EMERYVILLE TRANSPORTATION MANAGEMENT ASSOCIATION

Chair AGENDA

Bobby Lee, At-Large Board of Directors Meeting

Residential Member January 21, 2025 @ 11:00 AM

Treasurer 1333 Park Avenue, Council Chambers, Emeryville, CA 94608

Geoffrey Sears Hybrid Zoom Link: Meeting ID: 846 6885 9348 - Passcode: 139888

Wareham

Development

Secretary 1. Call to Order

AndreWA//en' 2. Public Comment

At-Large Business

Member 3. Approval of the Minutes of the December 17, 2024 Board of Directors Meeting
(Page 2)

Vice Chair

Peter Schreiber 4. Executive Directors Report

Pixar A. Operations Report (Page 5)

Directors 5. Business Items

Colin Osborne A. Review and Consider approval of revised Amendment 2 to extent the

At-Large Business fueling agreement with AC Transit through December 31, 2025 (Page 17)

Member B. Appoint Shuttle Operations and Maintenance RFP Sub-Committee

C. Review and Consider adoption of the 10-Year Strategic Plan (Page 19)

Andrea Kirkpatrick

Oxford Properties 6. Confirm date of Next Meeting — February 18, 2025

7. Adjournment
Ally Fitzmaurice

Bay Center Investors, LLC

Laurie Berberich
SPU 2100 Powell LP.

Calvin Jordan,
At-Large Residential
Member

David Palomo,
Bay Street/CenterCal



EMERYVILLE TRANSPORATATION MANAGEMENT ASSOCIATION
ACTION SUMMARY MINUTES
Board of Directors Meeting
December 17, 2024

LOCATION: 1333 PARK AVENUE, GARDEN ROOM
EMERYVILLE, CA 94608
Hybrid Zoom Link: Meeting ID: 847 9813 7450
Passcode: 862653

Directors Present: Bobby Lee, Chair
Peter Schreiber, Vice Chair
Geoffrey Sears, Treasurer
Colin Osbourne, Director
Laurie Berberich, Director
Ally Fitzmaurice, Director

Others Present: David Mourra, Mayor of Emeryville
Daniel Oliver, ALTRANS
Janet Shipp, ALTRANS

1. Call to Order

Bobby Lee called the Board of Director’s meeting to order at 11:01am

2. Public Comment: 11:01am
No comments

3. Approval of the Minutes of the November 19, 2024 Board of Directors Meeting: 11:02am
Geoff Sears motioned for approval of the Minutes of the November 19, 2024 Board of Directors
Meeting. Laurie Berberich seconded the motion.

This item was approved by a unanimous vote.

Yes: 6
No: 0
Abstain: 0

4, Executive Directors Report: 11:03am
A. Operations Report
Daniel highlighted the ridership on the Operations Report. In November we had 40,171
passenger trips averaging 1,572. This is a reduction in ridership from last month
primarily due to Thanksgiving and the reduced service the day after. On time
performance is 89%. We are continuing to see high TripShot app usage.

B. 2025 Calendar of Actions Overview: 11:10am



Daniel updated the RFP timeline by pushing it back a month. This process will begin in
January instead of February.

Mayor David Mourra attended the meeting and shared some of his ideas for the future
in transportation for Emeryville and Emery Go Round, which can be implemented into
the Strategic Plan. This item was moved up from the end of the agenda.

Business Items: 11:25am
A. Review and Consider Approval of Amendment 2 to extend the fueling agreement with
AC Transit through December 31,2025
This will be the last Amendment and next year we will be negotiating a new contract.
Bobby Lee motioned for approval of Amendment 2 to extend the fueling agreement with
AC Transit through December 31, 2025. Peter Schreiber seconded the motion.

This item was approved by a unanimous vote.

Yes: 6
No: 0
Abstain: 0

B. Review and Consider Approval of Amendment 8 to extend the Shuttle Operations
Agreement with MV Transportation, Inc. through December 31, 2025: 11:32am
Daniel reviewed the MV price sheet. Daniel discussed it with the subcommittee and
costs were reduced. In the fixed costs there is an 11% increase due to vehicle cleaning
and maintenance, recruitment and overhead. For recruitment and overhead, the
increase showed 6 new drivers were hired which required recruitment, drug testing and
training. The variable cost was an 8% increase and overall there was a 9% increase in
shuttle operations which is 1% more than what we budgeted for, but nothing beyond
what can be handled. WBS saw an 11% increase, 8 to Go a 10% increase and The Emery
Express an 11% increase. Daniel also reviewed the cleaning and how this is being
addressed to be sure the shuttles are kept clean going forward.
Geoff Sears motioned for approval of Amendment 8 to extend the Shuttle Operations
Agreement with MV Transportation, Inc. through December 31, 2025. Laurie Berberich
seconded the motion.

This item was approved by a unanimous vote.

Yes: 6
No: 0
Abstain: 0

C. Review and Consider Approval of Amendment 4 to the Transportation Agreement with
Quarterra to extend the term of service for the Emery Express shuttle through
December 31, 2025: 11:42am
Other than the Operations costs, the only changes for the Emery Express is a reduction in
fuel costs, which is based on the actual 2024 costs to date and a reduction in operations
oversight.



Colin Osbourne motioned for approval of Amendment 4 to the Transportation
Agreement with Quarterra to extend the term of service for the Emery Express shuttle
through December 31, 2025. Peter Schreiber seconded the motion.

This item was approved by a unanimous vote.

Yes: 6
No: 0
Abstain: 0

D. Review and Consider Approval of Amendment 1 to the Transportation Agreement with
West Berkeley Shuttle LLC to extend the term of service for the West Berkeley shuttle
through December 31, 2025: 11:53am
The only changes are the operations costs, a slight reduction in operations oversight,
based on the 2024 usage, and updated pricing for the real time tracking.

Bobby Less motioned for approval of Amendment 1 to the Transportation Agreement
with West Berkeley Shuttle LLC to extend the term of service for the West Berkeley
shuttle through December 31, 2025. Laurie Berberich seconded the motion. Geoff Sears
abstained a Wareham is a partner in the West Berkeley Shuttle.

This item was approved by a unanimous vote.

Yes: 5
No: 0
Abstain: 1

E. Update on the 2025-2035 Strategic Plan and Autonomous Vehicle Discussion with
Mayor Mourra
This item was discussed earlier in the meeting after the Calendar Actions overview @
11:12am

Confirm Date of Next Meeting
The meeting date was confirmed for January 21, 2025 @ 11am

Adjournment
The meeting adjourned at approx. 12:05pm



‘ J EMERYVILLE TRANSPORTATION MANAGEMENT ASSOCIATION

C) Emery Go-Round

Monthly Operations Report
December 2024

Emery Go-Round - December 2024 Operations Report



Table of Contents

Table Of CoONtENTS oo 2
Annual Ridership SUMMaAry (YTD) c.cccoovveviviiiiiiiieeeeeeeeeeeeeeceee e eeeeeeens 3
Ridership SUMMAry ... e e e e, 4
Average Daily Ridership Comparisons (YTD) ....eeeeeriiiiiiirreeeiiiiiiiieeeeeeeeee, 4
Daily Total Ridership by Date........cueeeiieiiiiieeieeeeeeee e, 5
Monthly Total Ridership by Day of the WeeK..........cccevvvvvvvvvvieireeireennnnnee, 6
Monthly Total Ridership by Time......ccoovvvieeiiiiiiiiiecee e, 6
Additional Ridership Data..........ccuvuieiiiiiiiiiieeeeeeceeeeeeee e 7
Monthly Total Use (Boarding & Alighting) by Stop........cevvvvvvevvvvvvevveenneee. 8
ON-TiMe Performance .......coooeeiiiiiiiiieeeee e 11
LT 03] 2 o ] SRR 12

