STAFF REPORT

DATE: July 27, 2023
TO: Unitrans Advisory Committee
FROM: Jeff Flynn, Unitrans General Manager

SUBJECT: General Manager’'s Report

Recommendation
None

Fiscal Impact
None

Council Goals
Ensure a Safe, Healthy, Equitable Community; Foster Excellence in City Services

Background & Analysis

Unitrans staff continues to focus on service stability and training to restore pre-
pandemic service levels. On September 21, 2022, Unitrans resumed academic year
service with reduced service levels from pre-March 2020 levels due to staffing
challenges. On June 16, 2023, Unitrans was able to resume regular, pre-pandemic
summer service thanks to improved driver staffing. Unitrans has not operated full
summer service since summer 2019. All active services are operated by Unitrans with
no direct Yolobus support. The following summarizes service levels this academic/fiscal
year:

Fall 2022 service levels started on September 21, 2022:

e 30-minute service: B, C, D, G, J, K, M, P, Q, V-Ex, V-Lt, and W
e 60-minute service: A, E,F,L,and Z

Winter 2023 Service Starting January 9, 2023:

e 30-minute service: B, C,D, E, F, G, J,K, L, M, P, Q, V-Ex, V-Lt, and W
e 60-minute service: Aand Z

Spring 2023 Service Starting April 3, 2023

e 30-minute service: A,B,C,D, E, F, G, J,K, L, M, P, Q, V-Ex, V-Lt, and W
e 60-minute service: Z

Summer 2023 Service Starting June 16, 2023 (Full Pre-Pandemic Summer Service)
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e 30-minute service: D, G, J, P, Q, V,and W
e 60-minute service: A,B,C,E,F,K,L, M,and Z

During Spring 2023, only one bus line had 60-minute service, the Z line serving East
Davis and Target via Fifth Street. Fifth Street is also supported by 30-minute A line
service and 30-minute peak Yolobus Route 42 service providing robust, convenient
service to Fifth Street residents and alternatives to Z line customers.

As drivers finish training, Unitrans gradually restored service to 30-minutes on bus lines
and continued to focus on crowding/on-time performance issues. Unitrans was not able
to restore 15-minute service during academic year 2022-23 due to staffing issues.
Unitrans expects to continue Spring 2023 service levels into Fall 2023 and gradually
restore service as staffing continues to improve and stabilize.

Ridership surged during the fiscal year. In-person classes as well as cold and rainy
weather likely helped bolster ridership. In July 2022, Unitrans estimated annual ridership
of 2.5 million to 2.7 million for the fiscal year however Unitrans transported over 3 million
people! This is a 52% increase compared to FY2021-22 but still 20% below pre-
pandemic levels.

Spring quarter weekday ridership was approximately 17,000 per day compared to
17,500 per day in winter quarter. Ridership was strong all quarter long and all year long,
exceeding expectations and leading to high crowding on some routes.
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Ridership gains were experienced across all routes except the Z line. The A and L lines
were operated by Yolobus in FY2021-22 which skews the data for those lines and the Z
line. University riders have a general preference for Unitrans service compared to
Yolobus service, so the Z line was more popular in FY2021-22 since the A line was
operated by Yolobus. For FY2022-23, both the A and Z were operated by Unitrans, so
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customers shifted their preference back to the line that goes to the Silo (A line) and as a
result the Z line experienced an annual decline in ridership. Ridership was up over 50%
compared to last yearon the C, D, E, F, J, T, and W lines.

By line, ridership was highest on the V line in West Village which accounted for 22% of
all riders. After the V line, the G/J lines accounted for 18% of customers, the P/Q
accounted for 14%, the M/W lines in South Davis for 11% of riders, and the D/K in West
Davis for 9% of riders. The lowest ridership was on the E and F lines although E line
ridership increased 84% and F line 62% compared to last year. Thirty-minute service
was restored on both lines in winter, leading to gains.

da

Remaining 8
lines, 19% P/Q, 14%

On-Time Performance (OTP)

Quarterly on-time performance is based on a one month review each quarter. For
spring, the review month is May. In May, systemwide on-time performance was 90%, up
for the second quarter in a row.

