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EXECUTIVE SUMMARY

This executive summary highlights the findings from the performance audit of the
Central Contra Costa Transit Authority (CCCTA). In California, a performance audit
must be conducted every three years of any transit operator receiving Transportation
Development Act (TDA) Article 4 funds, to determine whether the operator is in
compliance with certain statutory and regulatory requirements, and to assess the
efficiency and effectiveness of the operator’s services. The two service modes operated
by CCCTA, bus and paratransit, are the focus of this performance audit. The audit period
is Fiscal Years 2014 through 2016 (from July 1, 2013 through June 30, 2016).

Performance Audit and Report Organization

The performance audit was conducted for MTC in accordance with its established

procedures for performance audits. The final audit report consists of these sections:

e An assessment of data collection and reporting procedures;

e A review of performance trends in TDA-mandated indicators and
component costs;

e A review of compliance with selected PUC requirements;

e An evaluation of CCCTA’s actions to implement the recommendations
from the last performance audit;

e An evaluation of functional performance indicator trends; and

e Findings, conclusions, and recommendations to further improve CCCTA’s
performance based on the results of the previous sections.
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Comments received from CCCTA and MTC staff regarding the draft report have
been incorporated into the final report. Highlights from the key activities are presented

in this executive summary.
Results and Conclusions

Review of TDA Data Collection and Reporting Methods - The purpose of this

review is to determine if CCCTA is in compliance with the TDA requirements for data
collection and reporting. The review is limited to the five data items needed to calculate
the TDA-mandated performance indicators. This review has determined that CCCTA is
in compliance with the data collection and reporting requirements for all five TDA
statistics. In addition, the statistics collected over the six-year review period appear to be
consistent with the TDA definitions, and indicate general consistency in terms of the

direction and magnitude of the year-to-year changes across the statistics.

However, an exception relates to the reported FY2016 service and hours and miles
for paratransit (which correspond to revenue vehicle hours and miles). They are trending
in opposite directions (hours increasing 3.5 percent over FY2015, but miles decreasing 9.8
percent). This is an unexpected situation, as these statistics normally trend in the same
direction. In explanation, CCCTA staff initially suggested that the contract operator had
temporarily changed fuel providers (between May 2015 and July 2016) to one located
much closer to the CCCTA facility. This could have significantly decreased the total
vehicle miles traveled, but would not be expected to have much impact on vehicle service
miles per se. A continuing investigation by CCCTA and contractor staff has not yet
yielded any further definitive explanation. This raises some concerns about data

accuracy, which if left unchecked, could result in further discrepancies in the future.
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Performance Indicators and Trends — CCCTA’s performance trends for the five

TDA-mandated indicators were analyzed by mode. A six-year analysis period was used

for all the indicators. In addition, component operating costs were analyzed.

J Bus Service — The following is a brief summary of the TDA performance
trend highlights over the six-year period of FY2011 through FY2016:

There was an average annual increase in the operating cost per hour
of 1.5 percent, which amounted to a one percent decrease in inflation
adjusted dollars.

The cost per passenger increased on average by 1.1 percent per year,
which amounted to an average annual decrease of 1.4 percent in
constant FY2011 dollars.

Passenger productivity showed somewhat positive trends, with
passengers per vehicle service hour increasing by 0.5 percent per
year overall, and passengers per vehicle service mile increasing by
0.6 percent annually.

Employee productivity decreased an average 0.5 percent per year.

The following is a brief summary of the component operating costs trend
highlights for the bus service between FY2011 and FY2016:

Labor costs went up by nearly three percent per year, remaining the
largest component cost area at nearly 50 percent of total costs. Labor
costs increased in the last year (FY2016) by more than double the rate
of any previous year. This reflected stipulations in a new labor
agreement.

Fringe benefit costs went up by more than six percent per year,
significantly higher than labor costs, and increased their share from
27 to 32 percent of total costs during the period. This reflected
externally mandated increases in medical and pension contribution
costs.
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- There were moderate changes overall in most other component
costs, with a substantial net decrease in fuel/lubricants costs.
Casualty/liability costs increased by 12 percent annually on average,
but varied from year to year and only contributed about two percent
of total costs.

. Paratransit — The following is a brief summary of the TDA performance
trend highlights over the six-year period of FY2011 through FY2016:

- For cost efficiency, there was an average annual increase in the
operating cost per hour of 2.1 percent; however, this amounted to an
annual decrease of 0.4 percent in inflation adjusted dollars.

- The operating cost per passenger achieved a slight annual decrease
(0.1 percent on average) when normalized in FY2011 dollars.