Emery Go-Round - December 2024 Operations Report



LT s |1 s|ect s|eot slest s|vst s[sotT s [991T S [69T sltet S [69T s|16T s|ect S dii| J98uassed Jad 150
LT [Z4 LT 8C 0€ 0€ 8 8 LT 9 LT [ 9 (HS/Xed) INOH 921AI3S Jad siaduassed
9£9'€ 6IT'E [ vL6'E 0907 7807 0/8'E TT9'E TSL'E €65'E 955'E 6EE'E S9S'E diysiapry Ajieq agesany
69E8Y 798€ 958€ [ 0S8€ 1Ty ¥9TY S68E 69TY 9ETY TLOY Tr9E 6911 SINOH 3IAI3S [e30L
LSE 0€ 67 I3 8 1€ 0€ 0€ 0€ 0€ I3 LT 0€ sAeq 8unesado Jo #
VLY TTET 8LS'E6 220'€0T y6T'ECT 699'€TT 909'9ZT T60°9TT 2£9'80T 8TSZIT 96L'L0T €EZ0TT Sv1°06 056'90T diysJapiy AIYIuoN [e30L
8L s|eer s [ery s |6ev s [osv s [sev s [sry s|isv s|esy HER sfors s [ers N EIE) S duL J98uassed Jad 150
9T ST LT LT LT LT LT LT 9T ST vT vT [43 (HS/Xed) INOH 32IAI3S Jdd SId8udssed
STY'T VES'T T/9'T (4743 T0L'T 99L'T vIL'T vEL'T T2L'T 1957 1257 €SY'T LO€'T diysiaply Ajleq aselany
v2S'TE G9'EEY'T 9T'955C YS'ET8'T 68'009'C 60'€68'C | ¥€9'C 18L'C 18L'C 109'C £68'C Yi'C £68'C SINOH 3JIAJS [e10L
LSE 67 67 1€ 0€ 1€ 0€¢ 0€¢ 0€¢ 67 1€ 1T 0€¢ sheq dunesadQ Jo #
S9L'80S v62'07 vL0'EY €19'LY L86'TY £088Y €817 SY6'Sh 569G 9E5'6E €16'TY 200'vE 0ZL'vE diysJapry AlYIuoIN [e30L
%9 %S9 %8S %19 %19 %C9 %9 %9 %9 %S9 %09 %v9 %LS (HS/xbd) auljasbg @INOI 31d 0 %
%LY %61 %t %91 %St %Ly %91 %61 %8 %61 %LY %61 %EY (diysiapyy |0101) auljasog AINOD 34d J0 %
%9 %0 %9- %t %L %6 %S %2 %S %ET %0T %ET %9T D3 J0lid WOif 3503123 /a50310U] 9%
- = %1 %5 0- %5~ %L %L %z %€ %S %z %8 %S YIUOW 10/1d W01 25021920 /25D313u] %
20'S $ | 8e's s | 1ss Slocy S|vey s | svy S |98 S | s8v HER S |96 s|ers S | ve's s |ors S diL J93uassed Jad 150
SS'9VL'LTL'T s | 8186L/91z S| zezisTer S| €9s16'%6ET S| €0816'6TC S | 60'v89'sET S | €€°006'T€T S | 6S5CLSTTT S [ STeovzeEr S| €9ew6'TET S | SEWI6'9TT S | €v029'9TT S | 2L TTS TET S 150) suoljetadQ
LT 9T ST LT 81 61 LT LT LT LT 9T 9T ST (HS/Xed) INOH 32IAI3S Jad SI38UdsSed
81S'T 0€S'T TLS'T 818'T £28'T LT6'T 76L'T LLL'T T18'T 95T €/9'T w9'T 915'T (Pa1y81aW) diysJapiy Ajleq a8esany
68Y'ZE G55'T 109'C £68'C 685'C 978'C 18L'C vE9'T 18L'C 18L'C €TL'T 955'C 18L'C SINOH 3JIAJS [e10L
8SE 0€ 67 1€ 6C 1€ 0€¢ 0€¢ 0€¢ 0€¢ 0€¢ 87 0€¢ sheq dunesadQ Jo #
VEEEVS €L2°07 1107 €T1'0S 69€'9Y 919'CS 19L'LY 0€L'SY 8718 SPL'9y 0027 S0y 98€'0 diysJapry AlYIUOIA [e30L

?leq 03 |ejoL

dIHSH3alY a3NIgNOD

%CL %89 %89 %S %69 %IL %69 %18 %8 %8 %69 %68 auljasng AiN0) 24d fo %

%L1~ %0 %Y %CT %8T %9 %L %L %L %ET %82 %02 D34 10l WOLf 35D3123[/3sDIIIU| %

%I1- %9- %E- %L %ST %t %2- %T %E- %L %TT %ST- YIUO J0Lid WO 35034220/35D242U] %

8EL 859 SEL €8L %08 €98 6L 12L €EL €2L 8vL 969 679 diysiaply Ajleq aselany
€0T 6 6 8 6 6 8 0T 8 8 6 8 8 sheq Sunesado Jo #
9L6'SL vz6s 6199 5979 9€TL S9LL 1665 902 7985 08LS 87L9 8955 2€0S diysiaply puaxasm AJyluo [e3oL
ajeq 03 |e10 ag 0 0 E Sny e dy e e e vZ0

dIHSYIAIY AN3INIIM

6Ly 9901 7997 8561 S80S vves 5681 vI6h 98LY 6451 ST8Y 8IEY €097 diysiapiy Ajieg a8esany
vST 1z 0z X4 0z [44 [44 0z [44 [44 1C 6T [44 sheq Sunesado jo #
€41°902°T T8€'S8 8YC'€6 TY0'vTT 90£'T0T SLE'STT 689'£0T 6.2'86 887'S0T Ti7£°00T €2T'T0T €€0°78 692'10T diysiapry A|YIuoW |e30L
%0Y %9E %6E %8E %6€E %6E %6E %0v %IY %LE %IY %SE auljasbg aINO) 3id Jo %

%1- %S5- %€ %L %6 %Z %S %S %TT %TT %ZT %91 D3 J0lid WOif 3503123 /a50310U] 9%

%C- %EL- %C- %~ %L %1~ %0 %E %Y %C %6 %C- YIUOW J0lUd Wo4f 35Da123([/asDAIIu| %

€8T 9€91T 8.91 6161 £56T 6€0C 6681 9761 1261 7981 v8LT 6.1 £09T diysiapry Ajieq agesany
SST 1C 07 (4 0z [44 [44 07 [44 [44 1C 0z [44 sheQ 3uljesado Jo #
8SE'LIY 6VEVE [ SY1'vy €ET'6E 158'7Y 0LL'TY v2S'8€ 997ty 59601 UY'LE vL6'VE vSE'SE diysiapry Aepyaam Alyuo |eloL

9jeq 03 |ejol

dIHSY3aId AVa)3am

NOSI¥VAINOI/(ALA) AYYINININS dIHSYIAIY TVNNNY D Z Dom ° OG
AY3NN3 O



Ridership Summary

In December 2024, the Emery Go-Round ridership decreased 3% from the previous month and
maintained similar levels from the previous year. Total Monthly Ridership is 49% of the 2019 pre-
pandemic total ridership baseline and 65% of the 2019 pre-pandemic passenger per service hour
baseline.

Weekday ridership in December 2024 peaked at 5:00 PM. Saturday ridership peaked at 3:30 PM and
Sunday ridership peaked at 5:30 PM

Average Daily Ridership Comparisons (YTD)
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2019 Average Weekday Riders includes Standard and Commute services. Watergate Express is included in
2019 Shellmound/Powell.
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Average Daily Riders
Shellmound/Powell Route Weekend Service

Average Daily Ridership Comparisons (YTD) (cont’d)
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Monthly Total Ridership by Day of the Week

Total Ridership by Day of the Week
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Additional Ridership Data

Total Bicycles Carried
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Additional Ridership Data (cont’d)
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Monthly Total Use (Boarding & Alighting) by Stop

Hollis Weekday Service

Hollis Boarding | Alighting TS::' % of Total Use
MacArthur BART Station 4646 4910 9556 40.0%
Berkeley Bowl SB 1146 1094 2240 9.4%
Hollis @ 59th NB 1389 183 1572 6.6%
Horton @ 59th (Amtrak) NB 267 1186 1453 6.1%
Park Ave @ San Pablo (IHOP) WB 722 723 1445 6.0%
Hollis @ 65th SB 1034 249 1283 5.4%
Hollis @ 65th NB 100 661 761 3.2%
Hollis @ 63rd SB 670 85 755 3.2%
Hollis @ 53rd SB 575 128 703 2.9%
Hollis @ 59th SB 165 458 623 2.6%
Hollis @ 53rd NB 193 369 562 2.4%
Park Ave @ Pixar EB 359 192 551 2.3%
Emery St @ 40th EB 197 341 538 2.3%
Stanford Ave @ Horton WB 55 449 504 2.1%
Park Ave @ Pixar WB 122 274 396 1.7%
Hollis @ 64th NB 18 347 365 1.5%
Hollis @ 45th SB 219 119 338 1.4%
Hollis @ 45th NB 113 144 257 1.1%
Total 11990 11912 23902 100.0%
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Monthly Total Use (Boarding & Alighting) by Stop (cont’d)

Shellmound/Powell Weekday Service

Shellmound/Powell Weekday Boarding | Alighting TS::' % of Total Use
MacArthur BART Station 6264 9396 15660 35.1%
Christie @ Trader Joe's SB 2243 579 2822 6.3%
40th @ San Pablo WB 1704 962 2666 6.0%
40th @ San Pablo EB 1444 821 2265 5.1%
Shellmound @ Marriott SB 2070 169 2239 5.0%
Shellmound @ Bay St (IKEA) NB 221 1969 2190 4.9%
Shellmound @ Christie NB 549 1366 1915 4.3%
Powell @ Police/Fire Station EB 1507 320 1827 4.1%
40th @ Horton EB 1122 671 1793 4.0%
40th @ Horton WB 683 995 1678 3.8%
40th @ Hollis WB 633 438 1071 2.4%
40th @ Emery EB 286 676 962 2.2%
Powell @ Watergate Market WB 235 707 942 2.1%
40th @ Emery WB 581 299 880 2.0%
Shellmound @ Public Market NB 324 538 862 1.9%
65th @ Shellmound 322 518 840 1.9%
The Towers 443 385 828 1.9%
Christie @ 64th SB 229 481 710 1.6%
40th @ Hollis EB 499 170 669 1.5%
Christie @ Public Market SB 434 234 668 1.5%
Powell @ The Marina 294 196 490 1.1%
Christie @ FedEx SB 135 147 282 0.6%
Powell @ Hilton Garden Inn WB 73 108 181 0.4%
Christie @ 65th SB 64 61 125 0.3%
Total 22359 22206 44565 100.0%
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Monthly Total Use (Boarding & Alighting) by Stop (cont’d)

