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Report No: 

Meeting Date: 

Alameda-Contra Costa Transit District 

TO: 
FROM: 

STAFF REPORT 
AC Transit Board of Directors 

Michael A. Hursh, General Manager 

17-058 

March 8, 2017 

SUBJECT: 
Update to the Metropolitan Transportation Commission Transit Sustainability 
Project Strategic Plan 

BRIEFING ITEM 

RECOMMENDED ACTION(S): 

Consider receiving the fourth year update on the 2013 Transit Sustainability Project (TSP) 
Strategic Plan as required by the Metropolitan Transportation Commission (MTC). 

BACKGROUND/RATIONALE: 

The District achieved the required 5% reduction on one of three performance measures of the 
Metropolitan Transportation Commission's (MTC's) Transit Sustainability Project (TSP) in Fiscal 
Year (FY) 2015/2016 and remains on track to meeting the requirement in FY 2016/2017. The 
Cost per Passenger Mile was $1.67 in FY 2015/16 - below the TSP target of $1.86 and is 
projected to remain below that level in FY 2016/2017 at $1.75. MTC requires operating 
agencies to meet just one measure and will evaluate the progress of all agencies in FY 
2017/2018. 

The Cost per Vehicle Revenue Hour was $196.04 in FY 2015/2016 - exceeding the TSP target of 
$177.57. The Cost per Passenger was $6.47 in FY 2015/2016 - exceeding the target of $5.35. 
The District may be able to maintain or improve this level of performance with future initiatives 
aimed at reducing costs, improving service, and increasing ridership through projects such as 
the Bus Rapid Transit (BRT), Line 51 and Line 97 projects, and the AC Go service expansion. 

As required by MTC, Staff has updated the TSP Strategic Plan to better reflect changing 
operating and financial conditions over the past year and actual performance data for FY 
2015/2016. Staff will submit the updated plan to MTC for use as part of the State's requirement 
for the Productivity Improvement Program {PIP). 

Following MTC's adoption of the Transit Sustainability Project final recommendations in 2012, 
AC Transit's Board of Directors approved the strategic plan to meet the performance objectives 
outlined in the TSP. 

AC Transit is required to update the TSP Strategic Plan annually, identifying progress and any 
new strategies implemented to meet the TSP targets. 
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Ridership Projection 
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As shown in the chart above, ridership is. projected to grow slightly through the target year of 
the Strategic Plan (FY16/17) if the District is able to implement the planned strategic initiatives 
and some past initiatives, such as the implementation of AC Go, produce ridership gains. 

However, ridership has decreased over the past two fiscal years after three years of ridership 
growth. Expected gains in ridership were not realized because of macro-economic factors such 
as low fuel prices, the emergence of shared mobility companies and delays in implementing 
initiatives in the Strategic Plan. The projections of future performance are dependent on 
implementing these steps. The rationale for projected growth in each year is: 

• FY14/15 - Decline in ridership despite growth in the local economy, some frequency and 
span of service improvements on key bus lines, additional Transbay trips to meet 
growing demand, the new fare structure with Day Passes, and the introduction of 
marketing initiatives. 

• FYlS/16 - Actual data show declining ridership despite ongoing initiatives, introduction 
of more improvements to service reliability. Weekend service added to the 72R on San 
Pablo Avenue, service expansion efforts to improve on time performance and create a 
frequent network of service at 15 minutes or better and extension of the span of service 
on many bus lines. Macroeconomic factors such low gasoline prices, artificially low ride 
sharing prices and an increase in the number of bicyclists may contribute to transit 
ridership declines observed in the East Bay and around the country. 

• FY16/17 - Projections show that ridership decline may stabilize or reverse if speed and 
reliability improvements are made and if most elements of AC Go are implemented in 
this timeframe. However, long term macroeconomic factors will likely continue, 
challenging the District's ability to meet these performance goals. 
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• FY17/18 - Realized growth from previous initiatives and completion of Line 97 
improvements. 

Budget Projection 
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Like the original projected ridership growth, the annual operating budget is also expected to 
grow between now and the Strategic Plan target year. The projected budget growth is due to: 

• Total labor costs grew by 12.1 percent in FYlS/16 and are projected to grow by 7.2 
percent FYlG/17. A mitigating effect was seen in the cost of materials and supplies 
which fell 11.8 percent in FYlS/16 and is projected to drop a further 3.2 percent in 
FYlG/17. 