Eight lines improved compared to winter performance and four declined in performance.

Systemwide performance was at the 90% on-time performance goal and individually, 12
of 18 lines were at or above the 90% goal. The worst on-time performance was on the P
and Q lines which are continually marred by traffic on 14 Street and in East Davis on
and around Mace Boulevard.
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On-Time Performance - May 2023
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Staffing Update

Currently, Unitrans has 155 active drivers and 40 driver trainees however 46 drivers
graduated in spring and are leaving. For full regular service, 175 active drivers are
needed. Based on current trainees and hires, Unitrans expects to have staffing near
“pre-pandemic” levels in spring 2024. Hiring is currently focused on fall 2023 and
replacing the drivers who are graduated in June 2023.

Customer Service

For FY2022-23, Unitrans received 130 complaints, approximately 12% higher than last
year and the same as the last pre-pandemic year. With ridership up, a higher level of
complaints was expected. The most frequent complaint categories are for driver safety
and pass ups accounting for about half of all complaints. “Other” issues also make up a
large portion of complaints and include missing bus stop sign reports,
passenger/passenger conflicts, disruptive passenger complaints, and NextBus GPS
issues.

By category, 26% of complaints were regarding driver safety issues, 24% for pass ups,
8% from customers with disabilities, and 14% for other issues as summarized above.

Safety complaints focused on perceived speeding and buses “weaving” in the roadway.
These complaints are followed up on and investigated. Speeding complaints can be
investigated via on-board systems. Most speeding complaints are perceived and are not
actually speeding buses. For weaving vehicles, these complaints are focused on areas
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with low hanging trees where drivers must slow down and enter the center median or
opposing lane of traffic to avoid damaging the vehicle.

Unitrans received 24 customer commendations; this is the most commendations we
have ever received.

Safety

For the past three fiscal years, Unitrans has had no safety incidents that have required
vehicle towing or a medical transport. In September 2022, Unitrans had four incidents
requiring testing and/or towing. There were no additional incidents between October
2022 and June 2023 however despite high ridership and poor weather in winter.

For spring quarter, Unitrans, with the University and ASUCD, implemented a crossing
guard pilot program at the Silo Terminal to help with high bicycle, pedestrian, bus, and
other vehicle traffic in the area. The pilot program lasted through spring quarter on
weekdays from 8:30 AM to 7:30 PM at a cost of approximately $80,000. The goal of the
program was to assist safe interactions between all modes of transportation in and
around the Silo Terminal area. The program may be extended into next fiscal year. The
program was well received by Unitrans and University staff however cross guard
behavior was inconsistent among the staff.

Unitrans started using driver focused safety cameras in winter 2023. The cameras flag
driving behavior that needs review. Our Safety Manager and a career trainer currently
review all footage and alerts and follow up with drivers on issues. The program has
been helpful in identifying safety issues and providing evidence of good, safe defensive
driving.

Security

Staff filed an official request in June 2021 to have all fencing around the Unitrans
Operations and Maintenance Facility upgraded to eight-foot fencing from the current
five-foot fencing. Half the facility has the taller fencing which was upgraded when the
electric bus infrastructure was installed. There has been no progress to date.

We had no major reportable security incidents this quarter.

Finance

The Unitrans FY2022-23 budget is balanced with $8.7 million in revenues and
expenditures. The budget included higher wages for front line student staff to improve
retention, higher fuel and parts costs, and a restoration of service levels to pre-
pandemic levels. Fiscal year end projections show an estimated, unaudited $7.87
million in expenditures or 90% of the annual budget. Lower service levels and staff
vacancies led to the lower overall expenditures. Revenues are at 90% of budget when
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federal fund reimbursements are factored in. Overall expenditures are up 7% from last
year.

