
 
AC TRANSIT DISTRICT GM Memo No.  08-259(a) 
Board of Directors  
Executive Summary Meeting Date:  December 5, 2008 
 

Committees: 
Planning Committee  Finance and Audit Committee  
External Affairs Committee  Operations Committee  
Rider Complaint Committee  Paratransit Committee  
Board of Directors  Financing Corporation  
 
 
SUBJECT:  Consider Receiving Update on Line 51 Taskforce 
  
RECOMMENDED ACTION:  
 
             Information Only        Briefing Item         Recommended Motion   
 
 
Fiscal Impact: 
None associated with this update. 
 
Background/Discussion: 
 
Line 51 is an important Trunk Route for the District, with the highest patronage in the AC 
Transit system.  However, schedule reliability has been an ongoing challenge for this line.  
To address these reliability concerns, effective with the June 2007 sign-up, additional 
running time was added to the schedule in the afternoon peak period.  However, as 
previously reported to the Board (GM Memo 08-195), simply adding running time does not 
solve the multiple issues that impact reliability.  The Line 51 Task Force was formed to 
address several objectives, including improved reliability and decreased travel time.  If these 
objectives are achieved, staff anticipates increases in both ridership and farebox recovery. 
 
The Task Force is an internal-external group, comprised of staff from the AC Transit Service 
Development and Operations departments, Line 51 Bus Operators, as well as staff from 
each of the three cities served by the route:  Berkeley, Oakland and Alameda.  The purpose 
of this memo is to update the Board of Directors on the progress of the group.  Changes to 
the timeline presented in GM Memo 08-259, presented to the Planning Committee in 
November, are indicated in bold text. 
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Since the previous Board update in August, a draft final report has been written which 
includes both short and long term recommendations.  The draft final report has been 
reviewed internally.  The group will discuss the recommendations contained in the draft 
report, and feedback and comment from this meeting will be incorporated into an updated 
draft for December 2008 presentation to the Planning Committee. 
 
Proposed Public Outreach/Next Steps: 
Staff recommends a robust outreach effort to obtain feedback from the public on the draft 
plan.  The proposed outreach would include an open house in each of the three cities served 
by the route.  District staff would present the draft report and elicit feedback on the proposed 
recommendations.  Specifically, input would be sought on the different service design 
concepts presented in the plan, including implementing limited service, or splitting the route; 
introducing the concept of “A/B stop” service; and discussion of “leap frog” service.  In 
addition to the open house outreach, staff is designing a survey that will be sent to Line 51 
e-News subscribers to solicit comments.  The survey may also be distributed to other 
groups, such as the University Class Pass subscribers.  Upon completion of the outreach 
program, the draft report and outreach results will be presented to the Transportation 
Commissions in the Cities of Alameda and Berkeley.  Staff will work with the City of Oakland 
to determine where a presentation would be most appropriate and effective. 
 
The Work Plan below details the Scope of Work for the project, along with a brief update for 
each associated task. 
 
Task 1 – Develop Statistical Baseline      Status
Running times by time of day       Complete 
Average speeds by route segment      Complete 
Average passenger loads by segment      Complete 
Changes in mixed flow traffic (current and predicted)    Ongoing 
 
Current Status 
Staff has completed the baseline analysis.  On an ongoing basis, AC Transit staff will work 
with city staff to evaluate changes in mixed flow traffic that affect the line performance. 
 
Task 2 – Develop Service Delivery Options     Status
Consider running times        Complete 
Consider headway based system       Complete  
Consider “leap-frog”        Complete  
Identify and consider operations technology changes    In Progress 
 
Current Status 
A significant effort has been made to evaluate service design options.  Staff has performed 
costing and Level of Service (LOS) analyses, as well as an analysis of impact to the 
passenger for each option. 
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Staff has reviewed the concepts of headway-based scheduling, “leap-frog” delivery, and 
operations technology changes.  At the November 4th Task Force meeting, service design 
will be introduced, and each of the service design options will be reviewed.  Staff will 
schedule a time with each city to review the service concept designs individually.  Again, the 
staff proposal is to present each of the service design options at the open house forums 
referenced above, in order to obtain input and feedback. 
 
