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Today’s Agenda – Transit Sustainability Project


a. Introduction 


b. Financial Analysis 


c. Service Analysis


d. Next Steps
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Introduction
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Why now?


 Severe budget shortfalls in the short 


term.  


 Service cuts are degrading the system.


 Long term viability of the existing system 


is at risk, let alone the ability to provide 


service expansion.


 Need to provide a customer-focused 


system that more people will use.


 A robust transit system is fundamental to 


achieve the objectives of Plan Bay Area.


 The region has a significant opportunity 


to alter course as budget situation 


improves.
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What is a sustainable transit system?


 Customer: A system that functions as an accessible, user-friendly 


and coordinated network for transit riders, regardless of mode, 


location or jurisdiction.


 Financial: A system that can cover its operating and capital 


costs with a growing share of passenger fare revenues as well 


as reliable streams of public funding.


 Environmental: A system that can attract and accommodate 


new riders in an era of emission-reduction goals, and is 


supported through companion land use and pricing policies.
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Project Work Program


Project Goal: To identify the major challenges facing transit, confront 


them directly, and identify a path toward an efficient, affordable, 


well-funded transit system that more people will use.


Service


Institutional


Financial
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Reform and Revenue







Commission


Select Committee


MTC Project Mgt
(Consultant Support)


MTC Policy Advisory Council
(E&D, EJ, Economy, Environment)


Additional Public Involvement
Riders, General Public


Project Steering Committee (~20)
Provide executive-level input 


transportation agencies, government,
labor, business, 


advocate, and user perspectives.


Transit General Managers
JPC
FTA


Labor 
Business/Employers


Local City
CMA


Transit Dependent/Equity
Environmental/Bike and Ped Access


TAC #1
Finance/Cost Control


TAC #2
Service Delivery/Planning


Technical Advisory Committees
Provide transit agency expertise to assist in directing consultants and 


reviewing regional analyses. Experience with similar studies and multiple operators a plus.


Regional Advisory Structure
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Financial


Analysis
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Bay Area Large Operators: Percent Change in Cost 
and Performance Indicators (1997 – 2008)
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- CPI Increase was 39%


- 50% of the cost increase attributable to inflation 


83%


Source: National Transit Database, “Big 7” only. 


Excludes ferry, cable car and paratransit.
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Major Modes: Aggregate Percent Change in Cost & 


Performance Indicators (1997-2008, adjusted for inflation) 
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Source: National Transit Database, “Big 7” only. 


Excludes ferry, cable car and paratransit.


SFMTA, AC Transit,


VTA, SamTrans,


GGBHTD
SFMTA, VTABART Caltrain
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2008 Operating Costs – “Big 7” Operators 
Nearly $2 billion


Source: National Transit Database, “Big 7” only. 


Includes ferry, cable car and paratransit.


Wages and fringe 


benefits account 


for over 75% of 


O&M costs.
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Financial Analysis – Summary Findings


 Operator wages: 


 Region’s base operator wage rates are higher than many peers, but when adjusted 
for the cost of living, appear reasonable


 Fringe benefits: 


 Both health care costs and pension obligations are major cost drivers, requiring 
increasing percentages of agencies’ operating budgets over time


 Work rules and business model: 


 Work rule and business model changes could potentially save significant operating 
costs (BART’s last labor negotiations resulted in significant savings compared to 
projections)


 Implementation of specific work rule changes is under the purview of transit 
agencies and labor representatives during collective bargaining


 Administrative staffing levels:


 There may be opportunities to reduce the percent of operating costs dedicated to 
administration; more analysis will be conducted as part of the institutional analysis
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Cost Containment Strategies Summary


 Potential annual regional savings if cost containment strategies 


applied regionally: approximately $235 million


 Represents approximately 10 to 12% of annual operating costs
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Cost Category Potential Regional 


Savings


Fringe Benefits $65 million


Work Rules and Business Model $80 million


Administrative Staff Costs $90 million*


Total $235 million


*More detailed analysis currently underway; estimated savings will be updated


as information is available.
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Service Analysis
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Service Analysis


System-wide:


 Evaluate existing performance


Regional Services: 


 Assessment of transit competitiveness 


 TransBay, Express, and Feeder Services


 Analysis of ADA-paratransit


Sub-regional Services:


 East Bay and Peninsula
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TSP Service Metrics 


 Service metrics focus on ridership generation, service 
efficiency, and service quality


 Service Productivity 


• Attracting more passengers to the system, investing in strong 
markets and more cost efficient use of resources


 Service Quality


• Providing a high quality service to the public that will attract more 
riders


 Current focus is on existing service


• Capital expansion and replacement considerations still to be 


evaluated as part of Plan Bay Area
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Why Service Performance Metrics?


