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BRIEFING ITEM

RECOMMENDEO ACTION(S)

Consider setting a Public Hearing on December 13, 2017 at 5:00 p.m. regarding

1. The permanent elimination of Line 275; and
2. The continuation of FlexService in Newark and/or Castro Valley

BACKGROUND/RATIONALE

In March 2017, the District temporarily suspended Line 275 in Newark in order to
independently test a dynamically scheduled demand-response transit service branded as Flex,
which had been operating alongside Line 275 since June 2016 (Flex has also been operating in
Castro Valley as an overlay to existing service).

The service allows customers to book trips on any internet-enabled device, as well as through
the District's customer service call center. Customers book trips from a set of designated bus
stops in the Fremont, Newark, and Castro Valley areas, including the Castro Valley and Union
City BART stations. The service has no fixed route or schedule, except at BART, where
customers can board without a reservation every 30 minutes at Union City BART and every 60
minutes at Castro Valley BART. Pick-ups and drop-offs are communicated to the bus operator
via an onboard tablet computer running scheduling and route-matching software developed by
DemandTrans through a contract with the District.

The goals of the Flex pilot have been threefold

l
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Test an Innovative service delivery model aimed at improving service in low-density and
low-demand areas of the District.

Respond to changing customer expectations regarding on-demand transportation
services in face of the growing use of ride-hailing services such as Uber and Lyft.
Ensure accessibility and equity.

As the pilot year comes to a close on March 27th, 2018, the District can decide to: permanently
eliminate Line 275 and continue Flex; permanently eliminate Line 275 and discontinue Flex; or,
reinstate Line 275 and discontinue Flex. The Board can also come to different decisions with

regard to the Newark Flex service and the Castro Valley Flex service
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Based on the analysis of ridership and performance trends discussed below, staff recommends
the permanent elimination of Line 275 and the continuation of Flex in Newark and Castro
Valley.

At the time of suspension, Line 275 was the least performing route in the District. The Flex
service has proven to be a viable option for low-density, low-demand areas, and a suitable
mitigation for the suspension of Line 275. The innovative service model has generated
significant attention and interest from the riding public, media, elected officials, and peer
agencies. Continuing the service now will allow the District to integrate Flex into the sign-up
and operator training process, and allow staff to finalize and implement a service plan that
would lead to higher frequencies on all major corridors in Fremont and Newark with Flex
service maintaining needed coverage throughout the entire South County service area.

Total Ridership

To date, there have been over 25,000 passenger trips taken on Flex, over 600 unique riders
have tried the service, and more than 70% of customers have returned after taking their first
trip

Average daily ridership on Flex in the Newark area increased substantially after the elimination
of Line 275 in April(before dipping over the summer due to school recess). Ridership in Castro
Valley is currently at its highest levels since the start of the program.

Figure 1: AC Transit Flex Average Daily Ridership
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The Newark Flex service has yet to fully capture the previous ridership on Line 275, which
averaged just under 200 boardings per day. However, ridership on Lines 200 and 232 increased
after the suspension of Line 275, suggesting these routes absorbed a portion of the passenger
trips previously taken on Line 275. Furthermore, ridership on Newark routes as a whole (Lines
200, 232, 251, and Newark Flex) decreased less over the past year than ridership on all other
South County routes: between December 20].6 and March 2017, ridership on South County
routes decreased 22% while ridership on Newark routes decreased 11%. Between March and
June 20].7, ridership decreased 5% and 4% respectively, and between June and September
ridership decreased 12% and 4%.
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While the downward trend is not positive, the ridership numbers indicate that about a third of
Line 275 customers switched to Flex, 50% switched to other routes in the area, and there was a
20% decline in ridership overall in the Newark area. The fact that the ridership decline in
Newark was less than the decline in South County as a whole suggests the Newark Flex pilot has
not contributed unduly to ridership declines in the region.

Figure 2: Average Daily Ridership by Quarter
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Operational Performance

Service reliability is frequently cited as a primary concern among AC Transit customers. On this

measure, Flex has consistently out-performed Line 275 and other comparative fixed routes
during the pilot period. On-time performance for Newark Flex has ranged from 75% to 87%,
with an average of 82%, while on-time performance in Castro Valley has ranged from 81% to
91%, with an average of 87%. Both are significantly higher than the average on-time
performance of 60% for Line 275, as wellas the District-wide target of 72%.