Task 3 – Service Design Options       Status
Split Route (divide route into two segments)     Complete 
Consider “Rapid/Limited” Service       Complete 
Consider skip-stop service        Complete 
Consider other appropriate design options     In Progress 
 
Current Status 
Split Route – As discussed in GM Memo 07-079, staff had considered the concept of 
splitting the route into two segments.  From Alameda to 14th and Broadway, about 1,600 
patrons ride through bi-directionally.  At Rockridge BART, about 1,100 patrons ride through 
southbound, and 1,300 patrons ride through in the northbound direction. 
 
Since “through” ridership is a significant figure, splitting the route would require 
considerations to offset the inconvenience to passengers (such as a pulse between the two 
portions of the route).  Though there is no place to split the route without impact to some 
passengers, the option must be considered because of the potential for significant 
operational benefits (e.g., assigning larger vehicles on the Alameda portion of the route, or 
running more frequent service on part of the line).  Feedback from the Task Force, Board of 
Directors, and the public will help to inform any future recommendation to split Line 51. 
 
Staff has studied the various service design options listed above, and the results will be 
incorporated into the draft final report for review by each of the cities. 
 
Task 4 – Capital Improvements, Amenities, Information Requirements Status 
Identify minor changes to stops (removal, movement, etc)   Complete 
Identify more expansive street changes (queue jumps, etc)   Complete 
Identify significant street changes 
(lanes, bulbs, re-channelization, street direction changes, etc)  Complete 
Identify traffic signal improvements      Complete 
Estimate rough costs for capital improvements     In Progress 
Inventory and identify deficiencies in amenities     Not Begun 
Identify real-time passenger information needs and opportunities  Not Begun 
 
Current Status 
Following a walk-through of the route and the delay analysis, staff assembled a list of 
relatively low-cost improvements that would improve bus operations along the corridor.  The 
full list of recommendations, both stop level and corridor-wide, will be discussed at the Task 
Force meeting. 
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Task 5 – Draft and Final Report Preparation – Action Plan   Status
Identify highest impact problems       Complete 
Prioritize mitigations and improvements      Complete 
Determine costs and funding opportunities     Not Begun 
 
Current Status 
The draft final report includes a list of recommended actions with the associated time 
savings.  Recommended actions are sorted by segment and at the stop level. 
 
Next Steps 
The Task Force is scheduled to meet to review the report and accompanying 
recommendations.  Comments from that meeting and from the Task Force will be 
incorporated into the draft final report.  The following constitutes the schedule for the 
remainder of the Study, including updates from the November 12, 2008 Planning 
Committee Meeting: 
 
• November 13 – 51 Line Task Force Quarterly Update to Planning Committee 
• December 5 – 51 Line Task Force Quarterly Update to Board of Directors 
• January 7, 2009 – Draft Final Report Presentation to Planning Committee 
• Early January 2009 – Task Force Committee Comments Due 
• February 2009 – Public Outreach/Presentations to City Transportation 

Commissions 
• March 2009 – Final Report/Action Plan Presentation to Planning Committee 
• April 2009 – Final Report/Action Plan Presentation to Board of Directors 
 
Prior Relevant Board Actions/Policies: 
GM Memo 06-195: Line 51 Improvement Project 
GM Memo 07-079: Line 51 Improvement Project Update 
GM Memo 07-175: Consider Receiving Report on a Pilot Program to Publish the On-Time 

Performance of the Line 51 
GM Memo 08-195: Line 51 Improvement Project Update 
 
Attachments: 
None 
 
Approved by: Rick Fernandez, General Manager 
   Nancy Skowbo, DGM Service Development 
 
Prepared by: Cory LaVigne, Manager of Service and Operations Planning 
   Sean Diestlorgion, Operations Planning Administrator  
   Puja Sarna, Transportation Planner 
 
Date Prepared: November 17, 2008 
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