- Passenger productivity showed mixed results, with passengers per
hour decreasing by 0.4 percent per year on average, but passengers
per mile increasing by 1.9 percent annually.

- The net result for employee productivity was an average annual
decrease of 1.9 percent.

The following is a brief summary of the component operating costs trend
highlights for paratransit between FY2011 and FY2016:

- Purchased transportation costs represented by far the largest portion
of the total costs, at about 96 percent throughout the review period.
They increased by about one percent per year on average despite a
6.2 percent increase in FY2016.

- There was a 22 percent average annual decrease in
materials/supplies; however, this category only accounted for about
0.1 percent of the total costs.

- Other component cost categories changed by three percent or less
per year on average, with no casualty/liability expenses reported
except in FY2011.
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PUC Compliance - CCCTA is in compliance with the sections of the state PUC that

were reviewed as part of this performance audit. The sections reviewed included
requirements concerning CHP safety inspections, labor contracts, reduced fares, Welfare-

to-Work, revenue sharing, and evaluation of passenger needs.

Status of Prior Audit Recommendations — There were no recommendations made

in CCCTA’s prior performance audit.

Functional Performance Indicator Trends - To further assess CCCTA’s

performance over the past three years, a detailed set of systemwide and modal functional

area performance indicators was defined and reviewed.

J Systemwide — The following is a brief summary of the systemwide
functional trend highlights between FY2014 and FY2016:

- Administrative costs increased moderately to 25 percent of total
operating costs, and also increased by ten percent to $27.46 per
vehicle service hour in FY2016.

- Marketing costs decreased overall compared to total administrative
costs but remained at about $0.04 per passenger trip.

- The systemwide farebox recovery ratio declined from nearly 16
percent to 14.8 percent by FY2016.

. Bus Service — The following is a brief summary of the bus service functional
trend highlights between FY2014 and FY2016:

- Service Planning results showed the operating cost per passenger
mile decreasing by 5.3 percent, farebox recovery remaining at about
16 percent, and the TDA recovery ratio (reflecting local support and
operating cost exclusions) remaining at about 31 percent.

Final Audit Report -v- Triennial Performance Audit of CCCTA



Consistently 76 percent or more vehicle miles and hours were in
service, and passenger productivity improved by eight percent.

Operations results showed vehicle operations costs per service hour
decreasing steadily and reduced compared to total costs as well.
Operator absence data were only available for FY2016, when
scheduled and unscheduled absences comprised five and seven
percent of total operator time, respectively. Actual operator pay to
platform hours remained at just above 150 percent. There was some
improvement in schedule adherence to 86 percent, a substantial
decrease in complaints received, and very few missed trips.

Maintenance results showed maintenance costs steady at 17 percent
of total costs but vehicle maintenance costs per service mile up by 4.1
percent, mechanic pay hours up slightly compared to service hours,
general reductions in maintenance employee scheduled and
unscheduled absence rates, the vehicle spare ratio reduced from 26
to 23 percent, and noticeable improvement in the mechanical failure
rates.

Safety results showed the rate of preventable accidents about the
same in FY2014 and FY2016, and ten percent decreases in the
casualty/liability cost rates.

. Paratransit — The following is a brief summary of the paratransit functional
trend highlights between FY2014 and FY2016:

Service Planning results showed operating cost per passenger mile
increasing by 6.6 percent overall, the farebox recovery ratio
decreasing from 11.9 to 10.2 percent, and the TDA recovery ratio
(reflecting local support and operating cost exclusions) remaining
between 36 and 38 percent. Consistently 80 percent or more vehicle
miles and hours were in service, and passenger productivity was
relatively steady.

Operations results showed steady vehicle operations costs per hour
with a small increase compared to total costs. Schedule adherence
decreased over the audit period from 86 to 81 percent. At the same
time there was a significant overall decrease in the rate of
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complaints. There were no ADA trip denials, the trip cancellation
rate improved, and passenger no-shows increased but remained
below one percent of ADA trips.

- Maintenance results showed total maintenance costs remaining at
8.5 percent of total costs, while vehicle maintenance costs per service
mile increased overall from $0.36 to $0.41. The spare ratio increased
from about 13 to 20 percent, and there was significant improvement
in the mechanical failure rates.

- Safety results showed the preventable accident rate improved
overall, despite less positive results in the interim year.

