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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: Agreement for Late Night Service, One-year Pilot Program 

ACTION ITEM 

RECOMMENDED ACTION(S): 

14-222 
October 8, 2014 

Consider authorizing the General Manager to enter into a one-year pilot program agreement 
with The Bay Area Rapid Transit (BART) District to operate a late night service to augment 
BART's weekend night service and AC Transit's AII-Nighter Service. 

EXECUTIVE SUMMARY: 

The District received a request from BART to improve or extend late-night service between San 
Francisco and Richmond, Fremont, and Pittsburg-Bay Point BART stations. Staff recommends 
entering into a one-year agreement with BART to improve frequencies on Lines 800 and 801 and 
implement a limited-stop service to Pittsburg-Bay Point. This one-year pilot would begin in 
conjunction with the December 2014 Operator sign-up. Given its temporary nature, this service 
does not require a public hearing under federal regulations. However, these two lines will be 
included in the next public hearing in order to meet District guidelines and to elicit public 
comment on this service in anticipation that the service may be extended beyond one year. 

BUDGETARY/FISCAL IMPACT: 

The proposed Late Night Service will require nine additional operators on Friday and Saturday 
evenings. Operating service for one-year will cost $766,080 which will be reimbursed by BART 
minus farebox revenue. This figure is based on a rate of $95/hour - $10 above the District's 
marginal rate . In order to streamline the accounting effort for this pilot, both agencies will 
develop a farebox revenue formula based on average daily ridership multiplied by average 
passenger fare. Under the assumption of a 20% farebox recovery, estimate fare revenue is 
$153,216. 

BACKGROUND/RATIONALE: 

In 2012, BART received State Transportation Assistance (STA) funding to explore enhanced late
night bus service. AC Transit supported BART's application for $500,000 in STA funds. BART has 
approached AC Transit with a request for improved and expanded late-night service between 
San Francisco and Richmond, Fremont, and Pittsburg-Bay Point BART Stations. 
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Other stakeholders are also interested in enhanced late-night service. In April 2014, San 
Francisco Supervisor Scott Weiner formed a "Late-Night Transportation Working Group" tasked 
with creating a comprehensive plan to improve late night transportation in San Francisco. This 
agreement with BART would be an initial step towards filling the late-night service gap between 
San Francisco and the East Bay. 

Service Plan 

BART has established the following criteria for the late-night service: 

• Weekend Late-night Service (Friday and Saturday nights, 12:30 AM-2:30AM); 
• 20-minute Frequency from San Francisco to Richmond, Fremont, and Pittsburg-Bay 

Point BART Stations; 
• Routes extended to Mission/24th Street in San Francisco; 

• Preference for one-seat rides; and 
• Budget limited to $800,000 for a one-year pilot. 

AC Transit has provided service plans and cost estimates to BART staff for several scenarios. 
Each agency's staff jointly selected the alternative that best meets BART's goals for further 
discussion and implementation ofthe pilot program. This scenario is summarized as follows: 

801 

Street, San Francisco. 

Remainder of route is 

unchanged 

Route unchanged 

Improved from 30-minutes to 20-minutes 

(12:30 a.m.-2:30a.m.) 

Downtown Oakland to Bay Fair BART: Improved 
from 30 minutes to 20 minutes 
(12:30 a.m.-2:30a.m.) 
Downtown Oakland to Fremont BART: Improved 
from 60 minutes to 40 minutes 
12:30 a.m.- 2:30 

822 New limited-stop route Three eastbound trips at 1:00, 1:30, and 2:00a.m. 
between Mission/24th Street 
San Francisco and Pittsburg-Bay 
Point BART station. Stops at: 

• Mission/24th (SF) 

• Mission/16th (SF) 

• Powell BART (SF) 

• Broadway/14th 
• Macarthur BART 

• Rockridge BART 
• Walnut Creek BART 

• Pleasant Hill BART 
• Pittsburg-Bay Point 

BART 
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Service Area 

This proposal requires AC Transit to serve new areas. Both Lines 800 and 822 would operate 
along Mission Street, between 16th and 24th Street in San Francisco. BART has coordinated with 
the San Francisco Municipal Transportation Authority (SFMTA) to identify layover space and 
authorize the use of stops. 

Line 822 would operate within the County Connection service area. BART first approached 
County Connection to provide service to Pittsburg-Bay Point. However, County Connection is on 
a different operator bid cycle and does not currently provide overnight service. These factors 
led County Connection to the conclusion that a coordinated pilot program would be best served 
by a single operator. Attached is a letter from County Connection endorsing AC Transit service 
to Pittsburg-Bay Point. 