Grant Application Updates

Unitrans submitted a proposal for the SACOG Regional Program in January 2023 to
replace our two 2009 modern diesel-powered double decker buses with two new battery
electric double decker buses. Unitrans is happy to report that SACOG staff
recommended our program for full funding and the SACOG Board awarded us
$2,665,900. This project is expected to start in 2025.

Capital Update
2009 New Flyer Rehabilitation Project

Unitrans was awarded $1.2 million in Federal State of Good Repair funding to
rehabilitate our aging 2009 New Flyer single deck bus fleet. This funding is being used
to rehabilitate 13 buses and help extend the useful life of these vehicles. New near-zero
emission engine technology will replace the 14-year-old engines. The project kicked off
in spring 2020 and all 13 buses are completed as of June 30, 2023! Due to supply chain
issues, the program was delayed.

In addition to the engine rehabilitation, the exterior of the buses will be repainted. A
request for quotes was released in June and will be awarded in August.

The total project cost estimate is $2 million.
Battery Electric Bus Purchase

Unitrans secured funding for 14 battery electric buses to replace 14 old compressed
natural gas buses. To purchase the buses, Unitrans has battery-electric bus options in
an active joint procurement with the California Department of General Services.
Unitrans completed negotiations for all 14 buses in June 2021. Six buses arrived in April
2022 and entered service in September 2022.

Unitrans is now working with New Flyer on the four buses due in August 2023.

The project is funded through Federal Transit Administration urban area formula funds,
a $3.76 million discretionary FTA Bus and Bus Facilities grant, and a SACOG regional
program grant for $2.52 million.

The project cost estimate is $14 million.

Operations and Maintenance Facility Electrification, Rehabilitation, and
Improvements — Phase 2
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Unitrans worked with DCM to prepare conceptual engineering for the second phase of
the electric bus support project. The second phase may expand bus parking to the east
of the current facility footprint and support up to 14 additional battery electric buses.
Because securing funding can take many years, Unitrans staff requested the Phase 2
cost estimate and conceptual drawings now to pursue funding. The second phase is
planned for ~2025 which means engineering work needs to start by 2024.

Consultant work on Phase 2 kicked off over fall quarter with preliminary review due in
August 2023.

As part of this project, staff is pursuing additional repairs to the northern half of the
facility which has severely degraded asphalt. A project request was submitted to repave
the northern half of the facility, upgrade security fencing, and mechanize the in and out
gates.

Bus Stop Improvement Project

Unitrans is preparing the permits for bus stop improvements to Covell Boulevard at
Wright Boulevard and Covell Boulevard at Pole Line Road. Both stops have aging
Sacramento Regional Transit bus furniture. Unitrans plans to install bus shelters,
benches, and bicycle racks at these two stops this summer.

Thanks to City staff, the Sycamore Northbound at Russell bus stop (Trader Joe’s bus
stop) is now accessible!

Service Changes Effective August 7, 2023

At the April 2023 UAC meeting, the committee approved our proposed annual bus
service changes. The changes are scheduled to go into effect on August 7, 2023.

Approved changes:

A and Z line terminal changes — Starting August 7, the A line will go to the Memorial
Union Bus Terminal and the Z line will go to the Silo Bus Terminal. Both schedules are
significantly revised. The change is focused on safety to help reduce the number of
buses operating through the campus core during the class passing periods.

Approved Changes On Hold:

The UAC approved an O and Z line route change to operate on Cantrill Drive
northbound instead of Pena Drive northbound. The only accessible bus stop location
available on Cantrill Drive is in front of the Police Station which made the bus stop and
routing infeasible. We’d like to now work with the City on establishing a stop on Cantrill
Drive closer to The U Apartments that would not conflict with the Police Station.