Shellmound/Powell Weekend Service

Shellmound/Powell Weekend Boarding | Alighting TS::' % of Total Use
MacArthur BART Station 1675 1870 3545 30.0%
Christie @ Trader Joe's SB 702 187 889 7.5%
Shellmound @ Bay St (IKEA) NB 109 681 790 6.7%
Shellmound @ Marriott SB 662 87 749 6.3%
40th @ San Pablo WB 452 296 748 6.3%
40th @ San Pablo EB 303 347 650 5.5%
Shellmound @ Christie NB 162 482 644 5.4%
40th @ Horton EB 320 304 624 5.3%
40th @ Horton WB 208 282 490 4.1%
Powell @ Police/Fire Station EB 311 104 415 3.5%
65th @ Shellmound 107 213 320 2.7%
Shellmound @ Public Market NB 82 195 277 2.3%
40th @ Emery EB 72 197 269 2.3%
40th @ Hollis WB 148 116 264 2.2%
40th @ Emery WB 144 78 222 1.9%
Powell @ Watergate Market WB 54 161 215 1.8%
40th @ Hollis EB 134 50 184 1.6%
Christie @ 64th SB 86 80 166 1.4%
Powell @ The Marina 69 63 132 1.1%
Christie @ Public Market SB 63 18 81 0.7%
Powell @ Hilton Garden Inn WB 25 29 54 0.5%
Christie @ FedEx SB 16 31 47 0.4%
The Towers 11 23 34 0.3%
Christie @ 65th SB 9 8 17 0.1%
Total 5924 5902 11826 100.0%
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TripShot

Utilization

The TripShot app does not require users to create accounts and the only data that is gathered is the IP
address of the device, which changes based on the networks or cell towers that the device connects to.
Because of this, it is not possible to track the number of TripShot app users, however, it is possible to
track the number of app “sessions.” While this does not allow us to know how many people are using
the app, it does tell us how often it is used.

Total Monthly App Sessions: 9,570

Daily TripShot App Sessions
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AMENDMENT NO. 2 TO THE CONTRACT

This Amendment No. 2 to the Contract (“Amendment No. 2”) is made and entered into as of 0/ January
2025 (the “Effective Date””) by ALAMEDA-CONTRA COSTA TRANSIT DISTRICT, arapid transit
district established pursuant to California Public Utilities Code, Section 24501 et seq., having its
principal place of business at 1600 Franklin Street, Oakland, California 94612 (hereinafter, “AC Transit”
or the “District”) and the EMERYVILLE TRANSPORTATION MANAGEMENT
ASSOCIATION, a non-profit Public Benefit Corporation, organized under the California Non-Profit
Public Benefit Corporation Law, having its principal place of business at 3640 Mandela Parkway,
Oakland, California 94608 (hereinafter, the “Corporation”), collectively referred to as the “Parties”, to
amend the terms of the Contract dated 07 January 2021 (the “Contract”) as specified below.

WHEREAS, Corporation and the District entered into a Contract wherein District agreed to fuel
and service the Emery-Go-Round shuttle service buses operated by Corporation; and

WHEREAS, the Parties previously modified the Contract to exercise the First Option Period,
extending the Contract Term to 3/ December 2024; and

WHEREAS, the Term of the Contract is now scheduled to expire on 3/ December 2024, and the
District has the option to further extend the Term of the Contract for an additional priced term of
one (1) year for the second and final option period (the “Second Option Period”), as provided in the
Contract; and

WHEREAS, the District desires to exercise the Second Option Period, and Contractor is agreeable
to extension of the Term; and by this Amendment No. 2, Corporation and the District desire to set
forth their agreements with respect thereto.

NOW THEREFORE, in consideration of the faithful performance of the terms, conditions,
promises, and covenants contained in this Amendment No. 2 to the Contract, as amended to date,
and the continuing provisions of the Contract, the Parties agree as follows:

1. Definitions. Capitalized terms used but not defined herein shall have the meanings ascribed
to those terms in the Contract.

2. Section 2. Contract Term. The first paragraph of Section 2 (Contract Term) of the Contract
is deleted in its entirety and replaced with the following:

“Services under this Contract shall commence on 0/ January 2021 and continue until
31 December 2025, which includes the First and Second Option Periods of 01
January 2024 to 31 December 2024 and 01 January 2025 to 31 December 2025,
respectively. Services under the Contract shall continue unless this Contract is
terminated sooner pursuant to Section 8-Termination or extended by the Parties, as
allowed for herein. Services shall be performed at the District’s direction and within
the term set forth above hereto unless otherwise mutually agreed upon by the District
and the Corporation.”

3. Section 3. Payment. Section 3 (Payment) of the Contract is deleted in its entirety and
replaced with the following:
“As compensation for the Services provided by the District to Corporation,
Corporation shall pay to District the sum of $1.50 per gallon of DEF pumped. For
diesel and unleaded fuel pumped, the cost shall be based on the current fair market
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price. In addition, the District will charge Corporation a fuel surcharge of $0.59 per
gallon for each gallon of fuel (diesel, unleaded, and DEF) dispensed. The District and
the Corporation also agree that, due to the volatility of the fuel market, AC Transit
will adjust fuel and DEF pricing monthly during the Contract period. The District
will notify Corporation, in writing, of any proposed changes to the pricing.

The District shall submit invoices, with a payment term of net thirty (30) calendar
days, at the end of each month in which Services have been provided. Invoices should
be sent to Daniel Oliver, Executive Director, via email to
admin@emerygoround.com.”

On a semiannual basis, the parties will review compensation under this Agreement
and negotiate adjustments, if appropriate, to compensate the District and/or the
Corporation for any significant increases or decreases in the costs of any Services
provided under the Contract.”

4. Contract. Except as set forth herein, all other terms of the Contract shall remain in full force
and effect, unaltered and unchanged by this Amendment.

5. Counterparts. This Amendment may be executed in any number of counterparts, each of
which shall be deemed to be one and the same instrument.

IN WITNESS WHEREOF, the Parties have duly executed this Amendment No. 2 as of the
Effective Date.

EMERYVILLE TRANSPORTATION MANAGEMENT ASSOCIATION

By:

Bobby Lee
Board Chair

ALAMEDA-CONTRA COSTA TRANSIT DISTRICT:

By:

Kathleen Kelly
Interim General Manager

APPROVED AS TO FORM AND CONTENT:

By:

Aimee L. Steele
General Counsel
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Shuttle Operations and Maintenance RFP Timeline

EMERYVILLE TRANSPORTATION MANAGEMENT ASSOCIATION

Item

Estimated Date

Begin Development of RFP

January 2025

Appoint Shuttle Operations and Maintenance RFP Committee

Tuesday, January 21, 2025

Sub-Committee: Development, Review, and Revision of RFP

January 21, 2025 - March 14, 2025

Board: Update and Discussion on RFP

Tuesday, February 18, 2025

Board: Update and Discussion on RFP

Tuesday, March 18, 2025

Sub-Committee: Final Review of RFP

April 7 - 11, 2025

Board: Review and Consider Approval to issue RFP for Shuttle
Operations and Maintenance

Tuesday, April 15, 2025

Issue RFP

Monday, May 5, 2025

Deadline for Questions/Clarifications

Friday, June 6, 2025

Proposal Submission Deadline

Friday, June 27, 2025

Sub-Committee: Proposal Review, Interviews and
Recommendation Selection

July 1, 2025 - August 8, 2025

Board: Review of Proposals and Contractor Selection

Tuesday, August 19, 2025

Appeals Process Deadline

Tuesday, September 2, 2025

Board: Review and Consider Approval to enter into agreement
with Contractor Selection

Monday, September 8, 2025

Service Start Date

Thursday, January 1, 2026
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History & Importance of a Strategic Plan

This is the first strategic plan that has been drafted during the decades-long history of the Emeryville
TMA. Institutional history at ETMA, through past and current board members and staff, and their verbal
and written documentation has served well the ETMA to this point. As we embark on the specific
journey of attesting the financial and operational strategies to guide and facilitate ETMA into an even
more successful organization, please keep in mind that this is the first iteration of the ETMA Strategic
Plan; one in which will chart the framework and resiliency of the services and benefits we provide to the
Emeryville community, and beyond.

Strategy Framework Overview

The strategy framework this plan is built from gets to the heart of strategy-making by primarily asking
"where do we want to play, and how do we plan to win there" (WTP/HTW). This approach is designed
to intentionally steer strategy making away from a "playing to play" approach, which tends only to
reinforce existing activity. For example, the ETMA could pursue as strategy a 10% increase in ridership
year-over-year. Such a goal seems sensible and perhaps connotes operational success, yet achieving it
might come at a steep opportunity cost, a cost that can only be quantified after where-to-play and how-
to-win choices have been established. By clearly staking out winning aspirations, and the where, why
and how to achieve them, the ETMA will avoid only aiming for operational metrics. Instead, it will have
crafted a winning strategy reflective of the dynamic playing field in which it exists.

The following diagram illustrates the itterative and self-reinforcing flow of the strategy decisions we will
be making.

Figure 1: The Strategy Cascade
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A Preface to Strategic Planning — The ETMA’s Foundational Documents

The following summaries are an overview intended to highlight the purview, purpose and latitude of the
ETMA.