Performance Measures 

For AC Transit, success may be measured by route productivity, or passengers per revenue 
hour. A successful project would grow ridership at a rate that meets or exceeds the rate of 
additional hours of service. Lines 800 and 801 currently serve 23.8 and 18.8 passengers per 
revenue hour, respectively (Source: Automatic Passenger Count data, First Quarter, 2014}. 
Including Line 376, the productivity of all over-night routes is 17.5 passengers per revenue hour. 
A successful project will therefore be one that maintains at least the following passengers per 
revenue hour: 

• Line 800: 23.8 passengers/hour 
• Line 801: 18.8 passengers/hour 
• Line 822: 17.5 passengers/hour 

BART will adopt its own measures of success. AC Transit will provide BART with ridership and 
fare box recovery data to inform their cost-benefit analyses. 

Implementation Schedule 

If the Board agrees to participate in this pilot program, AC Transit would begin service in 
conjunction with the December Sign-up and the service would last for one year. Should both 
parties agree to extend the agreement, AC Transit would be required to adhere to the Board 
policies and procedures for adding service, and will include the service under the next public 
hearing. 

Operating service for one-year will cost $766,080, to be reimbursed by BART. This figure is 
based on a rate of $95/hour. The District's marginal rate is currently $85.68/hour. This higher 
rate was agreed upon to cover additional overhead associated with late-night operations. 
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ADVANTAGES/DISADVANTAGES: 

Advantages 
The proposed service enhancements will have several benefits for AC Transit customers and the 
region, including: 

• Frequency: Higher Frequency late-night service between San Francisco and East Bay 
cities during the hours of highest demand. 

• Route Extensions: Service into the Mission (San Francisco) and East Bay BART stations 
east of the Caldecott Tunnel. 

The District may benefit from this partnership in two major ways: 

• Marketing: BART will market additional late night service with AC Transit livery, drawing 
new riders to the District. 

• Ridership: Lines 800 and 801 may also experience modest growth in ridership in 
response to higher frequency service. Current AC Transit ridership on Lines 800 and 801 
is 630 passengers on Saturday (late Friday night) and 870 passengers on Sunday (late 
Saturday night). Most of this ridership (60-70%) is observed during the hours of 
proposed enhanced frequency. 

Disadvantages 
The proposed service enhancements will have some impacts for AC Transit customers, 
including: 

• Temporary Service: The proposed agreement would provide pilot service for one year. 
If either party does not extend the agreement, AC Transit would need to eliminate the 
service. 

• System Complexity: Specialized route variations and schedules on Lines 800 and 801 
will add complexity to the Owl Network, which may lead to some confusion about the 
service. However, BART's support in marketing the service may overcome much of the 
confusion. 

ALTERNATIVES ANALYSIS: 

AC Transit could choose to operate only Lines 800 and 801. This would force BART to identify 
another operator to serve San Francisco to Pittsburg-Bay Point. However, without the ability to 
control that schedule, AC Transit could not guarantee timed connections with other late-night 
service providers. This may have a negative impact on the late-night network and its service 
productivity, and AC Transit/BART relationships. 

AC Transit could also choose not to enter into an agreement with BART for any of this service. 
BART would likely be forced to use a private operator to provide express bus trips from San 
Francisco to select BART stations. This would have a negative impact on the late-night network 
and its service productivity, and AC Transit/BART relationships. 
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PRIOR RELEVANT BOARD ACTIONS/POLICIES: 

There are no prior relevant actions or policies. 

ATTACHMENTS: 

1. Map of proposed routes 
2. Proposed terms of contract 
3. letter from County Connection 

Department Head Approval: Dennis W. Butler, Acting Chief Planning, Engineering and 
Construction Officer 

Reviewed by: Denise C. Standridge, Interim General Counsel 
James Pachan, Interim Chief Financial Officer 
Robert del Rosario, Director of Service Development 

Prepared by: Stephen Newhouse, Transportation Planner 
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Existing Service Route, Line 800 
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SR 14-222 
Attachment 1-A 
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Proposed Service Route, Line 800 

24th St 

() 3 
-=-==---===:::~-- Miles 

4 0 0.5 1 2 

SR 14-222 
Attachment 1-B 

Map for illustrative purposes only. Final 
service route must be determined by 
operable streets. (Draft July 21, 2014) 
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PURPOSE 

DRAFT 
9/25/14 

BART I AC Transit Agreement for Late Night Bus Pilot Service Provision 

Staff Report 14-222 

Attachment 2 

Authorize the General Manager to enter into an agreement with AC Transit to provide service for the 
Late Night Bus Pilot Project. 

DISCUSSION 

Background 

The origin of this project is that BART patrons continue to ask BART to extend service into the night, 
particularly on weekends. Running trains all night is infeasible because BART uses nighttime hours for 
maintenance on the tracks. Weekend nights are particularly important because they provide longer 
maintenance windows. 