The real-time driving instructions and dynamically routed service appear to facilitate improved
on-time performance results. Customers also have the ability to track their vehicle in real-time,
and receive automatic alerts if there is a delay, both of which improve passenger experience
and the perception of on-time performance

Passenger Productivity

While average daily boardings on Flex routes have been lower than comparable fixed-route
service, the Flex service has matched fixed-route productivity during periods of peak demand.
During the morning and evening peaks, the Newark and Castro Valley Flex service both reach 7
passengers per revenue hour or more (the average productivity of Line 275 was seven

passengers per revenue hour). The performance in the peak is a good indication Flex service
can meet peak demand in low density areas.
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Figure 3 Flex Passengers per Revenue Hour
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Castro Valley B Newark

Throughout the pilot period, the Castro Valley Flex service has been more productive than the
Newark service on a passenger per revenue hour basis. This is because the Newark Flex shuttle
has to travel four miles for every trip to BART, while in Castro Valley the BART station is located
closer to the center of a smaller service zone. Staff believes a smaller Newark service zone
centered around Ardenwood Park and Ride and Lido Faire would boost productivity.

Passenger Trip Characteristics

An analysis of ridership trends on Newark Flex suggests the service is functioning as a peak
period first mile/last mile connection to BART; is supporting bi-directional demand between
commuters having home origins in Newark and those having work destinations in the zone; and
is serving a high proportion of school-related trips:

e 68%of tripsoccurduringthe peak periods of 6am -9am and 3pm--7pm
e 77% of trips begin or end at BART

e 17% of trips are school related
e The average trip length is 4.6 miles and 17 minutes in duration

By contrast, the Castro Valley Flex service is generally more neighborhood focused

8

e

e

8

Ridership is steadier throughout the day, with 5].% of trips
periods
69% of trips begin or end at BART

26% of trips are school related
The average trip length is 1.8 miles and llminutes in duration

occurring during peak

Both zones have generated new ridership by creating trip connections that were not possible
previously. In Newark, Flex has connected Union City BART and the Fremont ACE Train Station
to employment areas in the Ardenwood and Thornton Avenue industrialareas. In Castro Valley,
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the Flex service has created crosstown connections and generated ridership to reopened stops
by the Kenneth Altl<en Senior Center.

There are currently twice as many trips originating from BART than traveling to BART. This is
likely because customers do not need to reserve a trip from BART and can walk onto the service
as if it were a fixed-route bus. These customers are perhaps unaware of the reservation system
or feel they cannot rely on it. However, there would be 20% more boardings on Flex if trips to
BART and from BART were balanced.

Responding to changing customer expectations

The Flex service has generated significant interest among customers and potential customers,
while the suspension of Line 275 has not produced an increase in customer complaints. To date
there have been just two customer complaints specifically related to the suspension of Line
275, while overallcustomer complaints have not increased in the Newark service area with the
introduction of Flex. In addition, Flex has generated high engagement among AC Transit e-News
subscribers with email open rates of 28% on the last two alerts, which is three times higher
than a typicaIAC Transit e-News alert.

Equity and Accessibility

A commitment to equity and accessibility has undergirded the District's approach to the Flex
pilot since inception. A growing number of transit agencies around the country are currently
implementing pilot programs that incentivize their customers to take Uber or Lyft. While these
programs can expand access for some, they can also leave the unbanked or disabled with
unequal transit options, while shifting transit labor to the so-called "Gig" economy. On AC
Transit flex, by contrast, all vehicles are wheelchair accessible and all are equipped with
standard fare boxes, providing options for the unbanked. For those without ready access to
smart phones or the internet, reservations can be made by phone and fares are the same as a
localbus. In addition, Flex operators are properly compensated with livable wages and benefits
as opposed to ride-sharing drivers. Staff has also provided translation services for Limited
English Proficiency(LEP) customers, including translated materialin targeted marketing efforts
that included:

8 Direct mail to 22,000 Fremont, Newark, and Castro Valley
businesses

Brochures, flyers, seat drops and car cards
Ads at Union City BART Station with a circulation of 3,784,368
Bus exterior ads with estimated views of 550,000
Bus shelter ads with 550,000 impressions
Digitalmedia advertising with 500,000 guaranteed impressions
Website, including new carousel image, socialmedia and eNews
Use of bi-lingual brand ambassadors at Union City BART Station
to promote Flex and help passengers register for the service
At-stop signage, including pole case inserts and Flex service signs

area residences and

and on Line 275 buses

e
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Next Stops

Implementation Plan

Should the Board decide to continue flex service, staff has developed a cost-neutral service
plan for the South County service area that would implement high-frequency 15-minute or
better service on all major corridors in Fremont and Newark and provide Flex service to all
other bus stops where hourly or half-hourly service is currently provided, Staff presented a
draft of this plan to the public at each of the three public outreach rounds that accompanied
development of the AC Go Service Expansion Plan. At the conclusion of the Flex pilot, staff will
develop an outreach plan to bring this service plan to the public and the Board for approvaland
implementation by March 2019. In the interim, there is opportunity to expand Flex to Warm
Springs BART, where there is interest from employers and the City of Fremont.

Title VI Analysis

Staff will complete the Title VI analysis prior to the Public Hearing so the information will be
available when the Board decides on the proposal. In addition and if necessary, staff will have
the ability to propose alternatives or mitigations for the Board's consideration in conjunction
with final approval of elimination of Line 275 and/or continuation of Flex service. Though a
Public Hearing on the Title Vlanalysis is not required, the Board, according to AC Transit policy
and federal regulation, is required to approve the analysis before implementation of its
recommended action.

CEQA Analysis

Staff has discussed the California Environmental Quality Act (CEQA) impacts with Legal. It is
believed that the service change will fall under a General Rule exemption (CEQA Guidelines
Section 15061(bjj3)). The "generalrule" or "common sense" exemption applies to projects that
don't fit within a statutory or categoricalexemption, but where it can be clearly demonstrated
that the project has no potentialto have significant environmentaleffects.

Schedule

e

©

e

e

e

11/8/17 -- Set Public Hearing for 12/13/17
November -- December 2017 -- Conduct Public Outreach for Public Hearing

12/4/17 - Staff will hold a community meeting in Newark the week of 12/4 to solicit
comments and feedback for the public hearing

12/13/17 - Hold Public Hearing. The Board can receive public comment and make a
decision at this meeting or on I/IO/18
March 2018 - Implement Board recommendations
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BIIPGETARY/FISCAL IMPACT

The permanent elimination of Line 275 and continuation of Flex service is cost-neutral in
Newark and adds the permanent cost of a bus to Castro Valley. The Newark Flex pilot has
operated cost-neutralgiven that two buses operating on Line 275 have been replaced with two
buses operating on Newark Flex with the same weekday span and revenue hours. The Castro
Valley pilot costs an additional permanent bus because it operates on top of existing service.
The District is currently funding the additional bus for the Castro Valley Flex through the pilot
phase

In both cases, the additionalcost of the tablet computers and hardware, as wellas the software
and support provided by DemandTrans, has been offset by the lower operation and
maintenance costs of the 24-foot cutaways operating on Flex compared to the 30-foot diesel
buses previously operating on Line 275. Even attributing the full cost of the technology
component to the Newark Service area, a cost which is shared with Castro Valley, the Flex
Service is still cheaper to operate than Line 275. This is driven by the 75% lower O&M cost per
mile of the cutaway vehicle and the fact that Flex operates 30% less miles than the fixed-route
alternative

Table 1: Vehicle Operation and Maintenance (O&M) Costs

Line 275
Newark Flex

388
271

$1.31
$0.98

$128,087
$66,926

$128,087

$126,926$60,000

As ridership increases on Flex, it is likely the mileage will increase as well. However, it is also
likely similar trip patterns willbe served on the same mileage, except with more passengers per
trip. As ridership expands, dynamic routing should lead to greater efficiency per mile.