Articles of Incorporation

In crafting a vision for the ETMA, it’s important to have context of the stated purposes of the ETMA.
Dated June 3, 1996, the Articles of Incorporation state:

“...(the ETMA’s) purposes are to mitigate traffic congestion and develop (a) transportation
system and demand management strategies by coordinating the business community’s efforts
and working cooperatively with local government to address common transportation concerns,
improve accessibility and mobility, and provide transportation services.”

ByLaws

Expanding on the corporate charter, the original and amended versions of the Bylaws further delineate
the ETMA’s purpose:

“...1) reduce traffic congestion, 2) reduce air pollution, 3) reduce commuting costs, 4) generate
joint public/private sector approaches to solving transportation problems to/from the area
served by the Corporation, and 5) create a central information service for ridesharing, public
transportation and other transportation-related subjects.”

Established nearly three decades ago, these statements still provide the basis for the ETMA’s purpose
and are reflected in the new Where to Play/How to Win choices.

Shuttle Bus Funding Agreement

This agreement between the ETMA and the City of Emeryville states the ETMA must provide shuttle
services between commercial and residential sites in the City of Emeryville and the MacArthur BART
Station in Oakland, in accordance with the "Service Parameters" attached as Exhibit A.

Exhibit A in the Shuttle Bus Funding Agreement 2017 notes:
e Days of service
e Authority on service planning (routing, stop locations) belongs to the TMA Board of Directors.
e Scheduled service times may vary by route

e Standard operating hours are from 5:45am to 10:30pm on weekdays, 8:30am to 10:30pm on
Saturdays and 9:00am to 7:30pm on Sundays.

e The TMA Board may determine an alternative schedule to meet revised service demands and or
budget constraints.

PBID Management Plan

The purpose of the Emeryville Citywide Property and Business Improvement District is to provide a long-
term, stable and equitable means of funding the Emery Go-Round shuttle service.
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Defining the Current Strategy and the Strategic Problem

The Current Strategy

The post-pandemic strategy of the ETMA has been to continue shuttle operations while monitoring and
assessing potential service changes as needs arise. This strategy has been primarily reactive as the
pandemic brought a lot of unknowns, making it difficult to plan too far into the future. After the fact,
ridership recovery has been much slower than originally anticipated by management and the board.

The Strategic Problem

In a transit landscape changed by the Covid-19 pandemic, the ETMA's core offering, the Emery Go-
Round (EGR), saw a drastic decline in ridership. At the worst, ridership was down to 10% of pre-covid
levels.

Figure 2: Ridership at Notable Benchmarks

Notable Benchmarks Annual Ridership
Highest 2014 1,679,857
Pre-COVID Baseline 2019 1,312,474
Lowest 2021 293,082
Prior Year 2023 508,765
Current Year (Projected) 2024 549,969

Although much of society has returned to pre-pandemic norms and levels, EGR ridership recovery has
been unexpectedly slow, with projections for year-end 2024 just under 42% of the pre-covid baseline.
Hopes of waiting out the pandemic to eventually resume operations at prior levels did not materialize.
To put the problem in business terms, the ETMA is facing declined end-customer value: users of ETMA
services are less enthusiastic about the offerings than they used to be. Correspondingly, the ETMA’s
value proposition under the current strategy has diminished. The ETMA board has chosen to approach
this strategic problem as an opportunity to craft a new, winning strategy, creating end-customer value
where and how it is now needed.

Strategic Plan

The following pages detail a strategic plan which will be systematically developed, implemented and
applied over the next 10 years. Namely, it is how the ETMA has determined to address its strategic
problem. The plan isn’t merely prescriptive, but illustrative and consultative of options. Planning for a
decade out needs built-in flexibility and mechanisms to adjust according to evolving environments and
new data. Just as in football, where the quarterback is empowered to call an “option” to adjust away
from a pre-determined play, this plan should be applied in a similar way, where the board and
management can adjust to the live context of the field in which the ETMA operates.
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Winning Aspiration

A winning aspiration is essential to strategic planning. Its purpose is multifold: creating a shared vision
and expectations for the future and setting goals and direction that are more than just metrics.

Through numerous planning sessions regarding the strategic plan, the ETMA’s winning aspiration has
been crafted as follows:

“Become the simplest way to get around Emeryuville, attracting former and new
passengers with a frictionless, community oriented, multimodal service.”

Where To Play

With a winning aspiration defined, the next step was to assess: Across the potential field available to us,
where will we choose to play? Where to play possibilities were generated along four major categories
(broken down in figures 3-6), resulting in a list of options aimed at exploring how the ETMA’s services
might successfully expand by focusing on specific segments.

Although the items listed in the tables below might seem like the ETMA will be “playing” everywhere,
keep in mind, not all segments will be served at the outset, nor will all product categories be
implemented overnight. On-going surveying, data collection, and a set of concrete goals and metrics
will assist the ETMA board in determining whether to continue investing in any particular option, divest
into another, or operate multiple options in parallel.

Figure 3: Customer Segments ETMA Serves

Current Passengers | Existing ridership

. . Owners

Emeryville Residents
Renters

Office Tenants Employers
Employees
Tourists

Travelers Business professionals
Hotel occupants
Daily

Shoppers Weekenders
Seasonal/Holiday

Non-Shuttle Users Active transportation users
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Figure 4: Distribution Channels

How we will get our services to customer segments:

Mid-tier offering reflected especially in vehicle interior, some

Shuttle Vendor noteworthy features and relatively distinct passenger experience
compared with other public options
Rideshare Vendor Uber, Lyft

Hotels (via check in info, inserts, etc)

Corporations (HR department, commuter benefit)

Property Managers (tenant contacts, displays in common areas)
Visitors Bureau (kiosks, handouts)

Transit pass distribution, transit rewards app and user

Local Organizations

ETMA Management Team

management
Bike Share Vendor Bay Wheels
Scooter Share Vendor Veo

Figure 5: Product Categories

What services we will provide:

PBID funded

Conditionally mandated

(e.g. the Emery Express)

Elective (e.g. West Berkeley)

Tail-end ride hail

Non-Shuttle Modes Bike Share

Scooter Share

Rewards App

Guaranteed Ride Home Program

Subsidies for qualified demographic (Low income
workers, low income households, students)

Shuttle Service

TDM Elements

Multi-modal subsidies

Figure 6: Geographic Areas Served

Hollis

Shellmound

Emery Express

West Berkeley Shuttle

Existing

Stops Express peak service on highest capacity runs
Newly Conditioned Developments

Ride-Hail Within Emeryville city limits and pre-designated transit
Bike Share Existing Docks

Scooter Share | Existing Inventory

Online Tripshot/Transit rewards apps/loyalty programs

Routes
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How To Win

In our chosen place to play, how will we choose to win there?

If up to this point, the ETMA’s operations and strategy can be defined as “playing to play”, then “playing
to win” should look distinctly different. Even when at the operational level there are aspects of the
status quo, such as the ETMA still providing shuttle service, defining how to win with shuttles, and
various other offerings sets the ETMA on a new trajectory to restore and grow end-user value of its
services. The following are the ETMA’s “how to win” choices, expanded upon further in the “What
Capabilities Are Necessary” section.

HTW 1 - Provide an offering distinct in its quality, comfort, and contribution to civic pride.

Currently, the core offering of the ETMA is the Emery Go-Round (EGR) shuttle service. 6 of 21 vehicles in
the EGR fleet are due to be replaced in the next year. The timing works to make a notable change in the
model of buses the ETMA acquires to align with this how to win choice. Not all future buses have to
follow suit, but these upcoming replacement vehicles will serve well as a pilot for this HTW choice.

During board meeting conversations around the topic of fleet procurement strategy, a set of questions
has often surfaced:

Over the next ten years, are we going to continue offering the same level of shuttle
service, decrease service, and/or branch into non-shuttle offerings?

It's important to keep referring back to the winning aspiration, “Become the simplest way to get around
Emeryville, attracting former and new passengers with a frictionless, community oriented, multimodal
service.” Starting off this strategic plan period at the current level of service will give us a baseline from
which to measure our marketing and engagement effectiveness, and the adoption of non-shuttle
offerings. Inherent in the spirit of this plan, the ETMA will continue to invest in whatever is achieving
the winning aspiration and divest from what is not.

How do we know whether to invest in electric bus infrastructure if we don’t know
how many buses we will be providing in the future?

We won’t/can’t know. The only way to move forward here is to decide:

a. Because we don’t know, we won’t pursue electrification.

b. Because we don’t know, we will make hedged, incremental changes and investments to our
operations infrastructure.

Decision “b” aligns with the ETMA’s winning aspiration, while “a” does not.
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How do we know what size vehicles to purchase if we don’t know what service we will
offer in the future?

Similar to the question above, if the ETMA’s winning aspiration is, “Become the simplest way to get
around Emeryuville, attracting former and new passengers with a frictionless, community oriented,
multimodal service,” then at least maintaining existing levels of shuttle service should be the basis of
vehicle purchases. A reduction in shuttle service capacity or frequency would inhibit transportation in
Emeryville, adding friction and decreasing simplicity.

There already is occupancy tracking to understand the capacity efficiency of our fleet. Prior to purchase
of a shuttle bus, ridership analysis will show the sufficient size bus, taking into consideration trends in
net ridership growth, the cost difference between various vehicle models, and the cost to move up to a
larger bus due to capacity constraints.