Other Changes:



Unitrans General Manager’s Report
Unitrans Advisory Committee, Thursday, July 27, 2023

Minor schedule changes will go into effect on the C, E, G, L, U, and V lines.
The first weekend morning P & Q trips will be full trips starting from the terminal.
All 12:00 PM departures will become 12:10 PM departures to reduce buses
driving on campus during class passing periods.

The All Door Boarding Pilot Program which started in fall 2021 will come to an
end. On single deck buses, customers will be directed to only board through the
front doors. On double deckers, customers may board through the rear door
when a conductor is present. Fare/passes will be checked at both doors.

Attachments:

1.

Quarterly Charts

2. General Manager’s Report Presentation



Table 1. Ridership and Service Statistics

2022-23 | | 2021-22 | | % Change FY22 to FY23
Month Trips Miles VehHours Pass Trips Miles VehHours Pass Trips Miles VehHours Pass
July 6,644 47,040 4,334 85,066 6,889 48,792 4,499 34,938 -4% -4% -4% 143%
August 7,322 51,799 4,669 86,232 7,096 50,265 4,633 36,950 3% 3% 1% 133%
September 7,543 51,852 4,864 210,850 7,370 50,771 4,690 174,471 2% 2% 4% 21%
October 9,697 62,607 6,025 363,598 8,957 56,863 5,341 303,453 8% 10% 13% 20%
November 8,565 56,163 5,316 277,953 8,265 52,511 4,937 234,470 4% 7% 8% 19%
December 5,272 36,836 3,381 99,918 5,272 36,214 3,270 88,033 0% 2% 3% 14%
January 9,175 60,195 5,768 323,620 5,351 39,400 3,475 69,471 71% 53% 66% 366%
February 9,757 62,317 6,087 353,517 8,241 51,519 4,927 211,757 18% 21% 24% 67%
March 10,192 65,957 6,376 298,211 8,726 55,782 5,232 190,988 17% 18% 22% 56%
April 11,086 71,258 7,001 390,676 9,413 59,494 5,742 274,999 18% 20% 22% 42%
May 11,590 74,774 7,335 346,992 9,382 59,654 5,742 248,678 24% 25% 28% 40%
June 9,406 62,609 5,978 191,553 7,810 52,536 4,931 116,899 20% 19% 21% 64%
Totals 106,249 703,408 67,133 3,028,186 92,772 613,801 57,420 1,985,107 15% 15% 17% 52.5%

YTD 106,249 703,408 67,133 3,028,186 92,772 613,801 57,420 1,985,107 15% 15% 17% 53%



Table 2. Unitrans Performance Statistics by Line
July 2022 - June 2023

Pass/ Pass/ FY22
YTD Pass Trips Mi Hrs Mi  VehHr Pass FY22 v FY23
A 176,009 4,547 42,314 4,258 4.2 41.3 10,507 1575%
B 92,056 5,444 22,316 2,412 4.1 38.2 68,839 34%
C 151,395 5,339 17,619 2,404 8.6 63.0 79,623 90%
D 130,048 4,911 31,428 2,584 4.1 50.3 76,803 69%
E 72,260 4,979 22,904 2,384 3.2 30.3 39,175 84%
F 58,965 4,894 28,868 2,335 2.0 25.3 36,451 62%
G 216,425 8,683 42,592 4,461 5.1 48.5 199,985 8%
J 301,490 7,819 43,276 4,317 7.0 69.8 184,435 63%
K 149,970 7,464 41,800 3,717 3.6 404 121,290 24%
L 85,698 4,931 41,679 4,719 2.1 18.2 16,009 435%
M 127,301 7,401 35,515 3,968 3.6 32.1 93,783 36%
P 209,774 7,940 107,309 7,769 2.0 27.0 173,032 21%
Q 219,980 7,962 107,772 7,806 2.0 28.2 174,333 26%
T 9,286 450 4,815 347 1.9 26.8 5,205 78%
Vv 671,110 11,662 37,783 5,529 17.8 121.4 473,198 42%
W 198,421 5,910 29,239 3,238 6.8 61.3 124272 60%
VA 62,778 2,613 22,207 2,524 2.8 24.9 68,558 -8%
0] 39,126 1,429 13,847 1,386 2.8 28.2 33,059 18%
U (new) 49,490 1,555 8,553 845 5.8 58.6 -- --
Unassngd 6,604 316 1,573 131 4.2 50.6 6,550 1%