Operator pay has been higher during the pilot year due to a Memorandum of Understanding
between the District and ATU that allowed operators to volunteer to sign the Flex service based
on seniority outside of the normal sign-up process. The agreement provides that the District
pay the operator's signed run pay, which is higher than the straight run pay of Flex. This
allowed the District to train a select group of veteran operators during the pilot year. Should
flex continue beyond the pilot period, operators will bid on the service through the normal
sign-up process.

ADVANTAGES/DISADVANTAGES

The permanent elimination of Line 275 and continuation of Flex service would allow the District
to place Flex routes in the regular operator bid and route training process. This would facilitate
the expansion of Flex service into other areas, which could allow the District to implement a
service network based on high-frequency major corridor routes and Flex coverage routes.
Service on major corridors such as Fremont Boulevard, Decoto Road, Mowry Ave, and Newark
Boulevard would be brought to 15-minute frequencies while Flex routes would cover all bus
stops currently served by hourly and half-hourly routes. At the conclusion of the Flex pilot year,
should the Board decide to continue Flex service, staff will develop an outreach plan to bring
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this service concept to the public and the Board for approval and implementation by March
2019

As discussed previously (Staff Report 17-1-28), the principal advantage of Flex is that it allows
the District to serve customer demand where it is in time and place. For example, rather than
running the 275 on the same fixed route every 45 minutes, Newark Flex departs every 30
minutes from Union City BART to serve customers' exact trip requests (Castro Valley Flex
provides departures every hour from Castro Valley BART using just one bus). For the District,
this means the Flex vehicles, which already have lower maintenance costs than standard buses,
drive fewer miles and can be operated more frequently from BART. For customers, besides
more frequent BART departures, Flex service means shorter travel times due to more direct
routing and the ability to schedule trips on demand or when convenient, which equates to
shorter wait times.

This advantage can be a disadvantage if the need to schedule a pickup becomes a barrier to
using the service. Customers accustomed to walking to the nearest bus stop to board Line 275
may find scheduling a pick-up beforehand cumbersome. This may explain why equal numbers
of Line 275 customers appear to have shifted to Flex or to other fixed routes in the area, such
as Lines 99, 200, and 232. Staff has worked to lessen the scheduling barrier by ensuring
customers have the option to book trips online or by phone, and has posted a step-by-step
guide to using the service online, on the bus, and at key bus stops. Staff will continue rider
education efforts as long as the service operates to ensure all who wish to use it can do so
conveniently.

An additional advantage of Flex service is it provides a more robust dataset for planning
purposes. Because the scheduling software records the origin and destination of each trip --
instead of simply the boarding and alighting counts at each stop like on regular buses - staff can
plan service based on trip level data rather than stop level data. The software also records
travel time continuously, meaning travel time estimates can be updated constantly, leading to
improved on-time performance

Finally, the service has generated positive attention for the District in the community, the press,
from elected officials, and from numerous transit agencies around the country. External Aff airs
staff has met with local, state, and federal elected officials to discuss the service, many of
whom display Flex materials in their offices or promote the service via social media. Staff has
also been invited to present at numerous conferences, including a Transportation for America
conference in Washington, D.C., the Transportation Research Board's Automated Vehicle
Symposium in San Francisco, and the Self-Help Counties Coalition's Focus on the Future 2017
conference
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ALTERNATIVES ANALYSIS

Staff evaluated several possible alternatives to the proposed action. Those alternatives - and
the justification for why they are not recommended - are below:

e Staff considered the elimination of both Line 275 and Flex service. This would cut

District costs around $1.4 million annually, but leave customers in Newark and Castro
Valley without service. Castro Valley in particular would lose coverage to some areas
with the suspension of Flex due to Board approved route changes passed as part of AC

Staff also considered reinstating Line 275 and suspending Flex. This would also be a
cost-neutral option and would return service to its previous state. The existing network
would remain a collection of infrequent routes with limited "show and go" or transfer
opportunities. Existing customers could maintain their travel patterns but there would
be limited opportunity to attract new riders. For this reason, staff believes the network
concept described above represents the best opportunity for the District to maintain
service for allexisting customers while strategically increasing frequency in areas likely
to attract new customers.

