
Report No: 

Meeting Date: 

Alameda-Contra Costa Transit District 

STAFF REPORT 
TO: Planning Committee 

AC Transit Board of Directors 

FROM: Michael A. Hursh, General Manager 

SUBJECT: Update to Transit Sustainability Project Strategic Plan 

BRIEFING ITEM 

RECOMMENDED ACTION(S): 

16-011 

January 13, 2016 

Consider receiving an update on the 2013 Transit Sustainability Project (TSP) Strategic Plan as 
required by the Metropolitan Transportation Commission (MTC). 

EXECUTIVE SUMMARY: 

In the second year of the five year effort (2014/15), the District has thus far met TSP targets for 
all three performance measures. MTC requires operating agencies to meet one measure. The 
District remains on track to achieve the required 5% reduction on at least one measure by 
FY16/17. In FY14/15, the Cost per Passenger is $5.77 - above the Strategic Plan target of 
$5.54. The Cost per Passenger Mile is $1.77 - below the TSP target of $1.94. The Cost per 
Vehicle Revenue Hour is $186.32 - just above the t arget of $186.20. The primary factors in 
meeting the performance goal include: a gain in ridership due to the improved Bay Area 
economy, a reduction in costs relative to the increase in service, and the District's initiatives to 
improve service and grow ridership in a manner that maintains economic efficiency. The District 
is projected to maintain this level of performance with future initiatives aimed at reducing costs, 
improving service, and increasing ridership through projects such as the future Bus Rapid Transit 
(BRT) project, the Line 51 and Line 97 projects, and the Service Expansion Plan (SEP). As 
required by MTC, staff has updated the 2013 TSP Strategic Plan to better reflect changing 
operating and f inancial conditions over the past year and actual performance data for FY14/15. 
Staff will submit the updated plan to MTC for use as part of the State's requirement for the 
Productivity Improvement Program {PIP). 

BUDGETARY /FISCAL IMPACT: 

Full implementation of the strategic plan is expected to result in successfully meeting the TSP 
goals and avoiding potential monetary penalties. 

BACKGROUND/RATIONALE: 

Following the Metropolitan Transportation Commission's adoption of the Transit Sustainability 
Project final recommendations in 2012, AC Transit's Board of Directors approved the strategic 
plan to meet the performance objectives outlined in the TSP. 
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AC Transit is required to update the TSP Strategic Plan identifying progress and any new 
strategies implemented to meet the TSP targets. 

Ridership Projection 
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As shown in the chart above, ridership is projected to continue to grow through the target year 
of the Strategic Plan (FY16/17) given the implementation of plans and projects by the District 
over the next 18 months. This is consistent with the original plan approved by the Board in 
2013. 

Ridership is expected to grow at different rates annually depending upon the implementation 
of different initiatives in the Strategic Plan. The rationale for projected growth in each year is: 

• FY14/15- Increased growth due to the outlook of the local economy, improved service 
reliability and routing/frequency improvements on key trunk lines, additional Transbay 
trips to meet increasing demand, implementation of the new fare structure with Day 
Passes, continued growth from previous initiatives, and the introduction of marketing 
initiatives. 

• FYlS/16 - Continued growth from previous initiatives, introduction of more 
improvements to service reliability, implementation of the Line 51 project, and the 
introduction of route improvements in West County. Weekend service added to the 
72R on San Pablo Avenue and other service expansion efforts to improve on time 
performance and create a frequent network of service at 15 minutes or better. 
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• FY16/17 - Continued growth from previous initiatives, and speed and reliability 
improvements on Line 51. Most elements of SEP are implemented. 

• FY17 /18 - Continued growth from previous initiatives and the introduction of BRT and 
completion of Line 97 improvements. 

Budget Projection 

Projected Annual Budget 
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Simi lar to the ridership growth, the annual operating budget is also expected to grow between 
now and the Strategic Plan target year. The projected budget growth is due to: 

• Increases in labor costs. 
• Fringe benefits grow at a net 2% higher than originally projected. 