In 2011, the BART Board directed staff to study shifting service hours on weekends so trains would stop 
running later at night and start up again later in the morning. Staff conducted a survey and concluded 
that this would negatively impact low-income and minority populations who take BART to work early in 
the morning. The preiiminary findings of a survey currently being conducted by the Late Night/Eariy 
Morning Transportation Working Group (convened by San Francisco Supervisor Scott Wiener) confirm 
that, whereas the purpose of late night trips is generally entertainment, early morning trips tend to be 
mostly for work. 

Following the survey, BART staff developed a proposal to run late night express buses Friday and 
Saturday nights starting about 20-30 minutes after the last BART train. Staff identified $800K in funds to 
conduct a pilot project ($SOOK Lifeline grants, $200K BART funds, $lOOK estimated fare revenues). 

In May 2013, staff brought an informational item to the Board listing options for the late night bus pilot. 
Board direction was to: 

• Augment service on AC Transit's existing late night routes between San Francisco and Richmond 
(Route 800) and between downtown Oakland and Fremont (Route 801) to improve headways. 

• Add new late night bus service between San Francisco and stops along the Pittsburg/Baypoint line. 
• Extend the routes to 241

h St/Mission on the San Francisco end. 

• Use public transit operators (AC Transit and County Connection) for the service provision. 

When staff started working out the details of the service provision with the transit operators, the cost 

estimates increased significantly. In September 2014, staff gave the Board an update on the project, and 

explained that the original intent of the pilot could be maintained if BART contracted with AC Transit for 

the entire service provision, including the route along the Pittsburg/Baypoint line. County Connection 

does not object to this approach, and stated so in a letter to AC Transit's General Manager dated 

September 19, 2014. 
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The Board concurred that this would be the best approach, and staff continued to negotiate the specific 

terms of the service agreement based on this direction. The terms of the BART/ AC Transit Agreement 

for Late Night Bus Pilot Service Provision require the approval of both the BART Board and the AC Transit 

Board. AC Transit staff will seek approval from their Board at the October 8, 2014 meeting. 

BART /AC Transit Agreement for Late Night Bus Pilot Service Provision Key Terms 

Key Terms of the BART I AC Transit Agreement for Late Night Bus Pilot Service Provision are as follows: 

• AC Transit will provide bus service at the rate of $95/hour, which covers marginal AC Transit costs 

directly associated with delivery of service, including: operator wages, maintenance wages, clerical 

operations, fringe benefits, fuel and lubricants, tires and tubes, bus parts and maintenance supplies 

as well as ancillary services such as dispatch, supervision, maintenance and all other services 

necessary to support the bus service provision. 

• Service will run from Dec 21 51 2014 through Dec 20th 2015 on Friday night/early Saturday morning 

and Saturday night/early Sunday morning+ 8 holidays; total112 days over one year. 

• Existing AC Transit Route 800 (San Francisco to Richmond BART): 

o From 12:30 am to 2:30am, frequency will be improved from 30 min to 20 min. 

o Route will start at 24th Street/Mission instead of Market Street/Van Ness Avenue on all runs (not 

just added runs). 

• Existing AC Transit Route 801 (downtown Oakland to Fremont BART): 

o From 12:30 am to 2:30am, frequency to Bay Fair BART will be improved from 30 min to 20 min 

and frequency to Fremont BART will be improved from 60 min to 40 min. 

• New AC Transit Route 822X (San Francisco to Pittsburg/Baypoint BART): 

o From 1:00am to 2:00am, three runs on a new "822 Express" route will be added with 30 min 

headways. 

o Route wil! start at 24th St/Missicn in San Franciscc and make stops at or neJr the following BART 

stations: 16th Street/Mission and Powell Street in San Francisco, 12th Street and Rockridge in 

Oakland; Walnut Creek; Pleasant Hill; and Pittsburg/Baypoint. 

BART will pay AC Transit for the actual service cost up to $766,080 for one year of service as described 
above. For additional details on the service provision, please see Appendix A. 

Other Provisions of the Agreement 

• BART and AC Transit will collaborate closely on all aspects of the pilot project. 

• AC Transit service change effective dates are in mid-March, mid-June, late-August, and late

December each year. BART will have the option to extend service in approximately 90-day 

increments with 90-day notice from the desired start date of the extension. BART will pay for 

additional service based on the hourly rate described above, with up to a 5 percent increase to 

account for increases in labor and fuel costs. 

• The enhanced service provision will start with 40' vehicles with seating capacity for 32-37 seated 

passengers. BART will have the option to ask AC Transit to replace up to three 40' vehicles with 60' 

vehicles with capacity for 45-53 seated passengers as necessary to accommodate demand. 
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• Fares will be charged in accordance with AC Transit's current Fare Policy, which includes $4.20 for 

transbay trips and $2.10 for local trips. Senior, youth, Clipper and other discounts will apply, and 

passes will be honored. 