Staff acknowledges the Board can come to different decisions with regard to the
Newark Flex service and the Castro Valley Flex service

Go

8

©

PBlQ&RELEVANT BOARD AC'LION/POLICIES

17-128 - AC Transit Flex Service Update
14-247 -- Line 275 Flex Service Pilot

13-253 - Mobility Management and Technology Task Force

ATTACHMENTS

1. Public Hearing Notice

Approved by: Ramakrishna Pochiraju, Executive Director of Planning and Engineering

Reviewed by: Robert del Rosario, Director of Service Development and Planning

Prepared by: John Urgo, Transportation Planner, Service Planning
Michael Eshleman, Manager, Service Planning
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DRAFT PUBLIC HEARING NOTICE
Alameda-Contra Costa Transit District

Elimination of Line 275, continuation of Flex Service, and associated California Environmental Quality
Act (CEQA) Document

Notice is hereby given that the AC Transit Board of Directors will hold a Public Hearing on Wednesday,
December 13, 2017 at 5 p.m. at the AC Transit General Offices, Second Floor Board Room, 1600 Franklin
Street, Oakland, California, to receive public comment on the permanent elimination of Line 275 and
continuation of Flex Service as more specifically described below under "PROJECT DESCRIPTION"

The proposed service change and CEQA Document are detailed on AC Transit's website at
www.actransit.org, and available in printed format at the District's General Offices, located at 1600
franklin Street, Oakland, California, and at a variety of other locations, including main county and city
offices as well as the main libraries located within the District's service area. For information on exact

locations where the documents are available in your specific area, please telephone(510) 891-7175.

PROJECT DESCRIPTION:

Staff is requesting that the Board set the Public Hearing date for the permanent elimination of Line 275
and the continuation of Flex Service in Newark and Castro Valley.

In March 2017, the District temporarily suspended Line 275 in Newark in order to independently test a
dynamically scheduled demand-response transit service branded as Flex, which had been operating
alongside Line 275 since June 2016(Flex has also been operating in Castro Valley as an overlay to existing
service). The Flex service allows customers to book trips on any internet-enabled device, as well as
through the District's customer service call center. Customers book trips from a set of designated bus
stops in the Fremont, Newark, and Castro Valley areas, including the Castro Valley and Union City BART
stations. Continuing the service will allow the District to integrate Flex into the sign-up and operator
training process, and allow staff to finalize and implement a service plan that would lead to high
frequency service on allmajor corridors in Fremont and Newark with Flex providing service where there
are currently hourly or half-hourly routes.

If approved by the Board of Directors, the suspension of Line 275 and continuation of Flex Service would
remain permanent in March 2017.

Your Comments Are Invited

Public Comment on the elimination of Line 275 and continuation of Flex Service is invited either in
writing or at the public hearing scheduled for 5 p.m. on Wednesday, December 13, 2017 at the AC
Transit GeneralOffices, Second Floor Board Room, 1600 Franklin Street, Oakland, California. The public
is urged to submit written comments by letter, facsimile, or email, which must be received no later than
Monday, December 11, 2017 at 5:00 p.m. in order for comments to be copied and provided to the Board
of Directors for review prior to the hearing. Written comments will receive the same attention as verbal
comments received at the Public Hearing. Please address written comments to the AC Transit Board of
Directors,].600 Franklin Street, Oakland, California, 94612; by facsimile at(510) 891-7157; or by emailto
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planning@actransit.org. Comments may also be submitted by voicemailat(5101 891-7201. For Spanish
language comments, callj510I 891-7291; and for Chinese-language comments, callj510) 891-7292

Meeting site is wheelchair accessible

Upon request, a sign language interpreter will be present at the hearing. Foreign language interpreters
can be provided, if needed. Please contact the District Secretary's Office at(510) 891-7201by December

6, 2017, at 5:00 p.m., to make arrangements. For TDD for hearing impaired, ca]1 7].1, California Relay
Service, and specify (510) 891-4700.

Transit to the Hearing Site

All AC Transit bus lines serving downtown Oakland stop within walking distance of the public hearing
site. for trip-p]anning, visit www.actransit.org or ca]1 51]. (and say, "AC Transit"). The site can also be
reached via BART to the lgth St. Oakland station.

Please do not wear scented products to the meeting
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