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RECOMMENDED ACTION(S)

Consider receiving a report on options for first/last mile connections

BACKGROUND/RATIONALE

AC Transit staff reviewed a suite of first/last mile connection strategies being used in the Bay
Area and nationwide. Some of these strategies could benefit AC Transit customers, improve
network effectiveness, and increase ridership, while others are less feasible. Staff is seeking
Board input on how the District can best solve first/last mile challenges.

Transportation Network Companies(TNCs)

The rise of TNCs has garnered significant attention as a potential first/last mile strategy for
transit agencies to use to improve access to traditional bus or rail service. These services --
Uber, Lyft, etc. -- are also viewed as an existential threat to transit service providers given their
relatively low fares, ease of use, and curb-to-curb service. Many customers already use TNC
services to access rail stations, park & rides, or transit centers to avoid issues with parking,
congestion, or unreliable/inadequate transit service near their homes or workplaces. Given
many of these services use peak-hour surge pricing, ridership data shows that these services
have had less impact on AC Transit's peak hour, commuter, or main-line transit service on
weekdays. However, AC Transit's off-peak ridership, especially on weekends, has seen declines
due to the often discretionary nature of trips during this period, which coincides with the least
expensive pricing for TNC services.

AC Transit does not have any control over the operations of these services and minimal
influence over the curb space where these services interact with District revenue vehicles.
Unless AC Transit takes steps to be competitive in this market, they will remain a de-facto
first/last mile option for customers. Other agencies and small cities, including Livermore
Amador Valley Transit Authority(LAVTA), Bay Area Rapid Transit(BART), Sacramento Regional
Transit, Metropolitan Atlanta Rapid Transit Authority (MARTA), Dallas Area Rapid Transit
IDART), and Innisfil, Canada, have experimented with various models for partnering with TNCs.
These efforts include offering cross-promotions, discounted trips, and improved transfers
between services to allow commuters to maximize their mobility options for off-peak times in
underserved areas, or for special events.
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LAVTA TNC Demonstration Project

One first/last mile solution being tested by some transit agencies is a direct partnership with
TNCs. AC Transit's neighbor to the east - LAVTA - launched a demonstration project -
GoDublinl- allowing customers who have trips that both begin and end in Dublin city limits to
book trips through either Uber, Lyft, or DeSoto Cab and receive a discount of 50 percent off
their fare, with a limit of $5.00 per trip. The project began in January 2017, will run through
June 2017, and is funded through a combination of state Transportation Development Act
(TDA) and Alameda County Transportation Commission (ACTC) Measure BB funds. The impetus
for the project was poor fixed-route transit performance in Dublin, with a recent line in the area
eliminated after it carried fewer than five passengers/hour and was subsidized to the tune of
$].5.00 per passenger. The program was also sparked by findings in an American Public Transit
Association IAPTA) report titled Shared /\4o6///ty and the Ira/7sformat/on of Pub//c Trans/t which
revealed several key findings pointing to potential benefits associated with partnering with
TNCs

B The more people use shared modes, the more likelythey are to use public transit
© Shared modes complement public transit

e Shared modes will continue to grow in significance and public entities should engage
with them to ensure that benefits are widely and equitably shared.

LAVTA staff willevaluate the performance of the program when it ends in June and determine
whether to move forward with the program, tweak it, expand to other communities, or
discontinue it entirely.

Improve Pedestrian/Bike Access

The Los Angeles County Metropolitan Transportation Authority (METRO) released its First Last
Mile Strategic Plan in 2014 that took a holistic approach toward improving first/last mile
connections with transit service. Instead of looking solely at services that could fill the gap, it
envisioned the connection at the human scale and catalogued the possible challenges facing
customers looking to make a trip via transit. The document includes a toolkit with such
strategies as encouraging local land uses that facilitate living/working close to transit; improving
the quality and safety of bus stops; increasing the availability of easy pedestrian pathways and
street crossings; enhancing the availability and quality of bike infrastructure; improving transit
customer information; and utilizing services such as bike share, car share, and localcirculators
to improve first/last mile connections.

District staff is currently working with several of the cities in the service area on similar
initiatives aimed at improving the quality of the customer experience getting to or from bus
stops. This includes working with the City of Oakland on their newly developed Transit Access
Plan that stems from the Oakland Department of Transportation Strategic Plan, the Downtown
Specific Plan, and the upcoming Bike Master Plan; working with the City of Berkeley on its Bike
Master Plan and the Southside Pilot Program; working with the Cities of Hayward and Fremont
on potential shuttle or circulator options; and working with the City of Albany and a local
business on a combined parklet and bus stop project. Staff would like to include many of the
practices laid out in METRO's report into our partnerships with these communities.
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Increased Bicycle Capacity

One method for improving first/last mile connections is to ensure those accessing AC Transit
service with a bicycle have a place to store that bicycle when they reach the bus, either
onboard the bus or at the stop/station. If customers are concerned they may not have a place
to store their bicycle for the transit portion of the trip, they are likely to find another mode for
their trip. AC Transit has been a leader in introducing three-position bike racks on the front of
its vehicles, however even these spaces can fillup on some lines, such as those coming to/from

Alameda, where it is challenging to ride a bike through the tunnels between the Island and
downtown Oakland. Some possible strategies include reviewing policies related to bikes
onboard buses with the proper securement such as the bike racks in the Bus Rapid Transit
project, looking at ways to improve bike capacity onboard buses, and working with local
jurisdictions to increase bike capacity at or around bus stops.