In 2024, around 5% of EGR service was at or over capacity.

HTW 2 - Provide ubiquitous multi-modal availability.

The ETMA’s articles of incorporation and bylaws task it to, in part, “improve accessibility and mobility,
and provide transportation services,” and “reduce traffic congestion...air pollution...commuting costs...”.
Historically, this has been carried out by providing shuttle service. With the changes in transit use
brought about by COVID, expanded methods are needed to continue carrying out the ETMA’s stated
purposes. Bike share, scooter share, multi-modal subsidies for qualified individuals, and tail-end ride
hail will supplement existing transit with diversified transportation methods and financial assistance.
HTW 3 - Create a presence of value-add in the community

The following are a few ways the ETMA will carry this out:

a. Contributing to and/or lobbying for MacArthur BART clean up, and/or West Oakland and
Berkeley stations.

b. Improving quality of life in the communities served by reducing carbon emissions and noise
pollution from gas/diesel engines.

c. Undertake an aggressive marketing campaign to persistently inform all customer segments
about the various benefits the ETMA makes available to them.

d. Modern looking vehicles and livery which contribute to a sense of pride.
e. Fostering a community that feels safer by providing early morning and late night ride-hail.

HTW 4 - Adhere to “differentiation” as our chosen sustainable competitive advantage

The EGR will stand out amongst other Bay Area transit services by providing a distinct transportation
offering which has noteworthy features/comfort and a distinct passenger experience compared with
other public options.

The ETMA will not seek, above all else, the lowest cost method of providing its services, but the method
which has the best chance of achieving the winning aspiration. Of course, such decisions must be made
within the financial and operational capabilities of the ETMA which is reflected in CAP-6 further on.
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What Capabilities Are Necessary to build and maintain to win in our chosen manner?

CAP 1 - Scaling operating and administrative costs through acquisition and consolidation

Being in a transit-rich region, with multiple BART stations hemming in Emeryville, there is a chance of
duplicative routes, or overlapping routes, to be consolidated into one. Acquisition of another area
shuttle program and its revenue stream could be beneficial to the ETMA under the right conditions.
Such an undertaking would have to strike the right balance of not displacing current passengers if any
existing stops are removed, and not adding too much more time to the existing schedule when serving
the newly incorporated ridership. Part of annual service planning (CAP 5) will incorporate a review of
area shuttle routes which may be forming or are being discussed vis-a-vis the city development process
in Emeryville, Oakland, and Berkeley.

Providing new stops prior to creating new routes for respective developments is also necessary to
operate at scale. The Emery Express is a key example of a route which could instead be a stop on the
existing Hollis route. With MacArthur station serving nearly the entire BART system, the non-stop trip to
West Oakland BART for the relatively small ridership of the Emery Express should be considered for
incorporation into the Hollis line in 2027 when it is due for renewal. Per the site’s conditions of
approval, provision of a community shuttle from the project site to the West Oakland BART station is
only required for the first five years of operation. It's uncertain at this time what level of funding could
be expected if the route were to convert into a stop.

Figure 7: 2024 Average Monthly Ridership

Route Qty
Emery Go-Round (Hollis + SP) 40,000
Emery Express 900
Total Combined 40,900
Emery Express Contribution to Ridership 2.2%

CAP 2 — Marketing

Carry out an aggressive marketing campaign to key customer segments to promote and grow awareness
of services. This doesn’t have to be an overly complicated strategy, especially at the outset. For
example, of the numerous hotels on the EGR route (Hilton Garden Inn, Hyatt House, Sonesta, Four
Points, and Extended Stay America) only Hyatt House mentions EGR on their website. These kinds of
basic optimizations to the visibility of ETMA’s services are common sense, and likely free to accomplish.
Updates such as these do not just benefit the ETMA, but make the hotels’ offerings look more robust to
potential occupants. Working with those listed in the distribution channels above, and communicating
across the spectrum of business in Emeryville can achieve similar, easily captured results.

A more systematic, campaign-style marketing approach should also be developed utilizing a marketing
coordinator who facilitates content creation, publishing, engagement and analytics.

Figure 8: Recommended Marketing and Engagement Elements
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Recommended Marketing and (or Strategy? a plan of action or policy designed to achieve a
Engagement Elements major or overall aim)

Part-time marketing coordinator | Will carry out a systematic marketing campaign.

One example is TailWind, an online service which assists with the
Online marketing tool/vendor majority of content creation. Marketed as “The tool that feels like
a marketing team.”

Annual off-board survey Build a profile of who isn't using the service and why.

Hosted periodically by marketing coordinator to get a deeper look
Focus groups . ] .
into our customer segments and how we can win with them.

A standard, essential component of understanding our existing
Annual on-board survey ) ) . o
ridership makeup and how our service could be optimized.

Utilize various methods and channels to reach diverse customer
segments.

Social media

Integrate with existing lobby signage or work with
owners/property managers to install. Section VI of the city’s
standard conditions of approval states, “Prior to the issuance of a
building permit, the Community Development Director shall
confirm that the final building plans for the project incorporate a
Digital signage in office lobbies transportation information display including Berkeley and
Oakland biking and walking maps (which include Emeryville);
BART, AMTRAK, AC Transit and Emery Go-Round route maps,
schedules and fares; and NextBus, 511 and Zipcar contact
information. The display shall be placed in a prominent location
convenient to building occupants.”

The style of the wrap (yellow bar with purple highlights) has been

around since at least 2007. The last wrap that was done was in
Refreshed bus

) . 2019 and cost about $1000. However, based on current quotes, it
wrap/design/livery/logo

will likely be closer to $3-4k each. New wraps/styles can be
phased in with new vehicle purchases.

. . A refreshed website to coordinate with any major EGR stylistic
Website redesign

updates.

The current budget line item for marketing falls under Membership & Public Outreach, allotted $10,000
annually. It's recommended additional funds be allocated from the 2025 Pilot line item to support a
marketing “pilot”, and a line for Marketing be permanently designated in future budgets. The dollar
range to allocate to marketing varies, and is commonly derived from a percent of total revenue.
Different sources have different strategy behind the amounts they budget. A short list of notable
sources recommend the following:

e The Business Development Bank of Canada - For Business-to-Customer (B2C)
companies...between 5 and 10% (of revenue). [A] good way of narrowing your target budget is
to research what’s common for your industry and what your competitors are spending.!

1 What is an average marketing budget for a small business? | BDC.ca
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e SalesForce - On average, B2C brands that provide services spend 15% of their revenue on
marketing.?

e The Young Entrepreneur Council - 5% to 10% to maintain current levels of growth...3

Even at the low end of these percentages (5%), accounting only for PBID revenue ($4.7M), it equates to
a marketing budget of $230,000. The 2025 pilot fund of $500,000 has the means to cover this, and it
would come at the cost of funding other pilot programs. To get closer to an apples-to-apples
comparison, if not in size, at least in terms of industry, in 2024 AC Transit spent 2% of their budget on
marketing (511M out of a half-billion-dollar budget). To follow suit would set ETMA’s marketing budget
closer to $100,000. With the considerable amount of upstart which the ETMA’s marketing effort will
require, a middle ground of 3% of total revenue ($142,000) may be appropriate.

CAP 3 - Networking

The ETMA will begin networking routinely with other SF Bay Area TMA’s in order to learn best-practices,
share information, ideas and where applicable, resources. ETMA’s management team, provided by
ALTRANS TMA, Inc., can provide the facilitation between the current and newly forming TMA’s.

Besides ETMA, ALTRANS is currently providing executive leadership at Palo Alto TMA, San Leandro TMO
and is in the process of creating the Peery Park TMA in Sunnyvale. ALTRANS has also been hired to
research a new TMA for the City of Redwood City and have close networking connections at the
Alameda TMA, West Alameda, Mission Bay, San Mateo Rail Corridor and Mountain View TMA.

In 2025, ALTRANS will invite and host leaders from each of these TMA’s, and volunteer members from
Association of Commuter Transportation (ACT) TMA Group to a joint SF Bay Area TMA
conference/meeting where we formally start sharing information, ideas and resources and determine
the overall need for this supportive TMA and possible next steps.

CAP 4 - Non-shuttle program elements

Bay Wheels Bike Share

In April 2024, the MTC and Lyft partnered to expand the Bay Wheels bike-share to the East Bay.
Emeryville is host to 12 docking stations throughout the city. The locations and capacity of each docking
station were based on decisions by the City of Emeryville, with each dock averaging a labor and
materials cost of $40,000 — 45,000.

To use this service, the prices range from single rides at $3.99, to the annual membership of $150, which
provides unlimited 45-minute rides on regular pedal bikes and e-bike rides for 15 cents per minute. If no
pedal bikes are available, cyclists can check-out e-bikes for free. A Clipper card or the Lyft app is used to
unlock and pay for a Bay Wheels bike. The bike docks are well dispersed around the city and have
convenient connections at mass transit hubs. Their availability should be part of the ETMA’s marketing
strategy. As well, providing access to the bikes via subsidies should be part of the ETMA’s move into
non-shuttle offerings.

Notable Bay Wheels usage statistics from the month of October 2024:

e Of the 1,476 trips originating in Emeryville, 94 of the trips ended at the MacArthur BART station
and 114 ended at the West Oakland BART station.

