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AC TRANSIT
Project Delivery & Close-Out Staff Report 21-078
Operational Performance
Security - Fare Enforcement
Bus Only Lane Enforcement
Customer Service
Station Cleanliness and Graffiti
Tempo Launch Marketing, Communications & Outreach
. Contract Compllance Update
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Project Delivery- $232M Investment

9.5 miles of new curb-to-curb pavement for a smoother & safer ride

8 miles of new bike lanes, safer for cyclists to navigate the East Bay
* 25 bike racks installed at median stations
*  On-board racks can hold up to three bikes

35 new signals to slow traffic and save lives

wheelchairs and strollers

 More than 450 new high visibility crosswalks for
pedestrian safety

e 254 trees and new landscaping along the corridor

11 platforms with unique, artistically enhanced wind-
.screens and handra|ls de5|gned by Iocal art|sts



Project Delivery Continued

* 34 BRT stations (46 platforms) — 21 median and 12 curbside (1 NB + 1
SB platform per station)

 Northern Layover Facility with Operator Restroom
* Southern Layover Facility with Operator Restroom
* Modernized San Leandro Transit Center

* Landscaping and Hardscaping improvements

e 2 Off-Street Parking Lots

* Installed connectivity for Caltrans-MTC Congestion Management
Project
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Project Delivery
Cont.

e 1temporary NB Uptown Platform
(Permanent Uptown NB platform in
2023)

. 50 miles of Fiber Optic cable Network:

AC Transit — 18 miles (144 strands
for BRT and signal system)

San Leandro - 2 miles (144 strands
for community use)

Oakland — 17 Miles (144 strands for
community use + 144 strands for
signal system)

Caltrans — 13 miles (144 strands for
signal system)




Project Delivery
Cont.

Sheltered waiting area equipped with:
Lighted Canopies
Pedestrian path of travel Lighting
Bench

Integrated art handrails on every
platform

Operations Monitoring cameras

PA system

Real Time Message signs

Pre-paid boarding - Ticket Vending
Machines and Clipper Card readers

Station Identity Trees




Project Closeout

* Punchlist Items

* Training documents & Materials
* Spare Equipment & Components
 Permitting Agency Closeout

e Construction Contract Closeout




AC Transit Responsibilities

O&M Responsibility: Source: O&M Functions:
* BRT Signs e City of Oakland COA ° Security/Safety (lane and

. . station security enforcement
BRT Lighting » City of Oakland O&M Fare Enforcemént )
e BRT Stations

* City of San Leandro  « Equipment Maintenance (TVM,

* BRT Drainage O&M Cameras, VMS, PA, Bike Racks,
* BRT Bike Racks e Caltrans O&M Lighting) |
e BRT Bus Pads * Revenue Collection
e BRT Fiber * Stations and Transitway
. . Maintenance (Facilities and
* BRT Landscaping (first 3 years) Custodial/Janitorial)
* BRT Litter & Graffiti » Station Activities Monitoring
« BRT Maintenance Pads (cameras)
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Oakland Responsibilities

Ongoing Responsibility: Delegated* Responsibility: Source:
* Pavement Maintenance and * BRT Lane Striping © 0&M

* Pedestrian Lighting Agreement

e Off-Street Parking Lots (“the .
 Pedestrian Crosswalks

Interim Parking Management

City shall assume and Operating Agreement
* Emergency Vehicle Median responsibility for O&M upon
Access final completion of each * Delegation of Maintenance
e Surface Parking Lots parking lot.”) amendment will provide final
e Curbs & Sidewalks/ADA Curb details regarding respective
Ramps obligations and reimbursement
to City.