• New operating costs associated with new initiatives such as the reopening of Division 3 
will take effect and the full implementation of AC Go will add $24 million annually in 
expenses. 

The budget growth identified above could be mitigated by reduced operating and maintenance 
costs due to improved maintenance, fewer accidents and the introduction of new buses. 
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Strategic Plan Performance and Projections 
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Cost per Passenger Mile 
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The charts above summarize the actual performance and projections (both in constant 2015 
dollars) under the updated Strategic Plan for three performance measures: Cost per Passenger, 
Cost per Passenger Mile and Cost per Vehicle Revenue Hour. According to MTC criteria, the 
District needs to meet at least one of these three performance measure targets by the end of 
the plan period in FY16/17. The District missed its target for Cost per Passenger in FY15/16 and 
is projected to miss the target by a larger amount at the end of the TSP performance period 
ending in FYlG/17. The Cost per Passenger Mile met its target in FYlS/16 and is expected to 
continue to do so through FY16/17. The Cost per Revenue Vehicle Hour missed its target in 
FYlS/16 and is projected to miss by a larger margin in FY16/17. 

The pattern of the cost projections is due to a combination of lower ridership and a 
proportionally larger growth in the budget from increasing labor costs. Any success so far and in 
future years would be the result of previous ridership growth and possibly longer trips on the 
buses due to: 

-
• Positive macro-economic trends in the Bay Area that have stimulated job growth within 

the District and in the core of San Francisco. 
• Operational initiatives that are monitored under the District's Key Performance 

Indicators (KPls) including: 
o Lowering the accident rate 
o Minimizing road calls 

• Adding service that has a lower marginal cost rate (off-peak, weekends) but with a 
potential to grow ridership on major corridors and in dense neighborhoods. 
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The District should continue to implement parts of the Strategic Plan as noted earlier to further 
attempt to reduce costs and increase ridership. These initiatives will contribute to MTC's goal 
to improve operational efficiency. Initiatives include: 

• Reduce absenteeism that results in more reliable service, less overtime payments and 
ultimately, a reduction in the extra board rate. 

• Invest in the health and wellness of staff to reduce healthcare costs. 
• Improve service reliability as measured by on-time performance through improved bus 

operating schedules, operating speed improvements and contractual layover 
improvements, making service more attractive to potential riders. 

• Implement corridor improvement projects to improve transit speed and reliability, and 
minimize delay. 

• Conduct a Comprehensive Operations Analysis of Transbay service to identify strong 
travel markets, and improve operating efficiency. 

• Build the International/East 14th Street BRT project. 
• Complete the South County Corridor (Line 97) project 
• Invest in infrastructure (e.g. modern traffic signals) that can reduce travel times. 

Given the trends, it is unlikely that the District will ever be able to control or reduce the Cost 

per Revenue Hour to the degree required to meet a standard for the duration of a 5-year 
Strategic Plan. However, the two other performance measures, Cost per Passenger and Cost per 

Passenger Mile are closely tied to ridership, an outcome the District can influence through fare 
policy, discounts, marketing, improved service and other initiatives under the District's control. 

Staff will continue to monitor and update the Strategic Plan on an annual basis under the 
State's PIP, as required by MTC. 

BUDGETARY /FISCAL IMPACT: 

Full implementation of the strategic plan is expected to result in successfully meeting the TSP 
goals and avoiding potential monetary penalties that are yet to be defined. 

ADVANTAGES/DISADVANTAGES: 

The advantage of the Strategic Plan and this monitoring report is that it provides staff with 
metrics to improve operational efficiency for the District. The disadvantage is that projections 
are usually different than actual performance data given unforeseen circumstances throughout 
the year, such as the negotiation of labor contracts that could affect the District's budget and 
ridership thus creating a "moving target" for the final outcome of the plan. Fortunately, the 
District has still been able to meet the goal of at least one metric every year of the Strategic 
Plan. 



7 of 8

Report No. 17-058 
Page 7 of 7 

ALTERNATIVES ANALYSIS: 

Given this is a Briefing Report and the strategic plan is a mandatory requirement from MTC, 
there are no alternatives associated with this report. 