2 How to Create a Marketing Budget | Salesforce US
3 How Much Should You Spend On Marketing
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Of the 1,567 trips ending in Emeryville, 127 of the trips originated at the MacArthur BART
station and 84 originated at the West Oakland BART station.

513 trips both originated and ended in Emeryville.

The average time spent on a Bay Wheels bike which started or ended in Emeryville was 17
minutes and 11 seconds.

The Bay Wheels use data warrants further analysis, and currently indicates some important trends about
what bike share is being used for, and how it intersects with existing transit offerings:

The bike share at 65 and Hollis has the highest usage, and the 65" and Hollis shuttle stop has
the third highest ridership on the Hollis line. The most visited destination of these rides is to
West Oakland BART, with Ashby BART not far behind.

Beyond the bike share at 657 and Hollis having high use, the data indicates people are opting for
bicycles even in the presence of transit.

The use of bike share to reach BART stations other than MacArthur could indicate an
opportunity to modify EGR service.

There may not be sufficient understanding by residents and employees of the existing transit
options which connect to BART. For example, due to the absence of the Emery Express on the
EGR service map, it may not be clear the Hollis line can be used to connect with the Emery
Express to reach West Oakland BART. If this is the case, it points to a marketing opportunity for
the program.

Multi-Modal Pass Subsidies
a. Clipper Passes

Clipper Start Discount Fares: Clipper START is a pilot program administered by the MTC to
provide single-ride discounts to eligible riders. Participants receive a 50% discount on virtually all
Bay Area transit services. Identifying how many EGR passengers may benefit from this subsidy
will inform our marketing efforts and encourage further use of ETMA service. Program
requirements: Income must be below 200% of federal poverty level based on the number of
people in your household (1 person household max $30,000 income, 2-person household
$40,000, 3 people $51,000, 4 people $62,000, etc.).

Clipper BayPass: Clipper BayPass is a pilot program administered by the MTC to provide
unlimited access to all Bay Area transit systems through a single, all-inclusive pass. The eligibility
for the pilot is that the accepted applicants must purchase passes for all employees/persons in a
defined group (e.g. all employees in the accounting department of “Company X”), with a
minimum of 50. The passes cost approximately $200/per person/year. While the ETMA would
not fund these passes directly, the MTC allows for a single administrator to hold the contract for
multiple businesses. If the ETMA were to enter into contract with multiple Emeryville-based
businesses, it can serve as the sole applicant/administrator to the MTC, increasing its potential
for acceptance.
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b. ETMA Funded Discount Fares and Pre-Paid Services

Whereas the Clipper Start and BayPass programs are Bay Area wide services, the ETMA should consider
providing a subsidy for residents and employees in Emeryville. This could take many forms and be
arranged under various criteria, such as demographic (student, senior, etc.), benefit amounts, and
offerings:

e Pre-loaded clipper card
e Annual membership to Bay Wheels or Veo E-Scooter

e Purchase and distribution of AC Transit's EasyPass fare discount program to groups of 100
people or more such as ETMA members, small businesses, employees and residents, etc.

Transit Rewards App

Partnership with and marketing of a transit rewards app will make the ETMA’s offering more valuable to
existing users and enticing for new ones. As well, apps such as Agilemile directly benefit the local
community by directing the reward into foot traffic for local businesses. Agilemile tracks your trips and
then gives discounts on goods and services in your area.

E-Scooter Share

Veo is the e-scooter share provider in Emeryville listed on the city’s website. Correspondingly, Veo’s
website lists Emeryville as one of its served locations, however, upon use of the app, there is no
indication of any scooters being available within the city. Aninquiry is out to the company to determine
timelines for implementation and inventory availability. Once Veo, or a competing vendor becomes
available in Emeryville, the marketing coordinator should work to publicize it along respective channels.

Guaranteed Ride Home Program

The Alameda County Transportation Commission provides Guaranteed Ride Home (GRH) free to people
who work in Alameda County and register for the program: up to 10 trips home per year, reimbursing up
to $125/trip, with a S600 cap per year. This program is marketed as “insurance for your commute” and
with such a robust reimbursement amount and availability, could be the tipping point in someone’s
decision to begin using a non-SOV mode of transportation.

As the ETMA invests in social media and other forms of marketing, the availability and benefits of the
GRH program are a low hanging opportunity in terms of content matter. Marketing channels directed
towards employers and employees in Emeryville should make this benefit a cornerstone communication
point.

Late Night Ride Hail
Included below is a short case study for how the ETMA may approach this new offering:

In 2022, San Jose State University (SJSU) launched a new transportation service for students through the
ride-hail company Lyft, offering students an alternative to pre-existing shuttle services and inefficient
police escort services. The SISU Lyft Evening Ride program affords three subsidized rides per month.
The covered portion is up to $7 each trip and students are charged the difference for trips exceeding the
subsidy. Hours of operation are Mon-Fri 7:30PM — 12:30AM, and must start or end in the coverage area
(SJSU main campus). In October 2024, the program had 336 unique riders and 557 total rides.

As the ETMA considers offering a similar service in Emeryville, it’s important to note the subsidy’s
effectiveness is relative to a few factors:
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e For the SISU program, the campus is guaranteed as the origin of the trip, so the distance to area
transit hubs (thus potential cost) is a fairly known quantity. If the city limits of Emeryville were
used for the ETMA'’s ride hail program, the total trip cost would vary more.

e The Associated Students fund the SISU program, so the funding for their ride hail subsidy
competes heavily with other ASB fee allocations (services). Being able to allocate more than $7
per trip may make the service more viable.

e The hours of operation span 25 hours per week. Providing fewer hours per week would allow a
higher subsidy amount.

e The hours of operation are late in the day, making the program only viable to those enrolled in
evening courses, or who live on campus. In a similar way, usefulness of an ETMA ride-hail
program will be dependent on when it is offered and who is around to make use of it.

e The amount of people who have access to the SJSU program (enrolled students) is recorded as
37,500 and its recent use is close to 1% of that figure. As of 2022, the combined population and
workforce in Emeryville was 21,577. This is important for the model below.

As shown in figure 9, If the ETMA were to expect a similar result of 1% use, the next step would be to
select a budget amount which the board believes will generate significant enough value to the end user.
As mentioned above, a higher subsidy amount may increase the expected use rate above 1%, and thus
decrease the budgeted trips per month.

Figure 9: Budget and Subsidy Per User

Population + Workforce
21,577
Subsidy Per Trips per Expected Use
Budget Trip Month Rate (set to 1%)
$20,000 $7.72 216 1.00%
$30,000 $11.59 216 1.00%
$40,000 $15.45 216 1.00%

CAP 5 - Service Planning

Considering the City’s Active Transportation Plan (ATP)

The ATP is representative of a 10-year period of infrastructure improvements. Some of these
improvements will provide greater access to the EGR, and it’s important to identify which ones do, and
lobby for their priority within the CIPs budget allocation process. These improvements, discussed in
ch.4, range from “spot improvements” to “major projects”.

Emeryville’s Climate Action Plan (CAP) 2.0 sets a goal of a 40% reduction in GHG emissions by 2040. One
of the objectives to achieving that is “Reduce the carbon intensity of vehicles through cleaner fuels and
electrification by 30%.” Considering the on-going conversation regarding the future of the ETMA’s fleet,
a partial (30%) fleet transition by 2040 should be considered.

Programmatic recommendations for education and encouragement are summarized in ch.4, pg.60. The
EGR should be an essential component of all active transportation education and encouragement done
by the city. Working with city staff, the BPAC, and other groups will be important to ensure an EGR
component is included in their programming. Targeted Outreach is also mentioned, p.61, which
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requires a more nuanced approach. Outreach to non-English speaking groups, and the development of
non-english EGR resources would be natural elements of targeted outreach.

On pp.63-64, the plan lightly touches on enhancing the City’s standard conditions of approval (COA) for
site development “to implement Employer-Based Encouragement Programs / Bicycle Friendly Business
Programs”. The ETMA Board may want to discuss how else to enhance the city’s COA to further support
transit sponsorship and participation.

The 40%™ Street Multimodal Project has the potential for significant positive impacts in the accessibility
and efficiency of EGR service on and around 40th Street. Understanding the timeline of these
improvements will inform service planning for the EGR. Also, any data gathered today surrounding EGR
accessibility or service along 40™" street, must be viewed in light of the fact that much will change there
in the following years.

Near the end of Exhibit A, p.153, the plan notes the five-year CIP budget for ped/bike projects, a cycle
which renews in 2025. It’s in the interest of the ETMA to piggyback, however possible, on related
surveying or studies done via this budget.

Service Schedule Alignment

A key aspect of facilitating a successful first/last mile transit program is ensuring that the shuttle aligns
with the schedules of the neighboring/source agencies, such as BART and Amtrak. With BART trains
arriving every 6-7 minutes and Amtrak trains arriving approximately every hour, Emery Go-Round'’s
existing 15-minute headways on the current schedule allows passengers to board with minimal layover.

40th Street Multi-Modal/Emeryville Loop Projects

The key aspect of the 40™" Street Multi-Modal and Emeryville Loop projects, as it pertains to Emery Go-
Round, are the development and implementation of dedicated bus lanes. These lanes will provide
reduced bus travel times during peak rush hours and improve transit connections to employment,
services, and other regional transit.