 Overarching goal is to improve system productivity in the region and 


get more passengers on transit.


 Past approach has been to include assessment of individual agency 


standards, goals and objectives in Short Range Transit Plans.


 Performance Audits and Productivity Improvement Program process 


identify projects aimed at meeting agency standards, goals and 


objectives.


 This approach has not resulted in meaningful improvements in 


system productivity.
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Service Categories: Regional


Regional All-Day High Capacity


• All-day backbone service


• BART, Caltrain


Regional All-day


• Fills in/supplements all-day regional service


Regional Commute


• Peak-only, peak direction regional service
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Service Categories: Subregional 


Urban Trunk


• All-day backbone service on higher-density arterials


Subregional Commute


• Peak-only express-type services within county


Local Network


• Moderate-density arterials mainly served by local bus


Community Bus


• Local circulation often within lower-density areas
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What is the appropriate focus and role of MTC?


Total Ridership Total Cost Total Revenue


Average 


Revenue Speed 


(mph)


REGIONAL


Regional High Capacity 26% 30% 55% 35


Regional All Day 1% 3% 3% 18


Regional Commute 1% 2% 1% 18


Urban Trunk 53% 37% 27% 9


TOTAL 81% 72% 86%


 Focus on multi-jurisdictional regional services


 MTC directly involved in funding bus/ferry operating and rail capital investments


 MTC is often involved in negotiations between transit agencies.


 Bridge services – MTC/BATA involved in setting toll policy and bridge operations


 Focus on urban trunk


 Carries 53% of total ridership in the region


 Coincides with where the region is forecasting significant growth and tied to 
objectives of Plan Bay Area
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Transit Performance Initiative


 Transportation 2035 included a strong commitment to the Freeway 


Performance Initiative (FPI), which identified low-cost investments 


that improve operating efficiency of the freeway network


 Similar initiative for transit could focus on low-cost capital 


investments that improve operations and customer experience


 Transit signal prioritization


 Passenger circulation improvements at major hubs


 Boarding improvements – e.g. level boarding, fare collection, new curbside 


infrastructure, etc.


 Stop improvements – e.g. real-time information, shelters, lighting, etc.


 Could build off of recommendations from agency initiatives such as 


SFMTA’s Transit Effectiveness Project.
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Proposed Regional Metrics to Measure Success


Cost-Based Productivity-


Based


Financial 


Effectiveness


Financial Service Financial and 


Service


Cost per service hour Capacity Utilization 


(pass miles/seat mile)


Farebox Recovery


Big 7 Operators only Regional Services only Regional Services only


Reduce operating cost 


by 10% per service 


hour within 3 years 


(inflation adjusted)


Increase capacity 


utilization by 10% 


within 3 years


Improve farebox 


recovery ratio to meet 


average based on 


service type within 3


years


Enforcement: TBD
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Small Operators


 Progress toward agency 


performance standards


 Implement Clipper system 


and other customer-


focused improvements
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Draft Priority Regional Strategies for ADA Paratransit


Proposed Top-Tier Strategies:


1. Shift more trips from paratransit


 Improvements to fixed-route transit


 Travel training and promotion of transit


 Walkable communities, complete streets, and land use planning


2. Manage demand more effectively 


 Improve ADA paratransit certification process


 Implementing conditional (trip by trip) eligibility


 Premium charges for service beyond ADA requirements


3. Create mobility managers in one or more subregional areas to 
better coordinate resources and serve customers
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Sub-Regional Service Analysis –