• Fare revenue resulting from the enhanced service provision during the pilot project will be returned 

to BART to fund a portion of the service provision and the marketing for the pilot project, and will be 

estimated based on an agreed-upon formula TBD. 

• All vehicles will be equipped with Clipper card readers. 

• AC Transit will provide BART with estimated average ridership data based on its existing sampling 

method, which relies on Automatic Passenger Counters (APCs) on 30% of its fleet. Data will be 

broken down by route, trip, stop, and day type (Sa, Su); and will be used for the purposes of Fare 

Revenue Recovery, Marketing, and Pilot Project Evaluation. Data will be submitted quarterly. 

• BART wil! be responsible for cor.ducting marketing per the Marketing Plan att~ched in 1\ppendix B. 

• AC Transit will conduct limited marketing, such as posting information on its website and 

distributing pilot project flyers provided by BART on its late night buses. 

Because the proposed pilot project does not make any changes to existing BART service, a Title VI Equity 
Analysis is not requir~d. 

FISCAL IMPACT 

The service provision cost is $766,000, and the estimated marketing cost is $72,000, for a total project 

cost of $838,000. If we assume no fare revenue resulting from the pilot, the shortfall is $338,000. BART 

has already committed $200,000 in matching funds to the grants, and has also committed to make up 

any funding shortfall with additional BART operating funds. The fiscal impact is, therefore, a minimum of 

$200,000 and a maximum of $338,000, depending on the fare revenue recovered. 

ALTERNATIVES 

Direct staff to negotiate different terms for the service provision and agreement. This would delay the 

pilot project start by at least three months. 

RECOMMENDATION 

Adopt the following motion. 

MOTION 

The General Manager is authorized to execute an agreement with AC Transit for bus service provision 

for the Late Night Bus Pilot Project. 
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APPENDIX B- MARKETING PLAN 

Phase 1- when first service deploys (either AC or County Connection) 

1. Press conference 
2. Press release 
3. Pre-arranged Mike Cab story in chronicle 
4. bart.gov posting (including bus schedule to be provided by Customer Access). 

5. Social media 
6. Notice to employee groups 
7. Notice to CBOs 
8. Passenger bulletin for key stations 
9. Targeted, late night DSS postings (at stations served) 

Phase 2- when second service deploys 

1. Develop flyer to announce the services and translate into four languages 

2. Using flyer, repeat many items from Phase 1, plus: 

3. T~rgeted, !ate night DSS postings (at additional stations served) 

Phase 3- if there is still capacity on the new services after 60 days 

1. Enter flag message on late night bart.gov trip plans 

2. Bartable this month newsletter article 

3. Posters and/or banners in BART stations served by the Richmond and Bay Point late night services 

4. Late night radio ads 

5. Postcards to display in downtown night spots 

Phase 4 (if service is made permanent) 

o Look at integration into brochures and schedules 

o Update branding as appropriate and practical 

Title VI survey- conduct on-board survey after 6 months of service to determine low-income, minority, and LEP 

population use of the service. 

Preliminarv Budget 

Phase Tactic Cost estimate 

1 Miscellaneous 500 

2 Develop, translate, and print flyers 2,500 

3 Posters and/or b~nners 16,000 

3 Late night radio ads 30,000 

3 Postcards for downtown night spots 6,000 
Evaluation Title VI survey 12,000 

Contingency 5,000 

Total: 72,000 
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2477 Arnold Industrial Way Concord, CA 94520-5326 (925) 676-1976 countyconnection.com 

September 19,2014 

David Armijo 
General Manager 
AC Transit 
1600 Franklin Street 
Oakland, CA 94612 

RE: AC Transit Late Night Bus Service Provision in County Connection Jurisdiction 
for Pilot Project 

Dear David, 

We understand that BART wishes to contract with AC Transit for all bus service for the 
Late Night Bus Pilot Project, including the route between San Francisco, Oakland, and 
Pittsburg/Baypoint, which includes stops at Walnut Creek BART, Pleasant Hill BART, 
and Pittsburg/Baypoint BART. This letter is to confirm that County Connection does not 
object to having AC Transit provide late night bus service and make stops in County 
Connection's jurisdiction as part of the Late Night Bus Pilot Project. 

Sincerely, 

Rick Ramacier, General Manager 

cc: Grace Crunican, BART General Manager 

Clayton • Concord • Contra Costa County • Danville • Lafayette • Martinez 
l'vlorag.J • Orinda • Pleasant Hill • San Ramon • Walnut Creek 
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