System-wide Review
In the interest of optimizing shuttle operations, service planning reviews will occur annually to assess:

e System-wide stop usage review to zero-in on successes of highly used stops and areas for
improvement on seldom used stops.

e Potential for moving or removing stops based on usage and stop-area changes such as shuttered
businesses, re-zoning or re-purposing of a building, etc.

e Where redundancies can be eliminated, such as stop 4, Hollis and 45™ NB. This is the least used
stop on the route and is a 4-minute direct line-of-sight walk to stop 5. With heavy industry
lining the span of stop 3 to stop 5, and stop 4 heading away from BART during that NB segment
of the route, a closer look should be taken at whether to keep this stop operational.

e Where the passenger experience can be improved such as working toward the creation of a
waiting area at MacArthur BART where passengers can wait inside the station and watch a real-
time arrival screen instead of waiting outside the station at the curb.

e Exploring limited or express “out-and-back” service for certain peak commute hour trips.
Similar to mass transit, these can be run in parallel with standard (local) service.

e Potential of seasonal or holiday routes to serve a needed park-and-ride function, and also
market the ETMA’s programs to non-users.
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e Review of area shuttle routes which may be forming or are being discussed vis-a-vis the city
development process in Emeryville, Oakland, and Berkeley.
Fleet Replacement Decisions
The fleet replacement schedule that follows, and the two corresponding capacity utilization graphs
provide essential reference points regarding service planning for existing routes and pilot programs.

Some takeaways and assumptions from the data:

e Around 95% of service is under the 32-passenger capacity.

e Medium-duty (MD) buses with less seating can be utilized for much of the existing service. We
currently operate all heavy-duty (HD) 32 passenger buses.

e Future bus purchases will cost less than anticipated if the board opts for MD instead of HD.

e A small surplus of MD buses could provide the needed seats per hour to run express/high frequency
service during peak hours. A surplus of HD buses would cost much more without delivering greater
results.

e Sprinter transit vans or similar with a customizable seating layout could be a more cost and
operationally efficient vehicle for early/late service.

e The ETMA won'’t be locked into a lower capacity vehicle option. Only a handful of vehicles are
replaced each year, so, as the need comes about, the ETMA will have the opportunity to purchase
HD buses in subsequent years.
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Figure 10: Planned Retirement Year of Fleet Vehicles

Note: Darker red indicates comparatively higher mileage. Related, 8 of 21 vehicles are past their
planned retirement year.

683 2013 INTERNATIONAL UC _ 0 2020
207 2014 INTERNATIONAL 3200 142019 83 2022
208 2014 INTERNATIONAL 3200 138622 0 2022
215 2015 INTERNATIONAL 3200 117662 2 2023
216 2015 INTERNATIONAL 3200 133519 6225 2023
920 2016 INTERNATIONAL 4300 _ 14406 2024
921 2016 INTERNATIONAL 4300 148941 15364 2024
922 2016 INTERNATIONAL 4300 166599 7770 2024
649 2016 INTERNATIONAL 4300 135012 15960 2025
650 2016 INTERNATIONAL 4300 135057 16468 2025
651 2016 INTERNATIONAL 4300 162023 18383 2025
696 2017 IC CORPORATION RC505 152169 17557 2025
697 2017 IC CORPORATION RC505 152169 11917 2026
698 2017 IC CORPORATION RC505 127644 20211 2026
8698 2018 INTERNATIONAL 4300 134993 17916 2026
8699 2018 INTERNATIONAL 4300 142124 22073 2027
8700 2018 INTERNATIONAL 4300 118816 17622 2027
8701 2018 INTERNATIONAL 4300 110684 15209 2027
751 2019 INTERNATIONAL PC505 89268 3764 2028
752 2019 INTERNATIONAL PC505 91097 18072 2028
753 2019 INTERNATIONAL PC505 80804 19744 2028
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Figure 11: Shuttle Capacity Utilization, % of Trips

This chart indicates how full buses are on average.
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Figure 12: Average Shuttle Utilization Capacity

This chart indicates how full busses are during 30 minute segments of service.
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Express/High Frequency Service

Keeping in mind the Fleet Replacement section just prior to this one, there are two pilot service options
to consider:

e Express — A direct, point-to-point or limited stop service from highly utilized stop(s) to BART.
Only benefits peak hour ridership at specific stops and shortens trip time depending on how
many stops are served.

e High Frequency — Decreased time between vehicle arrivals (from 15 minutes to, for example, 7
minutes), decreasing passenger wait times by 50%. Benefits entire ridership equally.

Either pilot would add an expense of around $70,000 per year for 4 extra hours per day (based on 2025
pricing).

Both options line up with the winning aspiration: “Become the simplest way to get around Emeryville,
attracting former and new passengers with a frictionless, community oriented, multimodal service.”

Fleet Automation

The title of a Bloomberg article from October 2022, Even After $100 Billion, Self-Driving Cars Are Going
Nowhere, belies the potential autonomous vehicles (AVs) have, albeit in certain contexts. Making robot
cars that can drive more safely than people is immensely challenging because self-driving software
systems simply lack humans' ability to predict and assess risk quickly enough, especially when
encountering the unexpected, known as "edge cases." When it became clear that the era of robotaxis
was still distant, investors in 2021 shifted instead to self-driving truck companies that promised a faster
route to market by hauling freight autonomously - arguing it would be easier to develop AVs to operate
on highways at high speed without pedestrians.

When and how the ETMA will be able to utilize AVs depends on how much industry is willing to invest to
bring the technology to a viable level. When Ford Motor Co and Volkswagen AG pulled the plug on self-
driving unit Argo Al in November, Ford CEO Jim Farley said a profitable robotaxi business was still many
years away. In stark contrast, rival General Motors Co burned through nearly $2 billion in 2022 on its
robotaxi unit Cruise, and said it anticipates spending even more in 2023.

Are there any companies soliciting cities as a testing ground? What is the process to become a testing
ground for a given autonomous vehicle vendor?

As AV technology improves, there may be more opportunity for an ETMA route to become a testing
ground. May Mobility is known for its autonomous shuttles used in urban environments. The company
focuses on providing transportation solutions in cities with a focus on microtransit and mobility-as-a-
service. They may be a potential partner in making AV service a reality for the ETMA.

Zoox is a local example of AV in the Bay Area. Where does Zoox operate?

A June 2024 Newsweek article notes Zoox started operating an autonomous taxi service between two
buildings (1 mile apart) in Foster City, CA, in 2023. Their robotaxi operates in the SF Bay Area, Seattle,
Las Vegas, and will be operating soon (if it isn't already) in commercial districts of Austin and Miami. It’s
noteworthy to mention Amazon purchased Zoox for $1.3 billion in 2020, a sign of Zoox’s potential to
grow.

How many autonomous vehicles are on the road?

Current Figures: There are approximately 26,560 autonomous vehicles on the road globally in 2024.
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US Projections: In the US, sales of autonomous light vehicles are forecasted to reach about 230,000
autonomous mobility-as-a-service units by 2034, suggesting a market share of less than 1.5% per year.

Global Testing: Over 1,400 self-driving cars are currently in testing.

Do AVs save the operator money in the long term?

Yes, because of the labor savings from not needing a driver. This is the main reason private investors
have sunk over $100 billion into autonomous vehicles. Source: Even After $100 Billion, Self-Driving Cars
Are Going Nowhere - Bloomberg (2022 article).

What are some notable geographies where AV is working?
San Francisco, Mountain View, Palo Alto, Phoenix, Las Vegas, Austin, Miami
Notable AV Vendors

e May Mobility is known for its autonomous shuttles used in urban environments.

e Nurois increasing the number of AVs in Mountain View and Palo Alto.

e Waymo is part of Alphabet (Google is parent company), operating in Phoenix, LA and SF.

e Tesla focuses on robotaxis

e Cruise is General Motors' AV technology company

e Aurora’s Aurora Driver system is designed to be integrated into a variety of vehicles, from
passenger cars to trucks, with the goal of achieving Level 4 autonomy.*

e Optimus Ride develops self-driving shuttles for use in specific locations, such as campuses,
retirement communities, and urban developments. Its focus is on short, contained routes, which
helps streamline the autonomous driving process.

e Motional, a joint venture between Aptiv and Hyundai, is a prominent name in autonomous
vehicle companies in the USA. They provide autonomous ride-hailing services through its
partnership with Lyft in Las Vegas.

4 Level 4 automated cars are highly automated, self-driving, and able to handle most normal driving conditions. If
the car is in a situation where the automated system cannot drive (like extreme weather), it will implement safety
measures such as pulling over and stopping, rather than requiring the human driver to take over. Source:
https://www.epa.gov/greenvehicles/self-driving-vehicles
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Fee-for-service
Research similar TMA's and identify their fee-for-service offerings and their revenue generation and if
they could be applicable to ETMA. Fee-for-service offerings include:

e Establishment by the city that the ETMA will manage all conditioned transit services.

e Offer stand-alone services to developers building in Emeryville developing TDM Plans and the
implementation of city-approved TDM programs including the management and/or monitoring of
said TDM programs.

o Offer the City of Emeryville to be the proxy TDM Program manager in which ETMA staff will provide
peer-review for developer TDM Plans, monitoring and verifying enforcement on private
development/projects. Note that if ETMA provided this on-going and sub-contracting TDM service
to the city, ETMA could not individually serve developers noted directly above due to a potential
conflict of interest.

