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San Joaquin RTD: Who We Are

« San Joaquin Regional Transit District (RTD) is the
regional transportation provider for San Joaquin \ K
County, located in California’s Central Valley | : {

\

\
\ 13 Sac{amentq Yo

» The public transportation provider: Y v =~
« Stockton Metropolitan Area (since 1965) \
« San Joaquin County (since 1994) 7

» Service area: San Joaquin County
(over 1,400 sqg. mi.)
» Approximately 680,000 people
« 7 incorporated cities
« Rural communities
« Unincorporated areas
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 Services: /§ Modes
- Fixed-route, BRT, deviated fixed-route, % ; QEveret
commuter, mobility on demand, vanpools, \}, Mownpwee_ \\ o 5
and a variety of ADA options | 2 S\nwae /) san Jose
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RTD’s Journey to Reality-based Management and Planning

*
Where are we? P LA &
* * *
Where do we want to go? J0F «

How do we get there? )

What have we got? .

What do we need? -
WS
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Why measure anything at all?

We wanted to measure our performance

* How are we doing?
» Productivity

« Efficiency
« Effectiveness

* How do we compare?
« How can we improve?

"You can’t manage what
you don’t measure.”
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Where should we look?

Lots of Data

Various systems/sources

Financials (old system vs. new system)
Operations

Fare Collection System

Excel spreadsheets (lots of them)
Asset lists

Fleet plans

Capital plans and budgets

Great People

Committed to the organization
Process-oriented

Need to understand the bigger picture
Need to be motivated to manage, not
just list or count
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What should we do?

* Provide support and direction from the top
- Assign process owners and make them accountable
« Educate (system, data, relationships)
« Assign responsibility for validating numbers
 Allow them to tell the story (make sure the story is correct)
« Encourage challenging the status quo and the myths
- Automate as much as possible
« Minimize manual entries and corrections

« Get data from the actual source (if an integrated system is
used)

- Define what is important to the organization
« develop key performance indicators, but
« avoid KPI overload

 Benchmark with peers
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Measuring and Benchmarking Performance

RTD struggled with data management
and performance planning

« Some internal solutions
« Route Scorecards
« Strategic Planning
* TransTrack

UIRED

RTD struggled with establishing effective
performance metrics

e An external solution

« American Bus Benchmarking
Group



Route Scorecard

RTD formalized and improved a ranking system for its routes

« Initial Scorecard outlined: passenger volume, passengers per revenue
hour, cost per revenue hour, and fare recovery

February 01, 2013
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Automated Data Collection

 RTD uses TransTrack to manage its data

« TransTrack is a data integration solution that takes information from a
variety of data sources and rolls it up into an NTD-ready report

BUSRide Field Test:

San Joaquin —
RTD streamlines §=
data with

TransTrack
Systems

SAN JOAQUIN

IREED) rwovererean




American Bus Benchmarking Group:

20 Members Across the U.S. in a Wide Range of
. P Urban and Suburban Environments
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ABBG 2013 Fixed-Route Key Performance Indicator System:

Based on the Balanced Scorecard, Customized for Transit

Growth & Learning

G1
G2
G3
G4

C1
C2
C3
Cc4
C5

P1
P2

P3

P4
P5

Passenger Boardings (5-year % change) F1

Vehicle Miles and Hours (5-year % change) F2

Passengers per Revenue Mile & Hour

Staff Training (by staff category) F6
F7
F8

Customer Information (scheduled and real-time) Fo

On-Time Departure Performance (0 <> + 5)
Passenger Miles per Revenue Capacity Mile
Passenger Miles per Revenue Seat Mile

Lost Vehicle Miles S1
S2

Peak Fleet Utilization (fleet not used split by cause) :i

Network Efficiency (revenue miles & hours per S5

total miles & hours, non-revenue split by category)

Staff Productivity (total vehicle hours & miles per

labor hour, overall and by category)

Staff Absenteeism Rate (by staff category) El

Mean Distance/Time Between Road Calls E2
E3
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Total Cost per Total Vehicle Mile & Hour

Total Operating Cost per Total Vehicle Mile & Hour
(F3 service operation, F4 maintenance, F5 administration)
Service Operation Cost per Revenue Mile & Hour
Total Operating Cost per Boarding & Pax Mile
Operating Cost Recovery

(fare revenue & commercial revenue per operating cost)
Fare Revenue per Boarding & Pax Mile

Safety

Number of Vehicle Collisions per Vehicle Mile & Hour
(preventable & non-preventable)

Number of Staff Injuries per Staff Work Hours

Staff Lost Time from Accidents per Staff Work Hours
Number of Passenger Injuries per Boarding & Pax Mile
Number of 3rd Party Injuries per Vehicle Mile & Hour

Diesel Fuel Consumption

CNG Fuel Consumption

(per total vehicle mile, per pax mile, and per capacity mile)
CO2 Emissions per Total Vehicle Mile & Pax Mile

R



Example where RTD Performs Well: Safety

Vehicle Collisions per Total Vehicle Miles
Indexed to group average
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Assessing RTD’s Service Delivery Model

PFla: Total Paratransit Operating Cost
per Passenger Boarding

RTD: Service
delivery models:

(Hopper, UCP, taxi)
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Over a Decade of Strategic Planning

