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ACTION ITEM

RECOMMENDEO AC'dON(s);

Receive report on Staff's proposed Bay Bridge Transbay Comprehensive Operations Analysis
ICOA) and consider appointing two Board liaisons for the Project.

BACKGROUND/RATIONALE

The Bay Bridge Transbay Comprehensive Operations Analysis is a 20-month-long study
proposed by Staff that aims to evaluate the existing Transbay service and propose
recommendations for service changes, fare restructuring, and capital infrastructure. The goal of
the COA will be to develop these recommendations through extensive stakeholder outreach
and create an Implementation plan in preparation for the move into the new Transbay Transit
Center, scheduled to open in March 2018.

The District operates 27 Transbay lines crossing the Bay Bridge into San Francisco, providing
critical commuter and congestion-relief service for the region. Between 2012 and 2016,
Transbay ridership grew 30 percent with minimal service increases. While this has significantly
improved the productivity of Transbay service, it does come with operational challenges;
overcrowding has worsened on many peak trips and pass-up complaints have increased. In
addition, increased congestion across the Bay Bridge has had a significant impact on the
District's ability to provide reliable Transbay service, leading to reduced schedule adherence
and increased passenger complaints regarding reliability.

Planning for this level of growth, congestion, and accompanying solutions is complex due to
slow fleet procurement timelines and lack of funds. Despite this, the District has procured
fifteen double-decker buses to help with Transbay capacity and this COA willhelp to plan where
they will operate in 2018.

Meanwhile, the region has undertaken its own Transbay studies to try to address the delta
between growth, congestion, and transit capacity across bus, train, and ferry mode;. MTC's
Core Capacity Transit Study and the Bay Bridge Forward Program both tackle the Transbay
capacity issue on a longer timeline - stretching from three to thirty years. The District intends
to build upon this valuable work, with the COA developing more specific service and fare
recommendations on a shorter implementation timeline.
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Transbav Suvice Levels History

Transbay service levels have fluctuated over the years. Platform hours in 1989 were 126
percent of today's levels. By 1998, the service hours were down to only 67 percent of today's
platform hours. That year was the last Comprehensive Service Plan for Transbay Service, which
recommended increasing service up to 97 percent of today's levels. In 2010, the District
underwent service cuts across local and Transbay service, which cut approximately ll percent
of platform hours. Just prior to the significant ridership growth experienced in 2012, the MTC
Transit Sustainability Plan initiated an Inner East Bay COA with a focus on maximizing
efficiencies and retracting Transbay service; however, due to the ridership growth, the District
elected not to implement this plan.

While the AC Go service expansion plans include increasing local service back to pre-2010
levels, there are no immediate plans for Transbay service to be restored or expanded beyond
the limited pilot funds available in the Bay Bridge Forward program. This COA intends to
provide a clear guide on how to expand in today's growth environment in the event funds are
available, and efficiently use existing resources to maximize productivity.

Public Outreach and Stakeholders

The COA will include significant public engagement from the start of the plan. The goal of the
engagement process will be to develop recommendations in conjunction with the public. The
outreach process will help foster ownership of the final recommendations through
development in stages with existing riders and the communities the lines serve. To this end,
planning staff is developing a public outreach plan in conjunction with the Marketing, Title VI,
and Legislative Aff airs/Community Relations departments. Also, the Transbay Taskforce will be

important stakeholders in this process and staff has scheduled a goal-setting meeting with
them at the end of January 2017

Involving internal and regional stakeholders is also integral to the COA. A Technical Advisory
Committee (TAC) will convene at each key milestone of the project (outlined below) and will
comprise representatives from Training, Supervision, Transportation, Driver's Committee,
Maintenance, Planning, Marketing, Legislative Affairs/Community Relations, Media Aff airs,
Safety/Security, Title VI, and Finance. Regional partners -- including BART, TJPA, ACTC and MTC
- willalso be involved on a regionaITAC to ensure the recommendations align with the efforts
of other agencies.