Investment as a long-term revenue source
Before proposing any long-term use of the investment funds the board may utilize, it is important to
summarize the few steps taken to this point:

In May 2023, the Board approved opening a Certificate of Deposit (CD) account with $138,878
earmarked for an improvement project to be discussed at a later time.

In September 2023, the board approved a Financial Investment Plan to invest $5,500,000 of the
ETMA’s savings into three CD Accounts with varying maturity dates. Upon the maturity of each
account, a recommendation on whether to reinvest has been brought to the board for approval.

Between the four accounts, there has been $202,584 in interest growth as of Nov 2024.

As fiduciaries, the board had (and still has) a responsibility to allocate the principal and interest of these
funds, and did so, shown in the 2023 annual financial audit, excerpted here below:

Figure 16: Text from audit

NOTE 8 — DESIGNATED NET ASSETS WITHOUT DONOR RESTRICTIONS

Certain amounts of net assets without donor restrictions, have been designated by the
Board of Directors as follows:

Balance Increase/ Balance
Designation December 31, 2022 (Decrease) December 31, 2023
Non-PBID Activities $138,855 $2,669 $141,524
Operating Reserve 741,414 32,586 774,000
Facility/Equipment Reserve 3,064,919 958,025 4,022,944

Totals $3,945,188 $993,280 $4,938,468




In the months following, a staff report memo was published, dated May 21, 2024, subject: Capital
Expenditure Reserves and Fleet Plan. It covers in further detail what these funds could be used for,
discussing capital expenditures and upcoming fleet replacement.

Since the annual PBID revenue is sufficient to maintain current operations, the board should leave the
funds invested as long as operationally practical. The principal is poised to earn over $2,400,000.00 of
interest over the next ten years.

A few expected reasons to divest the funds will be to:

»  Pay cash to purchase a vehicle, avoiding finance charges which would cost more than earned
investment interest.

*  Provide funds to purchase more vehicles in a year than anticipated.

= Make improvements to the bus yard infrastructure.

* Fund pilot projects not supported by the PBID revenues, and new non-shuttle initiatives listed in
the strategic plan.
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What Management Systems Are Necessary to build and maintain the key
capabilities?

a. Governance
Figure 17: PBID Representation

Definition

6 persons or entities who own commercial
property in Emeryville and who pay the largest
amount of fees and dues.

2 elected directors, representing those persons
or entities who own commercial property or
oprate a business in the City, but do not qualify
as Corporate, Employer, or Residential members
Not reserved a seat on the board.

2 directors designated by City Council to
represent the interest of residential property
owners

1 elected director, representing those 5
employers with the highest number of employees
Chair, Treasurer, Secretary, Vice Chair

Rules and regulations, adopted and amended by
the board.

Board of Directors

Corporate Members

Business Members

Class A Residential Members

Class B Residential Members

Employer Members

Required Board Positions

Bylaws

b. Key Vendors

Figure 18: Current and Potential Vendors

Current Vendors

Service Provided

AC Transit Fueling Agreement
ALTRANS TMA, Inc. Executive Director, Management Team
CalTrans Bus Yard Lease

Hanson Bridgett

General Counsel

John Tounger

CPA, Bookkeeping

MV Transportation

Operations and Maintenance

TripShot

Real-Time Tracking

Potential Vendors

Marketing Coordinator

Carry out a detailed marketing plan and strategy

Electric Charger Technician

On call and periodic maintenance of charging units

Ride Hail Partner

Tail end ride hail

¢. Funding agreement with the city

The funding agreement is active for the next six years, ending on December 31, 2030. It provides for:

e Operation of the shuttle service
e PBID assessment collection from the county
e Use of the PBID funds

2025-2034 Strategic Plan - A vision for the future of the ETMA
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e Required annual reporting submissions to the City.
e TMA Governance
e Operations and Marketing

The agreement does not affect the manner in which the TMA may expend non-PBID funds. This is
notable as the TMA has significant aims to generate non-PBID revenue via grant funding.

d. Caltrans Lease

It is important to understand what ETMA is beholden to as it relates to the ability to install EV charging
infrastructure or storing EV vehicles there. Section 5.9 of the lease agreement gives Caltrans a
considerable amount of latitude in imposing ad-hoc clauses which it deems needed for public safety and
the safety of their assets.

5.9 Landlord's Rules and Regulations

Tenant shall faithfully observe and comply with the rules and regulations that Landlord shall

from time to time promulgate for the protection of the transportation facility and the safety of the
traveling public. Landlord reserves the right from time to time to make reasonable modifications to said
rules and regulations. The additions and modifications to those rules and regulations shall be binding
upon Tenant upon delivery of a copy of them to Tenant.

In line with 5.9, Caltrans has recently issued a restriction on storing EV fleet vehicles on their property
(see appendix). As of January 2025, the ETMA management team has reached out to Caltrans three
times, finally receiving a response to discuss the restriction and any potential waivers.

e. TDM Management as city agent

The ETMA will continue to gauge city interest in allowing ETMA to serve as an agency for transit and
TDM services for Emeryville at large. The ETMA will pursue this and work towards win/win solutions
where the ETMA is able to scale its services and simultaneously effect a more efficient and robust multi-
modal transportation environment for those in Emeryville.

f. PBID Management Plan with expanded purview

Per section 7.3 of the PBID Management Plan, notable “powers and responsibilities for the TMA” are as
follows:

e Review improvements, services, and activities provided and establish priorities for the upcoming
Fiscal Year

¢ Implement the improvements, services, and activities specified in the Management District Plan
by determining levels of improvements, services, and activities

The extant management plan language gives the TMA authority to implement improvements, services,
and activities, but this all seems to be in reference only to the provision of a shuttle service. Adding
language to the next iteration of the management plan regarding the TMA’s expansion into multi-modal
and transit products-based approach is essential.
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g. Tail End Ride Hail System

ETMA’s management team will need to set up an agreement with Uber/Lyft to:

Define the rules and terms of use

Subsidy amount per person per period of time

Set geofence boundaries to define the service area

Set up the payment/reimbursement/voucher method and related user dashboard

Internally, the TMA will need:

Program info on its website

An application process

Pre-requisites (if desired). For example, the user must have a Clipper Card which they use to
apply with the cards serial number. This way ETMA management can look up the applicant’s
Clipper activity to see if those using the ride-hail program are using transit at all. This is a
desirable feature if the ETMA were to expand ride hail to, not only be a tail-end service, but a
day-long service to incentivize transit use.

h. Contingency Planning

Extreme events, such as the Covid pandemic, can create catastrophic upsets in transit use. Therefore,
having at least a general idea of how the ETMA would respond in case of another extreme event is
critical to resiliently confronting the unexpected. Planning for every potentiality is not a good use of the
ETMA’s resources, especially when there are salient threats, such as BART’s projected funding shortfall,
which is a clear case for realistic contingency planning.

Bart.gov — “Like other transit systems across the country, BART has been fortunate to receive
nearly $2 billion in federal, state, and regional emergency assistance since the start of the
pandemic to keep trains running and improve service and cleanliness, but this funding will be
fully used up by spring 2026. BART is facing a $35-million operating deficit in FY26 and $385
million in FY27, then an annual $300M to S400M structural deficit.”

By the end of 2025, ETMA management should have developed a board approved contingency plan
regarding cuts to BART service in 2026 and beyond.

Starting in 2026, contingency plan development should focus on a handful of different extreme
scenarios, as directed by the board.
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Goals and Metrics
Operations
Engagement Survey

e Who is using the service and when

e Feedback on the timing and schedule of fixed route service

e Demand for current and alternative schedules/routes such as an express line.
e Awareness of ETMA’s non-fixed route options

e Population sufficiently values non-fixed route options.

Ridership Tracking
e Growth of ridership per year
Marketing
e Cost per new trips per marketing channel
e  Growth due to marketing activity
Sustainability
Financial

e (Cost per passenger trip

e Cost of ride hail compared to cost per fixed route trip

e Passenger trips during tail end ride hail hours

e Asa percent, costs are not growing faster than expenses

Environmental

e Carbon emission reduction to 30% by December 2040
e Electric ready for 30% of fleet by December 2035

Annual stakeholder engagement scores

e Members (Residential and Office Tenants)
e City Council and City Manager
e Vendor management and drivers

Make Transit Options Frictionless

e Quantity and value of transit passes distributed
e Multi-modal utilization
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Where to Start, and Where to Go After That

Quick Wins - The following are achievable and/or can be started in 2025.

2025 Annual Ridership Survey
Marketing

o Rebranding

o Rewrapping Shuttles

o Social Media Kickstart

o Consistency with branding across all channels (city, offices, retail, etc.)
New Vehicle Purchases

Implementing route augmentations such as high frequency service, or reimplementing the pre-
covid service.

Applying for grants
Contingency planning for BART reduction in service

Improving the passenger experience at MacArthur

Long Term

2030 PBID renewal will confirm the TMA’s expansion of services, or restrict it to current
operations. As well, it will renew the main funding source for the EGR.

Investment fund utilization should be monitored and managed at least on a quarterly basis
based on risk and yield.

The ETMA’s participation as a testing ground or live operating ground for autonomous vehicle
service.

Quarterra is not conditionally obligated to fund the Emery Express service after June 2027. The
ETMA will need to decide whether to seek funding to continue the route, end the route, or
merge the stop into existing service.

Engagement with the city to modify their standard Conditions of Approval to make the ETMA
the agency for transit-based conditions.
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