TOTAL 3,028,186 106,249 703,408 67,133 4.3 45.1 1,985,107 53%



Table 3. On-Time Performance Statistics
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Table 4. Customer Service and Safety Statistics

Customer Service Input LT

FY22-23 | FY21-22 | FY20-21 | FY19-20 | FY18-19 | FY17-18 | FY16-17
Total complaints/suggestion forms 154 124 82 154 173 195 226
Complaints by Type (Prior to FY16, total is greater because multiple categories)
ADA 8 5 2 3 0 6 5
Courtesy (New FY2020-21) 10 11 5 -- -- -- --
Driving 34 26 22 50 64 73 83
Early 8 3 1 1 5 8 8
Late 6 4 2 10 19 14 29
No Show 2 10 5 5 7 11 10
Pass Up 31 24 29 35 44 31 45
Other 18 29 10 31 23 28 23
Route Suggestion 1 0 0 0 0 3 4
Sched Suggestion 5 2 1 2 1 5 5
Stop Suggestion 0 2 2 5 2 2 1
Title VI 5 3 3 - - - -
Other Suggestion 2 5 0 2 4 4 6
Total of compl/sugg by type 130 116 79 144 169 185 219
Commendations 24 8 3 10 4 10 7
Summary of Major Accidents L

FY22-23 | FY21-22 | FY20-21 | FY19-20 | FY18-19 | FY17-18 | FY16-17
Total 4 0 0 0 3 2 9




Table 5. Operating Expense and Revenue Summary for Year Ending June 2023 (FY22-23)
July 2022 - June 2023 - Unaudited, preliminary totals
Not Official. Do Not Use for Official Purposes.

FY2023 Jul-June 23 Act vs FY2022 Jul-June 22

Budget Actual  Budget Budget Actual FY23VvFY22
Unitrans Budget Summary

UCD Undergraduate Fee 5,568,471 5,559,401 100% 5,057,228 4,987,370 11%
Cash Fares and Pass Sales 115,000 95,324 83% 80,000 97,146 -2%
Advertising Revenue 43,000 44,647 6,025 35,000 59,444 -25%
Miscellaneous Revenue 78,000 69,237 5,316 50,500 68,503 1%

City of Davis TDA 0 0 3,381 0 0

Yolo County TDA 24,000 24,000 100% 24,000 24,000

FTA Operating Assistance 2,910,163 2,078,673 71% 2,060,688 2,121,651
8,738,634 7,871,282 90% 7,307,416 7,358,114 7%
Operations Labor 4,205,627 4,114,354 98% 3,586,164 3,646,521 13%
Operations Expenses 350,500 251,972 72% 295,500 328,652 -23%
Maintenance Labor 1,606,763 1,505,954 94% 1,581,746 1,474,240 2%
Maintenance Expenses 1,101,500 899,805 82% 964,600 988,212 -9%
Administration Labor 861,986 751,078 87% 520,000 543,678 0 0
Administration Expenses 407,300 173,119 43% 184,406 201,812 -14%
YCTD Pass-thru undergrad access 175,000 175,000 100% 175,000 175,000 0%
8,708,677 7,871,282 90% 7,307,416 7,358,114 7%

Net Revenues - Expenses 29,957 0 0 0

All Labor 6,674,377 6,371,386 95% 5,687,910 5,664,439 12%
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Spring & Summer Service Update

> On April 3, 30-minute service was restored on the A line
- 30-minute service: all lines except Z line
- 60-minute service: Z line