Inner East Bay


 Focus on BART and AC Transit


 Collaborative effort with transit agency staff actively engaged to analyze 
transit service in the Inner East Bay


 Outcomes:


 Comprehensive service and market review of AC Transit and associated BART 
service


 Service planning concepts that:


 examine customer-focused coordination opportunities between AC and BART 
services  


 identify gaps and/or duplication in terms of service coverage (by location and/or 
time of day)


 evaluate joint fare products


 identify resource requirements for service improvements
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Next Steps – Transit Sustainability Project


 Finalize service analysis by the end of the year


 Regional gas tax poll to test the transit Reform and Revenue platform 


with the Bay Area voters


 Institutional analysis of functional coordination/consolidation 


opportunities and governance models


 Pricing assessment focused on Clipper-based joint fare products in 


areas with multiple operators and transfers


 Draft recommendations to the Commission in early 2012
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Plan Bay Area


 Transit a key element of meeting SB 375 objectives


 Plan Bay Area focus to date has been on land use scenarios


 Current phase – project performance assessment (July – November 


2011)


 Next phase – develop investment strategy (October 2011 – February 


2012)


 Transit operating network


 State of good repair


 Expansion projects


 Integrate recommendations from the TSP, as appropriate, into Plan 


Bay Area preferred scenario and policies
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Briefing:  Board of Directors


October 13, 2011


Hayward Maintenance Complex
& Hayward Shop Project


Execution of BART/VTA Cost Sharing Agreement
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Execution of BART/VTA Cost Sharing Agreement


Purpose / Background


Project Summary


Benefits


Principles of Agreement


Agreement Timing


Board Action
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Background:


May 2011: BART Board Action


– Adopted CEQA EIR findings


– Adopted the Hayward Maintenance Complex as a project 


– Identified next steps: 
Obtain authorization to enter a funding agreement and acquire real estate


September 2011: BART received NEPA Categorical Exclusion from FTA


Outline the principles of the Cost Sharing and Property Transfer Agreement 


between BART and VTA for the Hayward Maintenance Complex and 


Hayward Shop Project 


Obtain Board authorization to proceed with Agreement execution and real 


estate acquisition


Purpose:
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Hayward Maintenance Complex (HMC) and Hayward Shop Project


Hayward 


Shop 


Project


Vehicle-Level 


Overhaul Shop 


(1000 Cars)


Component 


Repair Shop 


(1000 Cars)


Central 


Warehouse


(120,000SF)


M&E 


Shop & 


Storage


Test Track
M&E Storage


Hayward Maintenance Complex (HMC)


123


New 


Track 


Access


Expands and improves Hayward facilities to accommodate future system demand, including Warm 


Springs, Berryessa and SVRT Expansion Projects, future core ridership, and New Car project


BART Mainline


Property line


Freight Rail
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The HMC and Hayward shop projects benefit both VTA and 
BART


Provides the most cost-effective option for Berryessa fleet maintenance 


Allows VTA to invest in the HMC project as part of core system impacts, 
while reducing the required scope of the future Newhall Vehicle shop 


Enables BART to meet future maintenance and reliability growth 
requirements;


• Warm Springs extension


• Berryessa and San Jose extensions


• Future ridership growth


• New Car project
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Principles of Agreement


BART conducts real estate acquisition


VTA funds land acquisition and a share of relocation costs


VTA takes title to property 


VTA makes a fixed investment of $125.3 million toward design & construction


BART conducts all engineering and construction activities


BART completes all work necessary to accommodate Berryessa rail vehicles


VTA conveys property to BART after all HMC facilities are occupied and 
operational.


BART to secure additional project funding.  Project phasing is subject to 


availability of funding. 
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Timing of this Agreement supports key critical path HMC 
project activities; real estate acquisition and final design


Real Estate Acquisition


Final Design Bid Construction


Berryessa Service


Component Repair


...etc


Funding


Agreement Ownership


$


$
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Board Action


Board requested to authorize BART General Manager to enter a cost-


sharing and property transfer agreement with VTA, subject to certification of 


fund availability by the Controller-Treasurer and the approval as to form by 


General Counsel


Board requested to authorize BART General Manager to acquire real estate