Recommendations

1. DEVELOP AND IMPLEMENT STRATEGIES TO IMPROVE SCHEDULE
ADHERENCE ON THE PARATRANSIT SERVICE.
[Reference Section: VI. Functional Performance Indicator Trends]

It was found that over the audit period, CCCTA’s paratransit schedule adherence
was relatively low, and decreased steadily from year to year. The County
Connection LINK service’s on-time performance worsened from 86 percent in
FY2014 to 84 percent in FY2015 and 81 percent in FY2016. In order to provide more
reliable service, CCCTA and its contractor should expand efforts toward reversing
this trend. These efforts should include additional monitoring activities to identify
the causes, and a plan for addressing the circumstances found that are hindering

LINK’s on-time performance.
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I. INTRODUCTION

Public Utilities Code (PUC) Section 99246 requires that a performance audit be
conducted every three years of each public transit operator in California. The audit
requirement pertains to recipients of Transportation Development Act (TDA) funds, and
is intended to assure that the funds are being used efficiently. The substance and process
of the performance audit is defined by the Regional Transportation Planning Agency

(RTPA).

In the San Francisco Bay Area, the Metropolitan Transportation Commission
(MTC) has been designated the RTPA and has this responsibility. By statute, the audit
must be conducted in accordance with the U.S. Comptroller General’s “Standards for
Audit of Governmental Organizations, Programs, Activities, and Functions” (the “yellow
book”). The performance audit is a systematic review to determine the extent to which a
transit operator has complied with pertinent laws and regulations, and conducted
operations in an efficient and economical manner. Relative to system compliance testing,

all findings are reported regardless of materiality.

This report has been prepared as part of the performance audit of the Central
Contra Costa Transit Authority (CCCTA). The two modes operated by CCCTA, bus and
paratransit, are the focus of this performance audit. The audit period is Fiscal Years 2014

through 2016 (from July 1, 2013 through June 30, 2016).

An overview of CCCTA is provided in Exhibit 1. This is followed by a recent
organization chart in Exhibit 2, which reflects the basic organizational structure during

the audit period and beyond.
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Performance Audit and Report Organization

This performance audit of CCCTA was conducted for MTC in accordance with its

established procedures for performance audits. The audit consisted of two discrete steps:

1. Compliance Audit - Activities in this phase included:

J An overview of data collection and reporting procedures for the five
TDA performance indicators;

. Analysis of the TDA indicators; and

. A review of compliance with selected state Public Utilities Code
(PUC) requirements.
2. Functional Review - Activities in this phase included:
. A review of actions to implement the recommendations from the

prior performance audit;

. Calculation and evaluation of functional performance indicator
trends; and

o Findings, conclusions, and the formulation of recommendations.

This report presents the findings from both phases. Comments received from
CCCTA and MTC staff regarding the draft report have been incorporated into this final

report.

Final Audit Report -2- Triennial Performance Audit of CCCTA



Exhibit 1: System Overview

Location

Establishment

Board

Facilities

Service Data

Headquarters: 2477 Arnold Industrial Way, Concord CA 94520

CCCTA was established in 1980 as a joint powers agency to coordinate,
integrate and expand transit service within central Contra Costa County.
There are eleven jurisdictions comprising the joint powers agency: the
cities of Clayton, Concord, Lafayette, Martinez, Orinda, Pleasant Hill, San
Ramon and Walnut Creek; the towns of Danville and Moraga; and the
unincorporated areas of central Contra Costa County.

CCCTA is governed by an eleven-member Board of Directors consisting of
one member from each of the incorporated member cities and towns, and
one member representing the unincorporated areas of the County. The
Board is organized into three standing committees: Administration and
Finance; Marketing, Planning and Legislation; and Operations and
Scheduling. The General Manager reports to the Board of Directors, and is
responsible for the overall operation of the Authority, carrying out the
policies of the Board and implementing the Disadvantaged Business
Enterprise (DBE) program.

CCCTA’s administration, operations and maintenance functions all are
housed at the Concord facility located at 2477 Arnold Industrial Way.

CCCTA provides fixed-route bus service under the name “The County
Connection,” with an active bus fleet of 121 vehicles. The County
Connection service consists of local weekday routes, express routes,
weekend only routes, and a number of “select service” routes oriented to
area schools. Most routes provide feeder service to BART and other rail
stations in the County. There are also contract services provided for several
business parks and employers, a free downtown shuttle service subsidized
by the city of Walnut Creek, and an ACE park and ride train shuttle. All of
these services are open to the general public.

Service is provided weekdays from approximately 5:30 a.m. until 11:00
p.m. On weekends, most service operates between 7:00 a.m. and 9:00 p.m.
There is no service on major holidays. Headways on most routes range
between 30 and 60 minutes during peak commute periods, and 60 to 90
minutes at other times.