To ensure the Board is able to provide timely feedback and kept apprised, staff requests the
Board appoint Board liaisons for the project. These liaison positions will be two Directors who
willmeet with the project staff at each key milestone of the project(outlined below) and will be
able to provide feedback and advice before the larger public outreach effort at each stage of
the project.
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Kev Milestones

e January 2017 Complete historicalanalysis and outreach plan
Hold stakeholder goal setting/TAC kick-off
Present to Board for Transbay Liaison appointment

B March 201 7 Complete Phase 1: Existing conditions analysis
Create problem statement/needs assessment
Devise clear goals and objectives
Hold TACs and Board Liaison meetings for Phase I

B /Way 20]7 Complete Phase I outreach
Board Update

e ,August 20:Z7 Complete Phase 2: Service and capital recommendations, and initial Title
VI analysis

e September 2017 Hold TACs and Board Liaison meetings for Phase 2
Start Phase 2 outreach

B November 2017 Complete Phase 2 outreach
Board Update
Complete plan revisions based on Phase 2 outreach
Complete implementation plan

e January 2018 Request public hearing for Board approvalof service recommendations
and implementation plan

+ March 2018 Open Transbay Transit Center
Public Hearing on service recommendations and implementation plan
Provide Full Title VI analysis

B April 2018 Board Approvalof service recommendations and implementation plan

B AUgUSt 20]8 Implement initialrecommendations

Fare analysis

As the District moves into the new Transbay Transit Center (Terminal), staff needs to consider
the cost effectiveness of the routes serving the Terminal in conjunction with the remaining
capital and ongoing operating costs associated with the Terminal. While the service analysis
work will analyze the route and stop structure for efficiencies in platform hours, staff needs to
consider the fare part of the farebox recovery equation. As such, the COA will look at the
Transbay fare structure to evaluate whether different models would be more appropriate, and
develop a phased Transbay fare adjustment plan. Staff is looking to hire a consultant for this

work, which would mainly look at fare elasticity and different geographic models of fare
structures. The timeline for this is uncertain at this time but staff is looking to implement some
type of Transbay fare change in conjunction with the opening of the Terminal.
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BUDGETARY/FISCAL IMPACT

The COA implementation plan will comprise phased approaches, from restructuring existing
service in a cost-neutral approach, to expansions based on MTC's Core Capacity Transit Study
recommendations. When regional funding becomes available, the District could expand the
service in proportion with the funding.

Service Development has budgeted $50,000 in department funds for outreach consultant work.
Staff anticipates a consultant will be on board in time to work on the final recommendations

outreach. The fare analysis consultant work may range from $20,000 to $50,000 depending on
how wide-ranging the scope becomes. This would also come from department funds.

ADVANTAGES/DISADVANTAGES

Creating a phased plan based on historical analysis and public feedback is a valuable asset for
the District. The regionalfocus is on solving the capacity problem for Transbay transit and much
of the solution willcome from increased bus service in the short to medium term. This plan will
provide clear direction on how to increase service when funds and resources become available

The main disadvantage of the plan will be the same as with any proposed service changes:
change can be controversial. However, staff hopes that through thorough outreach efforts, any
major issues will be addressed before the finalrecommendations.

ALTERNATIVES ANALYSIS

The COA will provide a clear guide on how to restructure and expand Transbay service. Not
having an approved plan in place willcreate delays when funds become available for expansion.
In addition, without a plan to follow, Transbay expansion willoccur as it has recently -- based on
isolated analyses and responses to passenger complaints.

PRIOR RELEVANT BOARD ACTION/POLICIES

There are no prior Board Actions or policies associated with this report

A'nACHMENTS

There are no attachments associated with this report

Approved by:

Reviewed by:
Ramakrishna Pochiraju, Acting Executive Director of Planning and Engineering

Robert del Rosario, Director of Service Development and Planning
Michael Eshleman, Service Planning Manager
Linda Morris, Senior Transportation PlannerPrepared by:

4 of 4