> On June 16, summer service launched
— Full, regular summer service for the first time since 2019!
— 30-minute service: D, G, J, P, Q,V, and W
- 60-minute service: A, B, C,E, F, K, L, M, and Z

> Ridership up significantly for the fiscal year!
— Over 3 million riders!
- Up 52% compared to last year
- Still down about 20% compared to pre-pandemic
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Staffing Update
> As of April 2023 (175 drivers needed for full service):

— 155 active drivers
- 40 active trainees
— 46 drivers graduating

> Summer training program in full swing

> Expect to continue today'’s service level into fall 2023 and
start expanding services again in Winter 2024

> Another driver wage increase programmed for January 1,
2024 when the minimum wage increases again




Ridership

> Very strong ridership!

> Ridership up 52% compared to
Drevious year

» Best performance since 2019

> Approx. 3 million transported

> Down from 3.8 million in FY18-
19, the last full pre-pandemic
year
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On-Time Performance (OTP)

> OTP up for two consecutive
quarters

» Significant resources added to

Silo Bus Terminal which has
helped OTP

» Systemwide OTP was 90%
compared to 87% in fall and
89% in winter 2023

» 12 of 18 Unitrans lines met
90% OTP goal




On-Time Performance - May 2023
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Performance

» Safety: Four incidents to date
requiring towing or drug testing
(no new incidents since summer)

» Security:

- On-board trainer assault this year /
2"d assault in four years

» Complaints: 130 total

- Safe driving, pass up, and “other”
most common

- Commendations - 24, all time high!

> Maintenance: 100% on
maintenance checks on time




Budget FY2022-23 (Preliminary, unaudited)

» $8.7 million balanced
budget

> Fuel costs more than
tripled from two years
ago

> Lower service levels
leadmg to overall lower
expenditures, but wage,
fuel safety adjustments
and materla sfprlces may
impact future full pre-
pandemic restorations

» Final year of student fee
step increase

- Indexed to campus set

inflationary factor starting
in FY2023-24

FY23

Preliminary
FY23 Budget To Date

(Actuals)
Expenditures $8.7 million $7.87 million

Revenues $8.7 million $7.87 million




Capital Program Update

> Fleet Rehabilitation

- Completed!
— 13 buses with Near-Zero Emission engines
- RFQ out for bid now for repainting

» Electric bus infrastructure program

- Working on Phase 2 concept updates and cost
estimates

— Due this summer
- Planned to start construction ~2025



Presenter Notes
Presentation Notes
BUS STOP UPDATE


Electric Buses

» Six in service

> Four more arrive
in August 2023

> Four more arrive
In summer 2024

» SACOG awarded
funding for two
battery electric
double deckers!



Presenter Notes
Presentation Notes
BUS STOP UPDATE


Bus Stop Program
Update

» Ordered two bus shelters,
benches, and bicycle racks
for Covell at Wright and
Covell at Pole Line bus stops

- Working on permit application

> Sycamore Northbound at
Russell (Trader Joe’s) bus
stop now accessible!




Service Change Effective August 7, 2023

> A and Z lines switching

terminals as approved by BOARD THROUGH
UAC FRONT DOOR ONLY
| STARTING AUG. 7, 2023

> 12:00 PM departures moving CINGLE DECK BUS.
tO 12:10 PM to aVO|d Campus Board through front door only.
passing period e

> Full 8:00 AM P & Q line trips S
a,d d e d O n We e k e n d S Pass/fare will be checked upon boarding. No

exceptions. Have pass/fare ready before hoarding.

> All door boarding pilot

program ending/returning to ' e &
front door only boarding | ' l

> Minor schedule adjustments i
to C, E, G, L, U, and V llnes Tﬁ:ﬁ (530)52-2677




»Ending on a high notel

—Full summer service operating for first
time since 2019!

-SACOG awarded $2.66M for two
electric DDs!

—-Four more electric buses arrive in
August




Thank You!
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