The County Connection base fare is $2.00 ($2.25 for express trips).
Children under age six ride free but must be accompanied by an adult.
Discounted commuter cards offer 20 regular rides and BART transfers for
$40. Discounted 12-ride and monthly passes are available for local and
express services. Seniors (age 65 and older) and riders with disabilities pay
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Recent Changes

Planned Changes

$1.00. There are also 20-ride passes available for reduced fare riders.
Transfers within CCCTA are free; transfers from BART are $1.00 for
regular fare riders and $0.50 for reduced fare riders.

CCCTA’s ADA paratransit service, known as County Connection LINK, is
an advance reservation dial-a-ride service. LINK service is provided under
contract by First Transit, Inc. Hours of operation and service area reflect
the hours during which the County Connection fixed route services operate.
These hours vary depending upon the particular area. Weekend service
covers only limited areas, restricted to the % mile boundary around the
fixed-route operations as defined in the Americans with Disabilities Act
(ADA). In addition, LINK service operates on behalf of BART weekdays
from 4:00 to 6:00 a.m. and 10:00 p.m. to midnight; Saturdays from 6:00 to
8:30 a.m. and 7:30 p.m. to midnight, and Sundays 6:30 a.m. to midnight.
Phone reservations can be made up to two days in advance. Same day
requests are accepted on a space-available basis, and standing reservations
can be accommodated on a limited basis. The one-way fare is $4.00.

CCCTA last raised its fares in 2009. CCCTA has implemented some minor
fixed-route service changes, but nothing major since the service
restructuring of 2009. Paratransit service changes follow the changes in the
fixed-route system.

Since the last TDA audit, CCCTA has implemented real time passenger
information systems, a new CAD/AVL system for dispatch and WiFi on all
the buses.

Four new electric trolleys were purchased to replace those operating on
Route #4 in Walnut Creek, and 33 clean diesel buses were purchased to
replace equipment at the end of its useful life.

Two routes were made free through fare subsidy contributions from the
Shadelands Business Park and the City of Walnut Creek.

In November of 2015 the Clipper regional fare system was installed on
County Connection vehicles.

CCCTA’s short term operating plans include:

e review community development plans;

e implement bus stop access improvement projects in coordination
with the cities;

e address specific route on-time performance;

e plan for demand increases at Bishop Ranch;

e evaluate the impact of Clipper implementation on fares and consider
elimination of paper passes and transfers; and

e implement updated paratransit scheduling technology.
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CCCTA'’s planned capital projects include replacement of 31 fixed-route
buses in the next year, including the purchase of 4 more electric buses.

CCCTA also is planning for the installation of solar panels at the Arnold
Way facility, and reconfiguration of the parking lot to accommodate more
employee vehicles and public transit service.

Staff CCCTA staff is organized into four divisions, each headed by a Director,
along with certain separate departments. The FY2017 Budget document
lists a total of 267 employees. The breakdown by functional area was as

follows:
Transportation 194
Maintenance 40
General Administration 31
Paratransit (Non-Contractor) 2
TOTAL 267
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Exhibit 2: Organization Chart

Central Contra Costa Transit Authority
Board of Directors
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II. REVIEW OF TDA DATA COLLECTION
AND REPORTING METHODS

This section focuses on the five performance indicators required by TDA law.
These indicators have been defined by the state PUC to evaluate the transit operator’s
efficiency, effectiveness and economy. The purpose of this review is to determine if
CCCTA is compliance with the data collection and reporting requirements necessary to
calculate the TDA performance indicators. The review is limited to the data items needed

to calculate the indicators:

J Operating costs

. Vehicle service hours

. Vehicle service miles

. Unlinked passengers

. Employees (full-time equivalents)

The TDA indicator analysis is based on these operating and financial statistics in
the National Transit Database (NTD) reports submitted annually to the Federal Transit
Administration (FTA). The information reported by CCCTA covering the audit period
has been reviewed. CCCTA’s NTD reports include its bus and paratransit services.
However, consistent with FTA reporting requirements, CCCTA does not submit

employee hour information for purchased transportation service to the NTD.

Compliance with Requirements

To support this review, CCCTA staff confirmed that the data collection and
reporting procedures remain unchanged from those described in the prior performance
audit. Based on the information provided, as shown in Exhibit 3.1, CCCTA is in

compliance with the data collection and reporting requirements for all five TDA statistics.
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Consistency of the Reported Statistics

The resulting TDA statistics for CCCTA’s bus and paratransit services are shown
in Exhibits 3.2 and 3.3, respectively. Included are statistics covering each fiscal year of
the three-year audit period, plus the immediately preceding three fiscal years, resulting
in a six-year trend. The statistics collected over the period appear to be consistent with
the TDA definitions. Further, they indicate general consistency in terms of the direction
and magnitude of the year-to-year changes across the statistics. For example, increases
or decreases in annual operating costs are relatively proportional to increases or

decreases in annual vehicle service hours and miles.