: 3 BAN JOAGUIN » i ¥
CURRENT | B | o : .
STATUS E b 7ovd FY

Strategic Plan

San Joaquin Regional Transit District

FY 2017
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3 nformation

sAn JoAauIN

Innovation

A Enhance public access o

B Miimizo the benefit of
technology based systems

INNOVATION

FY 2012 STRATEGIC PLAN e

access to informaticn D Advance sustainable and

og covkonmental ey
Enhance soriice s prctces
o trough tochnology
he gt
Maizo boneft of Torsportaon ytem

tochnologybased
systems o

enhancements

Implement sustainable/
environmantally friendly
practicos

Implamont Intaligont

d Transportation
Systom eloments
ard onhancoments

e Suslamablhly e uaqum Regional Transit District
e o011 | wmsarosaurBDcom
wi and responsib ommilt to a sustainable business model th rtegic
> environment for our employees, our customers includes environmental and fiscal re: aple
8 ;‘ and our community and appreciation for our diverse abilities and contributions b tinuity, and succession planning
>
Employee Develpment CusomerBetties FroncisHesth by
1
GOALS al Transit District
Employee Engagement Customer Engagement Financial Health O Relations Continuous Improvement y to 1 | www.sanjoaquinRTD.com
9.
w = Promote extraordinary = Engage and » Increase farebox recovery = Increase ridership = Use effective marketing, » Measure, review, and "(*‘;‘""‘“
& CustomerService communicate with our through increased ridership = < ‘ outreach, and education benchmark organizational
£  throughemployee customers to " o Frovicie the Inghaess Jeves of strategies to increase performance to strategic
< campaigns continuously improve "‘"‘"f&“"“"' y S “‘"”“Eml"‘e 9;9‘“"“ ridership goals and comparable 1
= Sk oraice potential funding and cost number of people within our SR R i
S * Promote employee fiscal savings, and explore available resources = implement and promote
= responsibility and = Leverage mobile, online, revenue-generating ideas education and employer * Incorporate best the
" > rds z * Use a performance and data |
accountability and social technologies and partnerships e pass program management systems and ¢
to enhance public " based method in designing practices, .9, project, pement
= Encourage and support S = Measure and improve and delivering transit services = Continue educating germ

professional and
leadership development as
part of a continuing
succession plan

= Promote staffwork that is
completed with accuracy,

= Lead the community in
coordinating services for
seniors, persons with
disabilities, and those
needing non-emergency

organizational efficiency,
effectiveness, and
productivity through the
use of performance
indicators

« Continuously improve

= implement a Transit Asset

Management Plan

= Implement efficient and
effective transit services,
including vanpool, volunteer
driver programs, and other
opportunities

= implement MLK and
town BRT Corridors

stakeholders on transit
funding opportunities,
challenges, and constraints

= Develop and leverage
public-private partnerships

sustainable practices

= Promote RTD service to
regional governing boards
and chambers of commerce

records, and asset
management

* Leverage technology to
improve business, e.g.,
real-time information and
operations management

medical trips - rovide leade: qh systems
 pesnaress e S quality, and consistency contractor performance P:o;nole safety and security ® Provide leade vsh\pﬂ’vvmu h 24
! = Regularly improve through effective oversight by developing and innovative projects that = Reduce energy
customer amenities and accountability implementing the Safety Sckic eavionenia consumption, waste, and
Management System impacts and foster coltion
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RTD Planning: Addressing Challenges




RTD Planning: Addressing Challenges

Regional Transportation Cente
RTC Facts:

Project Total: $51,100,000




RTD Planning: Addressing Challenges

Challenges: Environmental concerns
A severe non-attainment area for air quality

In 2013, through a California Energy
Commission grant and its partnership
with Proterra, RTD introduced
northern California’s first 100%
battery-electric buses into service.
« ~ 20.1 miles per gallon
« diesel fuel savings =
- greenhouse gas emissions EEER
reductions IS el
« environmental benefits KL R === -
AEERTER

In August 2017, RTD introduced the e — T iy e
nation’s first all-electric BRT Corridor & — f

———

By 2025, RTD plans to have an all-
electric fleet in the City of Stockton
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RTD Planning: Addressing Challenges
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“ \W“ j‘ L s\ LECTIRIC HYBR [0 Transfer Station
[l ‘ | O Transfer Point
Park-N-Ride Location
Proposed BRT Corridors
o

Existing BRT Corridors
= Future BRT Corridor
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-Unlquely-branded . RS R A
and 10-, 15-, and 20-minute peakfrequenaes - ProjectTotal: $27,769,556
. Operates 60-foot articulated buses to accomodate its ever-  Funding Sources

increasing ridership | Federal: $21,788,230

State:  $3,761,932 ) o
Local:  $2,219,394 ~ N & = -

. In June 2015, RTD received a $6.8 million grant to fund two
new Bus Rapid Transit corridors




We are not there.... Yet!

While RTD planning has helped achieve significant goals, we hope the
TAM process will not only help internally, but will also improve the
relationship and planning process with our MPO

» Next steps:

« Strengthen our data managers; we have established a TAM Team at RTD

« Continue to learn from our peers

« Make good business decisions and long-term capital plans based upon solid data
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How will TAM help?

It will help us continue on our road to reality-based planning and
management.

It will help our planning and funding partners understand our needs
and hopefully fund our futures.

What have we got? Q/ B

How long can we expect it to last?
Can it do the job? @/_
What do we need?

How much will it cost?
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