
,.+1 - '/
Report No:

Meeting Date:

16-106a

October 24, 2018

Alameda-Contra Costa Transit District
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SUBJECT

AC Transit Board of Directors

Michael A. Hursh, General Manager

Contract Extension for Operation of the Oakland Broadway Shuttle

ACTION ITEM

RECOMMENDED ACTION(S)

Consider authorizing the General Manager to execute a contract extension for a period of six
months with the City of Oakland(City) for operation of the Broadway Shuttle through June 30th,
2019

BUDGETARY/FISCAL IMPACT

The City reimburses the District for service under the current agreement at a rate of $86/hour.
The District's fully-allocated service rate, however, is $180/hour, resulting in a District-funded
operating subsidy of$1,210,230 per year. This equates to a $605,1].5 cost to the District for the
six month period. The District-funded subsidy to operate the Broadway Shuttle is included in
the FY 18-19 operating budget.

BACKGROUND/RATIONALE

AC Transit operates the Broadway Shuttle under contract with the City of Oakland as a fare-free
service Monday through Friday from 7:00 am to 7:00 pm between Embarcadero West (Jack
London Square) and Grand Avenue every ll minutes during commute hours and lunchtime,
and every].2-15 minutes at other times. During weekday nights, the Shuttle runs between Jack
London Square and 27th Street every 12 minutes from 7:00 pm to 10:00 pm. The service is
operated on 30-foot Van Hool coaches branded by the Bay Area Air Quality Management
District (BAAQMD), and is serviced and maintained by the District.
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The Shuttle currently carries roughly 2,000 daily riders, with peak activity during lunch hours.
Ridership has declined about 30% since 2015. Weekday service levels have remained constant
during this time jweekend service levels dropped in December 2017 with the elimination of
Saturday service).

The Broadway Shuttle is a program of the Oakland Department of Transportation funded in part
by San Francisco Bay Ferry, the Downtown Oakland Association, the Jack London Square
Business Improvement District, the Bay Area Air Quality Management District, and the Alameda
County Transportation Commission. AC Transit operates the service and provides the majority
of operating funds under a contract with the City of Oakland originally signed in July 2010, as
authorized by the Board of Directors. The Board renewed the contract for additional two-year
terms in 20].2, 2014 and 2016.

The City has requested renewalof the contract for two additionalyears(or more) at the current
rate of$86 per hour. Using an operating cost based on the District's current fully allocated rate
of$180 per hour, this equates to a District-funded operationalsubsidy of$1.2 million per year.

Chart 2: Distribution of AnnualShuttle Operating Cost
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In order to achieve greater parity between the City of Oakland and AC Transit funded portions
of the Shuttle service, staff has asked the City to increase the reimbursement rate to at least
$140 per hour. The City has responded that any increase in the rate would result in the service
needing to be terminated or significantly reduced.

Staff recommends the Board consider a six month extension of the Broadway Shuttle Contract
until June 30th, 2019 so staff from both agencies can consider alternative service options and
rates. The mechanism for the six month extension is through the current agreement with the
City of Oakland that allows for an extension of up to 24 months upon mutual concurrence of
both parties in writing

ADVANTAGES/DISADVANTAGES

Extending the shuttle contract for a temporary six-month term would allow staff from AC
Transit and the City of Oakland to consider alternative options and service reimbursement
rates. It would also avoid discontinuation, at least in the short term, of this popular and
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recognizable service for the Downtown area and continue a successful partnership developed
between the two agencies to fund and deliver service.

Extending the contract means the District would continue to provide an operating subsidy to
the service equivalent to$1.2 million per year.

ALTERNATIVES ANALYSIS

Staff considered the various alternatives listed below in lieu of the six-month contract
extension, but would like time to fully develop the alternatives before seeking the Board
direction as they would significantly alter bus transit service along the Broadway Corridor in
Downtown Oakland. The six-month contract will allow staff to receive direction from the Board

on coordination of this service while maintaining the service as-is untila final recommendation
and decision is made

One alternative to operating the Broadway Shutt]e wou]d be to reinvest the $]..2 million per
year into Line 12, which overlaps the Broadway Shuttle route between Jack London Square and
Grand Avenue. Staff estimates this investment cou]d increase service on Line ].2 from every 20
minutes to every 12 minutes, on par with the peak service frequency of the Broadway Shuttle.

This 67% increase in frequency could produce a 33% increase in fare paying customers, or
about 1,000 additionalboardings per day, assuming a typicalelasticity of demand. While this is
less than the 2,000 boardings per day on the Broadway Shuttle, it would produce an estimated
additionalfare box revenue of$1,250 per day at an average fare of$1.25. Staff notes, however,
that while the Broadway Shuttle is fare free, the funding from the City of Oakland amounts to
roughly $3,500 per day. If the District were to count the City of Oakland funding for the
Broadway Shuttle as fare revenue, the resulting 41% fare box recovery would make it one of

the highest of any AC Transit service. Staff also notes, however, that 30% of Broadway Shuttle
boardings serve short trips during ]unch hours, while investing in Line].2 would increase service
along the entirety of the route from Oakland to Berkeley.

Staff is also considering other alternative service models for downtown routes serving the
Broadway corridor while keeping a free Broadway Shuttle option in service. AC Transit currently
operates nine routes on Broadway between 12th Street and 20th Street with over 30 buses per
hour at peak times. Many stops are not shared, forcing customers to wait at one stop when
another bus might be coming sooner. If some of the routes coming from north Oakland and
Berkeley terminated at the Uptown Transit Center (20th and Broadway), it would provide a
savings that the District could reinvest in increasing the frequency of the Broadway Shuttle. For
example, if Lines 6, 12, and 18 terminated at 20th and Broadway, AC Transit could operate the
Broadway Shuttle every five minutes without needing additionalresources. This could provide a
more legible service on Broadway, and would likely increase the on-time performance of the
routes no longer traveling through the congested downtown core. It would, however, require
transfers on over 4,000 trips at 20th and Broadway to a free, more frequent Broadway Shuttle
Staff believes this service alternative is only worth pursuing if the City is willing to Implement
transit priority improvements on Broadway to ensure the service is fast and reliable, such as
transit only lanes or the creation of a downtown transit mall.

finally, as an alternative to service options, the District could work with the City of Oakland and
its funding partners to use funds from the Broadway Shuttle program to invest in a Downtown
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Oakland EasyPass for residents and employees. Providing a discounted pass to Downtown
residents and employees could result in greater AC Transit ridership districtwide. Staff has
discussed this option with the City of Oakland in relation to the Downtown Oakland Specific
Plan, but exact details, costs, and funding mechanisms have yet to be worked out.

PRIOR RELEVANT BOARD ACTION/POLICIES

Staff Report 16-106: Contract Renewal for Operation of the Oakland Broadway Shuttle

ATTACHMENTS

None

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

Reviewed by: Robert del Rosario, Director of Service Development and Planning
Chris Andrichak, Director of Management and Budget
Claudia Allen, Chief FinancialOfficer
Denise Standridge, GeneralCounsel

Prepared by: John Urgo, Senior Transportation Planner
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