• New operating costs associated with new initiatives: the reopen ing of division 3 and the 
budgeted SEP add $26 million every year. 

• Other savings in operating expenses due to Strategic Plan initiatives initially grow at a 
large rate but then progressively diminish as efficiencies peak in effectiveness. 

• The upfront investment to implement Strategic Plan initiatives that yield savings later in 
the time period of the plan. 

The budget growth identified above is mitigated by reduced operating and maintenance costs 
due to improved maintenance, reduced accidents and the introduction of new buses. 
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Strategic Plan Performance and Projections 
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Cost per Vehicle Revenue Hour 
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The charts above summarize the projections under the updated strategic plan for three 
performance measures: cost per passenger, cost per passenger mile and cost per vehicle 
revenue hour. According to MTC criteria, the District needs to meet at least one of these three 
performance measure targets in FY16/17. The District met its target for Cost per Passenger in 
FY13/14 but is projected to miss the target the following year and through the TSP performance 
period ending in FY16/17. The Cost per Passenger Mile met its target in FY13/14 and is 
expected to continue to do so through FY16/17. The Cost per Revenue Vehicle Hour met its 
target in FY13/14 and is projected to hit the target in FY14/15 and FY16/17 but miss the target 
in FYlS/16. 

The pattern of the cost projections is due to modest ridership growth compared to a 
proportionally larger growth in the budget due to increasing costs. The success so far and in 
future years is the direct result of recent ridership growth due to: 

• Positive macro-economic trends in the Bay Area that have stimulated job growth and 
transit use. 

• Improvements as a result of operational initiatives that are monitored under the 
District's Key Performance Indicators (KPis) including: 

o Increasing the amount of service operated. (making pull-out on a daily basis) 
o Reducing the accident rate. 
o Decreasing road calls. 

• Increased marketing, branding and visibility from the "A Better Ride" and South County 
campaigns, new buses, the Double-decker Pilot, and outreach efforts for the fare 
change and Title VI update. 

• Minor service improvements such as the South County Restructuring Plan and additional 
Transbay trips. 
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• Continue adding service that has a lower marginal rate (off-peak, weekends) but with a 
high potential to grow ridership (major corridors, dense neighborhoods). 

Going forward, staff has begun and will continue to implement additional aspects of the 
Strategic Plan as noted earlier to further reduce costs and increase ridership. These initiatives 
will contribute to MTC' s goal to improve operational efficiency. Initiatives include: 

• A reduction in absenteeism that results in less overtime payments and ultimately, a 
reduction in the extra board rate. 

• An investment in the health and well ness of staff to reduce healthcare costs. 
• Investments in improving service reliability as measured by on-time performance 

through improved bus operating schedules. 
• Implementation of additional corridor improvement projects to improve transit speed 

and reliability, and minimize delay. 
• Implementation of the SEP, which will create a more frequent transit network, with 

focus on the urban core and trunk lines. 
• Implementation of the lnternationai/E.141

h BRT project. 
• Investments in infrastructure (e.g. traffic signals) that can reduce travel times. 

Staff will continue to monitor and update the strategic plan on an annual basis under the 
State's PIP, as required by MTC. 

ADVANTAGES/DISADVANTAGES: 

The advantage of the strategic plan and this monitoring report is that it provides staff with 
metrics to improve operational efficiency for the District. The disadvantage is that projections 
are usually different than actual performance data given unforeseen circumstances throughout 
the year that could affect the District's budget and ridership thus creating a "moving target" for 
the final outcome of the plan. Fortunately, the District has still been able to meet the goal of 
the strategic plan thus far. 

ALTERNATIVES ANALYSIS: 

Given this is a Briefing Report and the strategic plan is a mandatory requirement from MTC, 
there are no alternatives associated with this report. 

