SAN JOAQUIN

KEED

RTD’s Performance Management System

Transit Asset Management Roundtable
“Why Set Targets?”
August 29, 2017

Donna DeMartino
Chief Executive Officer (CEO)
San Joaquin Regional Transit District (RTD)



San Joaquin RTD: Who We Are

e San Joaquin Regional Transit District (RTD) is the
regional transportation provider for San Joaquin \ K i
County, located in California’s Central Valley
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* The public transportation provider: T ‘ - \ ~— a0
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» Stockton Metropolitan Area (since 1965)
» San Joaquin County (since 1994)
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Stockton

» Service area: San Joaquin County N \
(over 1,400 sqg. mi.) \ _
« Approximately 680,000 people Y
» 7 incorporated cities
* Rural communities San Francisco *
» Unincorporated areas
» Services:
« Fixed-route, BRT, deviated fixed-route,
commuter, mobility on demand, vanpools,
and a variety of ADA options
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RTD’s Journey to Reality-based Management and Planning
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Where are we?
Where do we want to go?
How do we get there?

What have we got?
What do we need?
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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
b 7 ...‘
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
e 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
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RTD struggled with data management
and performance planning

 Some internal solutions
* Route Scorecards
e TransTrack
 Strategic Planning

RTD struggled with establishing effective
performance metrics

 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

« Scorecard was reviewed quarterly by RTD staff to outline service
effectiveness and prepare recommendations based on route
performance T
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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:
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American Bus Benchmarking Group:

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

Based on the Balanced Scorecard, Customized for Transit

Growth & Learning

G1 Passenger Boardings (5-year % change) F1 Total Cost per Total Vehicle Mile & Hour

G2 Vehicle Miles and Hours (5-year % change) F2 Total Operating Cost per Total Vehicle Mile & Hour
G3 Passengers per Revenue Mile & Hour (F3 service operation, F4 maintenance, F5 administration)
G4 Staff Training (by staff category) F6 Service Operation Cost per Revenue Mile & Hour

F7 Total Operating Cost per Boarding & Pax Mile
F8 Operating Cost Recovery
(fare revenue & commercial revenue per operating cost)

Cl Customer Information (scheduled and real-time) F9 Fare Revenue per Boarding & Pax Mile

C2 On-Time Departure Performance (0 <> + 5)

C3 Passenger Miles per Revenue Capacity Mile

C4 Passenger Miles per Revenue Seat Mile Safety

C5 Lost Vehicle Miles S1 Number of Vehicle Collisions per Vehicle Mile & Hour
(preventable & non-preventable)

S2 Number of Staff Injuries per Staff Work Hours

S3 Staff Lost Time from Accidents per Staff Work Hours

S4 Number of Passenger Injuries per Boarding & Pax Mile

S5 Number of 3rd Party Injuries per Vehicle Mile & Hour

P1 Peak Fleet Utilization (fleet not used split by cause)
P2 Network Efficiency (revenue miles & hours per
total miles & hours, non-revenue split by category)
P3 Staff Productivity (total vehicle hours & miles per
labor hour, overall and by category)
P4 Staff Absenteeism Rate (by staff category) E1l Diesel Fuel Consumption
P5 Mean Distance/Time Between Road Calls E2 CNG Fuel Consumption
(per total vehicle mile, per pax mile, and per capacity mile)
E3 CO2 Emissions per Total Vehicle Mile & Pax Mile
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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
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San Joaquin Regional Transit District

FY 2017 STRATEGIC PLAN

Our primary mission is to provide a safe, reliable, and efficient transportation system for the region | Our vision is to be the transportation service of choice for the residents we serve

INNOVATION
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10 enhance public
engagement

# Lead the community in

= Measure and improve
organizational efficiency,
effectiveness, and

and delivering transit services

= Implement efficient and
effective transit services,

* Continue educating
stakeholders on transit
funding opportunities,

practices, e.g,, project,
records, and asset
management

art of a continuin ‘coordinating services for roductivity through the challenges, and constraints = Leverage technology to
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succession plan seniors, persons with use of performance ';'F'”d'"g vanpool, ‘:;'“:‘“' e 0 improve business, e.g.,
disabilities, and those indicators river programs, and other EiDeslopanlle croaciy real-time information and

= Promote staffwork that is
completed with accuracy,
quality, and consistency

needing non-emergency
medical trips

= Regularly impreve
customer amenities

Continuously improve
contractor performance
through effective oversight
and accountability

= |mplement a Transit Asset
Management Plan

opportunities

= Promote safety and security
by developing and
implementing the Safety
Management System

= Implement MLK and
Midtown BRT Carridors
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® Provide leadership through
innovative projects that
reduce environmental
impacts and foster
sustainable practices

= Promate RTD service to

regicnal geverning boards
and chambers of commerce

systems

= Reduce energy
consumption, waste, and
pollution
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The places you ean go on RTD!
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RTD Planning: Addressing Challenges
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RTD Planning: Addressing Challenges

Regional Transportation Center (F
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.
e ~ 20.1 miles per gallon
» diesel fuel savings |
e greenhouse gas emissions SRR
reductions | elelh]
« environmental benefits

—
e T
—— -

In August 2017, RTD introduced the
nation’s first all-electric BRT Corridor

By 2025, RTD plans to have an all-
electric fleet in the City of Stockton
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RTD Planning:

2007

and 10-, 15-, and 20-rh|nute peak frequenues ..
- Operates 60-foot artlculated buses to accomodate its ever-

increasing ridership

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

Addressing Challenges

Proposed BRT

SYSTEM
MAP

[ Transfer Station
O Transfer Point
Park-N-Ride Location
Proposed BRT Corridors
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We are not there.... Yet!

While RTD planning has helped achieve significant goals, we hope the
TAM process not only help internally, but will 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? i u

How long can we expect it to last?
Can it do the job? 9/_

What do we need?
How much will it cost?
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Questions?
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