PRIOR RELEVANT BOARD ACTION/POLICIES: 

Staff Report No. 13-014a - Adoption of the Transit Sustainabil ity Project Strategic Plan 
Staff Report No. 14-112 - Update to Transit Sustainabi lity Project Strategic Plan 
Staff Report No. 16-011 - Update to Transit Sustainability Project Strategic Plan 
Staff Report No. 16-214 - 2016 Annual Ridership & Route Performance Report 

ATIACHMENTS: 

1. Updated Strategic Plan Budget Summary 

Approved by: Ramakrishna Pochiraju, Executive Director of Planning & Engineering - Acting 

Reviewed by: Claudia Allen, Chief Financial Officer 
Chris Andrichak, Director of Management and Budget 
Robert del Rosario, Director of Service Development and Planning 

Prepared by: Jim Cunradi, Transportation Planning Manager 
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Baseline, FY 07/08 - FY 10/1 1 Performance, FY12/13 - FY17/18 
Coa ta ""r Fla al y ear C Costs Dllr Fl teal y ear 

FY07/08 FY08/09 FY09/10 FY10/1 1 FY12/13 FY13/14 
Salary, Wages, Benefits $ 218,502,470 $ 234,489,433 s 240,116,771 $ 223,693,003 Salary, Wages. BenefilS $ 220,851,000 s 231,524,000 
Materials and Suppnes $ 31 .299,952 $ 30,884.522 $ 28.067,266 $ 30,369.183 Malerials and Supplies s s 32,352.000 
Additional Expenses Additional Expenses $ 74.444,000 s 37.313,000 
Savi1>11a Savinm $ $ 
Total $ 283,951,174 $ 295,660,818 $ 299,843,947 $ 285,.231,665 Total $ 295.295,000 $ 361,189.000 

Sorvlcebv AscalYear S1rvlc1 bv Fiscal Y oar 
FY07/08 FY08/09 FY09/10 FY10/11 FY12/13 FY13/14 

Unlinked Passenger Trips 65,194,287 60,468,401 61,283,183 57,333,198 Unlinked Passenger Trips (NTO) 54,929 ,401 55,739,753 
Unlinked P8S$enger Trips (APC UnadD 50,020,923 53.068,559 

Passenger MOes 197,558,089 192,460,659 173,601,572 187,122.860 Passenger Miles 203,277,843 210,078,402 
Vehicle Revenue Hours 1,870,234 1,696.545 1,853,286 1,885.689 Vehicle Revenue Hours 1.630.579 1.630.320 

Coat au Unlinked Ttlp Coat IM' Ur>llnkod Trip 
FY07/08 FY°'-01 FY09/10 FY10/11 FY12/13 FY13/14 

.Cost par Unlinked Trip s 4.36 $ 4.89 s 4.89 $ 4 .97 Cost per Unlinked Trip s 5.38 s 5 .40 
Adjusted to $2015 $ 5.01 $ 5.64 $ 5 .56 $ 5 .50 Adjusted to S2015 s 5.83 s 5.50 
5% Reduction T a,get ~ - % Savings 5.2"' 2.8% 

Cost aer Passo1>11tr MIio Coat par Paa•-- MIio 
FY07/0I FYGI/OJI f'ygw'fQ FY10/1! FY12/13 FY13/14 

Cost per Pusenger Mile :. 1."4 Ii 15' $ 1.73 i L'.i2 Cost per Passenger Mile $ 1.45 $ 1.43 
Adjusted to $2015 5 165 .i t17 $ 1.96 • ua Adjusted to $2015 $ 1.52 $ 1.46 
5% Reduction Ta,get ~ .. % Sallings -18.3% ·21.7% 

Cost Der Vehicle Rev1nu1 Hour Cost s,er Vehicle Revenue Hour 
FYOJ,'oQe fYOM)D FYOllwlO FY10/11 FY12/13 FY13/14 

Cost per Vehicle Revenue Hour !i 161 83 Ii io!i.119 s 11117!1 $ 168 21 Cost per Vehicle Revenue Hour $ 181.10 s 184.74 
IJ,cjusted to $2015 s 114 6 4 ' n'Uo s 1831).t 1 186.91 Adjusted to $2015 s 189.80 $ 188.18 
5% Reduction Target I t'T7.U % Savings 6.9% 6.0% 

• FY16/17 and FYI 7118 sorvi<:e data is forecast. FY16117 fl(tanc/al date is adopted budget. FYt 7/18 linancisl date is for8Cllst. Purchased trllflsf)O(IB1ion (ADA llfld DB) are nOl inclvdad in costs. 
• FYI 6/17 and FYI 7/t 8 inflaUon adjusted assuming 1% growth ptJr year on top of FYt 5116 
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FY1S/16 ~llt'r 
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