PRIOR RELEVANT BOARD ACTIONS/POLICIES: 

Staff Report No. 13-014a- Adoption of the Transit Sustainability Project Strategic Plan 
Staff Report No. 14-112- Update to Transit Sustainability Project Strategic Plan 
Staff Report No. 15-261- Annual Ridership Report 
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ATTACHMENTS: 
1: Updated Strategic Plan Budget Summary 

Executive Staff Approval: 

Reviewed by: 

Prepared by: 

Michael A. Hursh, General Manager 

Claudia Allen, Chief Financial Officer 
Denise Standridge, General Counsel 
Robert del Rosario, Director of Service Development and 
Planning 
Jim Cunradi, Transportation Planning Manager 
Hernan Vargas, Budget Manager 

7 of 8



Baseline, FY 07/08 - FY 10/11 
Costs per Fiscal Yur 

FY07108 FY08109 FY09110 FY10111 Targot 

Total s 213,951,174 $ 295,110 ,818 s 299,843,947 $ 285,231,665 

Service by Fiscal Year 
FY07108 FY08109 FY09110 FY10111 

Unlinked Passenger Trips 65,194.287 60,488,401 61,390,737 57 ,333,198 

Passenger Miles 197,558,088 192,ol60,659 173,601 ,572 187. 122,860 
Vehde Revenue Hours 1,870,234 1,896.545 1,855,994 1,685,688 

Cost per Unlinked Trip 
FY07108 FYOI/09 FY09110 FY1011 1 Targot 

COSl per Unlinked Trip s 4.36 $ 4.89 s 4.88 s 4.97 
Adjusted to $2011 s 4.58 s 5.03 s 4 .97 s 4.97 
2.5~ Permitted Increase s 5.29 s 583 s 5.76 s 5.77 [j:=fA 
5% Reduction Target s 5.03 s 5.54 s 5.47 s 5.48 $ 5.54 

Cost per Passenger Mile 
FY07108 FY08109 FYot/10 FY1011 1 TOfiOI 

COSI per Passenger Mite s 1.44 s 1.54 s 1.73 s 1.52 
Adjusted to $2011 s 1.51 s 1.58 $ 1 76 $ 1.52 
2.5% Pennitted Increase s 1.75 $ 1.64 $ 2 .04 s 1.77~ 
5% Reduction Target s 1.88 $ 1.75 s 1.94 $ 1.68 $ 1.94 

Cost per Vehicle Revenue Hour 
FY07108 FYOI/09 FYD9110 FY10111 Torgot 

Cost per Vehicle Revenue Hour $ 151.74 $ 155.82 $ 181 .47 $ 189.01 
Adjusled to $2011 $ 158.97 $ 160.32 s 164.16 $ 169.01 
2.5% Permitted Increase s 164.36 s 185.92 s 190.38 s 196.00~ 
5% Re<luaoon Target s 175.14 s 176.63 $ 180.86 $ 18620 $ 18820 

Perfonnance, FY12/13- FY17/1 8 
Costs per Fiscal v .. r 

FY12113 FY13/14 FY14115 
Total $ 295,295,000 $ 301,189,000 $ 317,297,000 

Service by Fi scal Year 
FY12113 FY13/14 FY14115 

Unlinked Passenger Trips (NTO) 54,929,401 55.739.753 54.987,132 
Unlinked Passenger Trips (APC Unadj) 50,020,923 53,068,559 54,987,132 
Passenger Miles 17g,277.399 181 ,922208 179,465.820 
Vehicle Revenue Hours 1,665,688 1,630,000 1,703,000 I 

Coat per Unlinked Trip 
FY12113 FY13/14 FY14115 

Cost per Unlinked Tr1p $ 5.38 $ 5.40 $ 5.77 

% SavW!gs ·7.9% ·7.4% ·1.1% 

COst per Passenger Mile 
FYH/13 FY13/14 FY14115 

Cost per Passenger Mile s 1.65 $ 1.68 $ 1.77 

%Savings -19.2% -18.8% -13.3% 

Cost per Vehide Revenue Hour 
FY12113 FY1311 4 FY14115 

COst per Vehicle Revenue Hour $ 175.18 $ 164.78 $ 188.32 

%Savings -10.6% -6.7% -4.9% 

FY15116 FY11117 FY17118 
S 350,932,000 t n o ,1uo,auo s 381,361,000 
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