Bike Share

The Bay Area Bike Share program -- now known as Ford GoBike - will begin expansion into the
East Bay in Summer 2017, with the initial phase focusing on Emeryville, downtown Oakland,
downtown Berkeley, and the Telegraph and Broadway corridors through Temescal and
Rockridge in Oakland. Future expansions will cover the Grand Lake district, International
Boulevard, North Oakland, West Oakland, and most of Berkeley. Many of the bike stations will
be located near AC Transit bus stops or major transit centers and should make some
connections to high-frequency lines easier for customers. The new bike share service may also
take some short-haul transit trips away from AC Transit. We are in active coordination with the
service and local jurisdictions to ensure no bike share hubs infringe on bus stops and will
continue to monitor performance of the program and any impacts -- positive or negative - it has
on transit ridership.

Local Shuttles/Circulators

Local circulators or shuttles are a common means of ensuring residents or employees have a
first/last mile connection, especially from major rail stations. Examples can be seen locally with
the Emery Go-Round service that connects local residents and employees to the Macarthur
BART station. The Santa Clara Valley Transportation Authority (VTA) offers multiple shuttles
to/from Altamont Commuter Express (ACE) train stations as well. The Peninsula Corridor Joint
Powers Board(Caltrain) and San Mateo County Transit District(SamTrans) also offer more than
30 commuter shuttles in San Mateo and Santa Clara counties through a mix of local grant
funding and employer match. These shuttles or circulators operate best when tied to a specific
purpose -- transporting employees to/from work from a major transit hub -- and much less
effectively under conditions when they operate all day or on weekends, when the transit
service is poor or unreliable, and when there is insufficient density of jobs to support the
service. AC Transit offers a number of lines that have characteristics similar to shuttles.
including the late night 376 service and several midday lines operating out of Division 4. These
lines are among the least productive in the network. As the popularity of shuttles continues to
grow, AC Transit will need to increase its coordination with local jurisdictions and other
potentialshuttle providers to ensure that these services complement AC Transit's service rather
than compete with it.
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Flex Service

AC Transit launched an exciting pilot program in 2016 - AC Transit Flex. It allows customers to
book reservations in real time using either their computer, smartphone, or the customer call
center. The service operates in two service areas - Castro Valley and Newark -- and does not
follow a designated path, instead picking up and dropping off customers who have reserved a
trip at designated bus stops as well as unreserved trips from BART stations. The District will
continue to pilot this program until March 2018 at which time a decision will be in place to
discontinue, change, maintain, or expand the program. Flex service has the potentialto serve as
a compelling first/last mile tool within the AC Transit network and could play a crucial role in
the future of service in Central and South counties, where it could serve communities efficiently
and allow the District to concentrate fixed-route service on major corridors at higher
frequencies than today. In this scenario, Flex service would serve as the first/last mile
connection, taking customers to/from high-frequency transit corridors or to major transit
centers

Similar programs - with slight variations -- are in operation or have been tested by Denver
Regional Transportation District, \n'A, SamTrans, DART, and Salem-Keizer Transit in Oregon.
Transit agencies are continuing to demonstrate new service models and share information with
each other on best practices.

BART Scoop Carpool Parking Pilot

BART has partnered with a carpool matching service - Scoop - on a pilot program at the
Dublin/Pleasanton station to promote carpooling and thus expand the capacity of parking
infrastructure there. The program ]aunched January 23, 20].7 and involves BART setting aside
dedicated, Scoop-only parking at the Dublin/Pleasanton parking garage for cars with two or
more passengers that were matched through the Scoop service. Customers are able to enter a
request the night before with the address of the parking structure and they will then be
informed whether they match with any other Scoop users going to the same location. If so,
they will receive free parking at the BART station and Scoop guarantees a ride home in the
afternoon. The program is funded by a Mobility On Demand Sandbox grant from the Federal
Transit Administration (FTA). Initial results are positive and BART has plans to expand the
program to other stations with high parking demand, including some in the AC Transit service
area

BUDGETARY/FISCAL IMPACT

There is no budget impact associated with this informational item. However, further study or
the implementation of enhanced first/last mile strategies could result in increased spending

ADVANTAGES/DISADVANTAGES

There is no single tool for use in improving fist/last mile connections to/from AC Transit service.
The traditional 40-foot bus is a specific tool that can carry large numbers of customers safely
and is best suited when operated frequently along major corridors with large concentrations of
residents, jobs, and activities or services such as retail, nightlife, restaurants, hospitals, schools,
etc. It is critical AC Transit begin to look forward to a future with a variety of different modes
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operating in the service area, with some modes competing with AC Transit and others
complementing it. The rise of new services such as TNCs, and improved understanding of how
the quality of the streetscape plays a role in the transit customer experience presents both
challenges and opportunities for the District as it moves forward. This rapidly evolving mobility
climate has forced AC Transit staff to ask critical questions about the most appropriate role for
traditional bus service, how the customer accesses AC Transit service, and where/when other
tools or services would be more appropriate, allowing the District to reinvest resources where
they will be most effective.

The advantages of many of these first/last mile options include improved access to/from AC
Transit bus stops, making bus service as a mode more attractive to new customers. "Complete
streets" treatments also encourage walking and reinforce neighborhoods as safe, attractive
places to live, shop, and work, driving additional economic activity and further demand for
transit service, which will benefit AC Transit. However, there are disadvantages with many of
these first/last mile options, including slowing bus speeds, siphoning ridership onto other
modes/services such as bike share and TNCs, and the barriers to entry for some of these
services downing a smart-phone, knowing how to ride a bike, ADA accessibility, etc.) that can
limit who uses them.

ALTERNATIVES ANALYSIS

There are no alternatives associated with this report

PRIOR RELEVANT BOARD ACTION/POLICIES

None

A'TTACHMENTS

None

Approved by:

Reviewed by:

Prepared by:

Ramakrishna Pochiraju, Acting Executive Director of Planning & Engineering

Robert del Rosario, Director of Service Development and Planning

Michael Eshleman, Manager of Service Planning
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