* Landscaping (after 3 year
plant establishment)
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San Leandro Responsibilities

Ongoing Responsibility: Source:
* Pavement Maintenance * Delegation of Maintenance
* Street Sweeping Agreement between San

Leandro and Caltrans (DMA-SL)
e Caltrans O&M



empo Platform Camera Use Policy

» District staff worked with external privacy advocates to develop
Tempo Platform Camera Use Policy

 Board Policy 411 adopted by the Board in September 2020

 Key components of policy:
* Permissible uses of platform cameras
* Access to, storage and retention of camera data
* Audit and reporting procedures
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Operations Line Management

* The Line Management by Division

* Line Management Divisions are rotated
weekly

* Mini—Control Center Booth inside the
Salesforce Transit Center (STC)

* Increase the operational continuity of the
system

* Increase On-Time Performance (OTP)

* impact to Key Performance Indicators (KPI)



Tempo Platform Agents

The Tempo Agents perform a variety of
customer service functions:

ﬂ HE! -.ﬂ ﬂﬂﬂ ﬂﬂﬂ ..ﬂ ﬂﬂn Eﬂﬁ -.ﬂ HEE ..4"
f fi f bt

Wayfinding
On and off-boarding

Assisting passengers with schedules
and fares

Addressing concerns

Educating passengers on Tempo and
other routes

All while maintaining a calm and
pleasant demeanor!

Fa
—eay



System On-Time Performance (OTP)

* The Tempo BRT line initial OTP percentage was 53%.
* September to mid-December, the Tempo line average of 73.84%.

* Currently the service is achieving the mid-80 percent range.
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System Ridership

* Line 1/1R used to carry 10% to 11%
of systemwide ridership.

* Line 1T Tempo opened under
pandemic conditions

 Tempo average weekday ridership is
7,100 vs systemwide average
weekday ridership of 53,000

* Translates to 13.3% of system
ridership - an increase of more than

3%.




Fare Enforcement

 Developed a Task Force
* Focus on messaging
 Education vs Citation approach

 Three-step approach
e Safety & Security for Operators and customers
* (Customer Service
* (itation

 Use Automated Passenger Counter data to validate revenue
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Bus Only Lane

 Forward-Facing cameras

* Training Operators when to activate
(moving vs parked vehicles)

* Train deputy sheriff’s how to use software

e Stats: (From October 2020 to present) a total of 5,963 video clips and
395 citations written.

e Comprehensive report to Legislature



Station Cleanliness and Graffiti

DISTRICT EMPLOYEES

e Platform inspection
* Trash pickup

* Sweep and debris pickup
on platform

 Wipe down equipment

e Light graffiti removal

- s rx - H - 5 — - ' - o
'. .: .'. - M. " -. -: ." - M- " .. -: - \‘Aﬁ{?‘
-! ! .!!! HI | ! ! lii -. | | I .. | | .

\\

T EEEEEEE R L i



Station Cleanliness and Graffiti

CONTRACT SERVICES

Pressure Washing Services
e Pressure wash platform, canopy, and walkways ‘-
o Two or three-week schedule
o On-call service

Graffiti Abatement
e Scheduled inspections
* On-call service
* Heavy graffiti removal
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Station Cleanliness and Graffiti

OAKLAND PUBLIC WORKS

Keep Oakland Clean and Beautiful
* Monthly meetings
* Communication
e Coordinated efforts
* Faster Response




Customer Service

The most common complaint categories (reported to the Customer
Service Center) can be related to circumstances arising from the COVID-19
pandemic (overcrowding/social distancing, operators not enforcing mask
policy, pass-ups, etc.). The most common complaint categories are:

* Unsafe Operation —22% (48 of 214 complaints)

* Lost Property —17% (36 of 214 complaints)

* Operator Misconduct —10% (21 of 214 complaints)

* Bus Overloaded —8% (17 of 214 complaints)

e Pass-Up—7% (15 of 214 complaints)

* Routes & Schedules — 5% (10 of 214 complaints)

* Fare Dispute — 4% (8 of 214 complaints)

 QOther— 25% (7 or fewer complamts per category)



Customer Service

Nearly all Fare Dispute complaints refer to customers having issues with the Ticket Vending
Machines (TVMs) located on the platforms.

Typically involves tickets not printing (zero complaints in January).

Commendations for operators on the 1T account for approximately 3% of all feedback on
the line, which is similar to the average across all lines.