However, an exception relates to the reported FY2016 service and hours and miles
for paratransit (which correspond to revenue vehicle hours and miles). They are trending
in opposite directions (hours increasing 3.5 percent over FY2015, but miles decreasing 9.8
percent). This is an unexpected situation, as these statistics normally trend in the same
direction. In explanation, CCCTA staff initially suggested that the contract operator had
temporarily changed fuel providers (between May 2015 and July 2016) to one located
much closer to the CCCTA facility. This could have significantly decreased the total
vehicle miles traveled, but would not be expected to have much impact on vehicle service
miles per se. A continuing investigation by CCCTA and contractor staff has not yet
yielded any further definitive explanation. This raises some concerns about data

accuracy, which if left unchecked, could result in further discrepancies in the future.
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Exhibit 3.1: Compliance with TDA Data Collection and Reporting Requirements

TDA Statistic TDA Definition COFTnpc::ﬁgce Verification Information
Operating Cost “Operating cost” means all costs in the operating In Fixed-route - Service related costs, calculated
expense object classes exclusive of the costs in Compliance according to several broad expense categories.
the depreciation and amortization expense Majority composed of wages and fringe benefits;
object class of the uniform system of accounts remainder includes various “service expenses” (e.g.,
and records adopted by the Controller pursuant marketing and security) and materials/supplies.
to Section 99243. Also excluded are all Reporting follows NTD categories and requirements.
subsidies for commuter rail services operated on , , ,
railroad lines under the jurisdiction of the Paratransit - Includes in-house paratranSIt-reIatgd
Federal Railroad Administration, all direct costs costs aqd payments to the contractor for.opelr ating
for providing charter services, all vehicle lease the service. By agreement, contractor’s invoices are
costs, and principal and interest payments on based on a mor_lthly fixed rate plus an hourly rate.
capital projects funded with certificates of Contractor pay includes deadhead hours.
participation.
Vehicle Service “Vehicle service hours” means the total number In Fixed Route - Ridecheck software gathers data
Hours of hours that each transit vehicle is in revenue Compliance collected by on-board Clever Devices computers
service, including layover time. and produces reports. The entire fleet is equipped
with this computer system. Vehicle service hours
are now generated by Ridecheck and uploaded each
night to the server for processing.
Paratransit - Includes hours from the time a vehicle
leaves the yard until it returns, minus lunch and
breaks. Data gleaned from drivers’ manifests and
input daily into computer.

Final Audit Report

Triennial Performance Audit of CCCTA




TDA Statistic

TDA Definition

Compliance
Finding

Verification Information

Vehicle Service
Miles

“Vehicle service miles” means the total number
of miles that each transit vehicle is in revenue
service.

In
Compliance

Fixed-route — Ridecheck software gathers data
collected by on-board Clever Devices computers
and produces reports. Vehicle service miles are
now generated by Ridecheck and uploaded each
night to the server for processing.

Paratransit - Includes miles accumulated by a
vehicle for provision of service. Data gleaned from
drivers’ manifests and input daily into computer.

Unlinked
Passengers

“Unlinked passengers” means the number of
boarding passengers, whether revenue
producing or not, carried by the public
transportation system.

In
Compliance

Fixed-route - Ridecheck software gathers data
collected by on-board Clever Devices computers,
including Automatic Passenger Counting (APC) data
and the passenger count by fare category entered
by the driver. The entire fleet is now equipped with
APC sensors and this computer system. The
passenger count data is uploaded each night to the
server for processing and report generation.

Paratransit - Includes all boardings as logged by
drivers on their trip manifests. Drivers adjust pre-
printed manifests for cancellations, no-shows, and
additional same-day trips.

Employee Full-
Time Equivalents

2,000 person-hours of work in one year
constitute one employee.

In
Compliance

Fixed-route - Consistent with TDA definition; counted
based on employee pay records.

Paratransit - Based on employee hours, as reported
by the contractor.
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Exhibit 3.2: TDA Statistics — Bus Service

TDA Statistic FY2011 FY2012 FY2013 FY2014 FY2015 FY2016

Operating Cost (Actual $) $24,100,651| $24,690,727| $25,676,872| $27,566,49