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BRIEFING ITEM

RECOMMENDED ACTION(S)

Consider receiving update on AC Go December 2016 and March 2017 Service Changes

BACKGROUND/RATIONALE

This report will provide details regarding the need to split AC Go Package 2 into two pieces
given a number of factors that make implementing allof Package 2 at once challenging.

The AC Go Service Expansion Plan (SEP) , has been developed to be implemented across three
packages beginning in June 20].6, and continuing with additional service level increases in
December 2016, and June 2017. This report has been prepared to update the progress and
next step in the AC Go deployment. The improvements in Package I were successfully
implemented in June 2016. The next phase, SEP Package 2 represents the largest package of
improvements under AC Go. Several critical tasks must be accomplished in order to have the
resources to implement package 2. Division 3 Reopening, Operator and Support Staff hiring are
being closely managed to ensure service can be operated reliably.

While Division 3 is on schedule and is making good progress on meeting its December 1
opening date, any number of outside factors could delay that opening date and any delay
would jeopardize our ability to effectively operate out of that Division on day one of the new
AC Go service network. Division 3 is critical to the District's ability to operate the additional
service funded by Measure BB as our current operating divisions are at or over bus capacity and
the full implementation of Package 2 willrequire 15 additionalbuses in operation.

The second concern regarding our ability to operate the new, expanded service is the
availability of new operators necessary to operate the expanded service. The District is
currently projected to meet the target of 1,321 full-time operator positions necessary to
operate the service however opening Division 3 will require a number of administrative and
facility staff that will likely come from the promotion of incumbent employees including bus
operators and mechanics. In addition, there are extra Pole Crew and Road Supervisor positions
that will also likely be filled through promotion from incumbent employee ranks. All told, this
may make it difficult to reach the 1,321operator target for Package 2 by December 2016.

Staff has met regularly to work through these issues and determined the best course of action
is to split the Package 2 improvements into two phases.
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Phase 1, scheduled for December 2016, will include the introduction of a new line serving
Fruitvale, Alameda, and Old Oakland(Line 19) and an extension of Line 14. Lines 14 and 19 are

coupled together for implementation because the new Line 19 will need a layover at Lafayette
Square where the current Line 14 has its terminal. To accommodate Line 19 at Lafayette
Square, the District will implement the Line 14 extension to West Oakland BART. Staff is also
considering eliminating Line 275 to allow the Newark Flex service to operate on its own and
continue to grow ridership. These changes are not significant enough to trigger a general sign-
up as no lines are moving divisions. In addition, other than the Line 275 proposal, the Board
approved these service changes in January and March of 20].6 under the Service Expansion
Plan

Though not included in the Service Expansion Plan, the elimination of Line 275 wilmot require a
formal public hearing per Board Policy 110. Under section ll.B.6.g, the policy states that
exceptions to conducting public hearings for major service adjustments include:

Discontinuance of District-operated service that is replaced by a different mode or
operator, providing a service with the same or better headways, fare, transfer options,
span of service, and stops served

In the case of Line 275, the different mode of service would be Flex Service. Regardless of the
board policy, staff will conduct significant outreach to inform riders, stakeholders and the
public of the elimination of Line 275 and to continue to promote use of Flex Service

Phase 2 willtake place in March 2017 and include the remainder of the improvements included
within Board-approved Package 2, as well as the activation of Division 3. This will trigger a
General Sign-up to allow for operators to bid on work at Division 3, which will likely operate as
a weekday-only operation when it opens.

The adjustments for the March Sign-up feature significant changes in routing (as approved by
the Board under the SEP) and line numbering in Albany, Berkeley, EI Cerrito, and Oakland. It is
criticalto note allexisting streets will continue to be covered. The number of the lines covering
a given street may change but in many cases there will be frequency improvements, span
improvements, or both.

Shifting these implementation dates will have a cascading effect on future implementation
dates for AC Go service enhancements:

e December 2016: Part I of Package 2 (Lines 14 and 19)
8 March 2017: Part 2 of Package 2 (the remainder of the changes)
e August 2017: Package 3 (Central County)

e December 2017: South County and District 2 changes.

Finally, staff has been monitoring the changes implemented in June 2016 (Package 1) and is
already seeing some improvements in reliability along the former Line lcorridor now covered
by Lines 1, 6, and 10. Line I historically had an on-time performance rate below 60 percent.
Since the change, Line chas improved to 67 percent and Lines 6 and 10 are at 72.9 percent and
79.4 percent, respectively. Both of these lines are above the District's 72-percent on-time
performance standard.
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BUDGETARY/FISCAUMPACr

The Scheduling Department is in the process of performing the run-cuts for these sign-ups so
no final numbers are available. The initial planning estimates for these changes indicate
Package 2 willbe an increase of 103,162 Annual Revenue Hours and 1,093,514 AnnuaIRevenue
Miles, translating to a net annual cost of $10,503,920 funded with Measure BB operating
dollars

ADVANTAaES/DiSADVANTACES

This item is an update, there are no advantages/disadvantages associated with it

ALTERNATIVES ANALYSIS

Staff analyzed several scenarios and schedules related to the deployment of AC Go phase 2
Given the competitive hiring environment, operator staffing projections and critical importance
of Division 3 no other alternatives were identified.

PRIOR RELEVANT BOARD ACTION/POLICIES

15-218c -- Service Expansion Plan Adoption

A'nACHMENTS

None

Approved by:

Reviewed by:

Michael Cannell, Executive Director of Planning, Engineering and Construction

Robert del Rosario, Director, Service Planning and Development
Denise C. Standridge, GeneralCounsel
Michael Eshleman, Manager, Service PlanningPrepared by:
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