Complaints by Line: Top 5 Since Tempo Service Began
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Marketing, Communications & Outreach

Integrated marketing campaign with distinct phases:

 Phase | —Introduced the Tempo brand and familiarized riders and community
with the changes the new service would introduce. (through August 9)

 Phasell (a) — Tempo service began with a free fare period. Provided critical info
on how to navigate the new service. Brand Ambassadors helped riders and
pedestrians navigate and a small media event was held to unveil the service.
(August —November 8)

e Phasell (b) — Informed riders about fares and educated them on how to pay.
Provided general service information for new riders and details on new COVID-
19 precautions. (November 9 —Current)



Marketing Campaign Phase | Samples
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TEMPO -

AC TRANSIT

Service & Ride Guide

TEMP,PO

AC TRANSIT
Service
Guide

Getto know our new
bus rapid transit service!
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Marketing Campaign Phase ll(b) Samples

AC TRANSIT TEMPD LIKE 1T LINEA TEMPD 1T DE AC TRANSIT AC TRANSIT TEMPO 1T & BUONG XETEMPO 17 CUA ACTRANSIT
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Tempo Line 17
fares start
November

Tweet

° AC Transit

Good morning! Reminder: there are several payment
options for riding Tempo:

* YouTube

1 Tag your
2| Buy tickets with the AC Transit App
3 Pay for fares using the machines at the stations

Learn more here:

|
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Marketing, Communications & Outreach
Platform Agent Training

* Marketing & Communications
*  Branding, marketing strategy, planned activities, and product & service background
«  Communication practices & strategies, website, at-stop signage, service alerts and social media

e BRT Outreach Team

= History of project, community impressions, key stakeholders and daily proactive efforts
= Presentations from Oakland/Vietnamese Chambers, Unity Council and San Leandro Improvement Assn.
= Agents completed training with a deeper understanding of the people served by Tempo

Keeping the Bus-Only Lanes Clear

e July 1: month-long education effort re: bus-mounted cameras to enforce illegal parking in the bus only lanes
 Media; eNews to 5,000+ subscribers; social media (Instagram/Facebook/Twitter); letters to merchants; ACSO

Amplified by council offices and community organizations via social media and newsletters
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Final BRT Public Outreach Report

Comprehensive summary of outreach: 1998 — 2020

Strategies/tactics

 Community Outreach Plan / Working Group
BRT Info Center / Outreach Team
Notifications/ Communications

PLA/CCP

Start of Service

Lessons Learned

Report Goals:
1. Acknowledge / memorialize outreach efforts
2 Resource for other agenues
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Final BRT Public Outreach Report

Some “Lessons Learned” / Recommendations
for Successful Community Engagement

* Have a physical presence in the community.
* Hire team members with local knowledge.
* Pursue PLA/CCPs modeled on AC Transit’s.
* Agency staff should manage outreach efforts.

* Have a public outreach plan.
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* Engage early and often.
e Support local businesses.

* Meet people where they are.



https://actrans.sharepoint.com/:i:/s/LegislativeAffairs/EX6iIJTcYgtXlBkmxsPYw9cBio7w0d0NMTwjGS2v8rOuMQ?e=AjWBqx
https://pbs.twimg.com/media/DoOE0SEW0AEYoQ6?format=jpg&name=4096x4096
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Project Labor Agreement / Construction Careers Policy
(PLA/CCP) Workforce Utilization Thru 12-31-2020

Total Project Labor Hours for Reporting Period: 634,337

Local Hours w/Offsite Credit Apprentice Hours Disadvantaged Worker Hours
11,539,
56%
223,016, 81,781
70% 67%
@ Local Hours B Apprentice @ DW Apprentice
3 %*u .
Local Goal (50%): 317,168 Apprentice Goal (20%)*: 121,742 DW Goal (25%): 20,445
(*based on apprenticeable hours) (of current apprentice hours)

(achleved 35% local hiring) (achneved 13% apprentnce hiring) (achleved 14% apprentice hlrmg)



Oakland — San Leandro Residents’ Hours

JURISDICTION No. Of Workers WORK HOURS PERCENTAGE OF
LOCAL
Oakland 151 176,328 84%
San Leandro 39 32,513 16%

Data through 12/31/2020 as of 1/19/2021

BRT Bid Package Ill DBE Utilization

Contract Type DBE DBE Payment Project Number of DBE
Payments Percentage = DBE Goal Subcontractors

Construction Contract $14.9M 11% 8% 14

Professional Services $10.6M Various Various 14

=  Datathrough 12/31/2020 as of 1/19/2021
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