scheduled to work over the
weekend. With a 7-day operation, appropriate Transportation, Maintenance and Materials
staffing is required to ensure District employees and equipment are managed and deployed
within standard operating procedures and regulatory compliance. Division 3 already has 24-hour
security so no additional security costs are expected, and having more staff there on weekends
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should increase overallfacility security. There are no additionalbus maintenance staff required
as bus maintenance staff are assigned per the overallbus count and that is not changing, just
where the buses are assigned. Bus maintenance staff will be assigned proportionately to each
Division based on the totalbus count at each location.

ADVAbITAGES/DISADVANTAGES

The main advantages to resuming weekend operations at Division 3 are increased service
efficiency and reduced overallservice cost. Staff willalso be able to efficaciously distribute buses
among the facilities. Staff cannot identify any disadvantages to the resumed operations.

ALTERNATIVES ANALYSIS

The main alternative would be to leave operations at Division 3 as they are now, only five days a
week. The originalstaff report for resuming operations at Division 3 had seven-day operations as
Scenario B. Staff is presenting this recommendation to the Board due to the cost savings and
efficiency gains that resuming seven-day operations would bring. Given the multiple advantages
to opening Division 3 on the weekends, staff decided that keeping only weekday operations at
the division was not beneficial to the District.

PRIOR RELEVANT BOARD ACTION/POLICIES

14-107 Resuming Operations at Richmond Division(D3)

ATTACHMENTS

None

Approved by:

Reviewed by:

Ramakrishna Pochiraju, Chief Planning & Engineering Officer

Claudia Allen, Chief FinancialOfficer
Salvador Llamas, Chief Operating Officer
Robert del Rosario, Director of Service Development and Planning
Eric Harris, Scheduling Manager
Chris Andrichak, Director of Management & Budget
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