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EXECUTIVE SUMMARY

This executive summary highlights the findings from the performance audit of San
Francisco Municipal Transportation Agency (SFMTA). 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 service modes
operated by SFMTA, motor coach, trolley coach, light rail, cable car, and paratransit
(excluding taxi service), are the prime focus of this performance audit. The audit period

is Fiscal Years 2022 through 2024 (from July 1, 2021 through June 30, 2024).

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 SFMTA’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 SFMTA’s
performance based on the results of the previous sections.
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Comments received from SFMTA and MTC staff regarding the draft report have
been incorporated into the final report. Highlights of the key activities are presented in

this executive summary.

Results and Conclusions

Data Collection — Based on the information provided, SFMTA 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 despite a few noted exceptions indicate consistency in
terms of the direction and magnitude of the year-to-year changes across the statistics,
especially when taking into account the impacts of the recent Covid-19 pandemic on

service provision and ridership.

TDA Performance Trends — SFMTA’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 for the six-year

period.

e Motor Coach TDA Performance Indicators — The following is a brief summary
of the TDA performance trend highlights over the six-year period of FY2019
through FY2024:

— There was an average annual increase in the operating cost per hour of 8.1
percent, or 4.3 percent in inflation adjusted dollars. There were increases in
every year except FY2022 and FY2023. The largest annual increase was in
FY2021, coinciding with the first full year of the COVID pandemic.

— The cost per passenger increased on average by 15.9 percent per year,
which, when measured in constant FY2019 dollars, resulted in an average
annual increase of 11.8 percent. This trend was significantly impacted by
major ridership declines in FY2020 and FY2021, due to the COVID
pandemic.
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— Passenger productivity showed a notable decline, with passengers per
vehicle service hour and mile both decreasing by about seven percent per
year overall. The trend was driven by major decreases in passengers
coinciding with the early stages of the COVID pandemic (FY2020 and
FY2021).

— Employee productivity registered the same results in the first and last years
of the review period (about 880 hours per FTE), despite some intermediate
variation.

e Motor Coach Component Costs — The following is a brief summary of the
component operating costs trend highlights for the motor coach service
between FY2019 and FY2024:

— The most significant change was an average annual increase of 36.4 percent
in the casualty/liability area, attributable to a number of recent and post-
pandemic factors. In addition, a negative expense in casualty/liability was
reported for FY2021, reflecting reductions in general liability per actuarial
calculations.

— Labor costs represented the largest portion of the total costs, at about 40
percent over the six years. Fringe benefits comprised the second largest
portion, ranging between 31 and 39 percent. Labor and fringe benefits costs
increased by 6.4 and 5.9 percent on average per year, respectively.

— Services and materials/supplies costs increased by 12 percent and ten
percent on average per year. Services also increased to 14 percent of total
costs by FY2024, while the materials/supplies share remained between five
and seven percent.

— Fuel/lubricants and “other costs” (including utilities) combined accounted
for four percent or less of total costs through the period. The former
increased by 5.4 percent annually, on average, and the latter by 9.3 percent.

e Trolley Coach TDA Performance Indicators — The following is a brief summary

of the TDA performance trend highlights over the six-year period of FY2019
through FY2024:

— There was an average annual increase in the operating cost per hour of 5.3
percent, or 1.6 percent in inflation adjusted dollars. There were increases in
every year through FY2021, followed by decreases in FY2022 and FY2023,
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as recovery from the pandemic proceeded, but still a seven percent increase
in FY2024.

— The cost per passenger increased on average by eight percent per year,
which, when measured in constant FY2019 dollars, resulted in an average
annual increase of 4.2 percent. This trend was significantly impacted by
major ridership declines in FY2020 and FY2021, due to the COVID
pandemic, followed by notable rebounding starting in FY2022.

— Passenger productivity showed overall decline, with passengers per vehicle
service hour and mile decreasing by 2.5 percent and 0.7 percent per year on
average. The trend was also driven by major decreases in passengers
coinciding with the early stages of the COVID pandemic (FY2020 and
FY2021), followed by notable rebounding subsequently.

— Employee productivity increased on average by 1.8 percent per year.
Annual FTEs decreased an annual average of 0.4 percent while
corresponding service hours increased by 1.4 percent.

e Trolley Coach Component Costs — The following is a brief summary of the

component operating costs trend highlights for trolley coach service between
FY2019 and FY2024:

— The most significant change was an average annual increase of 45 percent
in the casualty/liability area. In addition, a negative expense in
casualty/liability was reported for FY2021, reflecting reductions in general
liability per actuarial calculations.

— Labor costs represented the largest portion of the total costs overall, at 40 to
45 percent over the six years. Fringe benefits generally comprised the
second largest portion, ranging between 30 and 42 percent. Labor costs and
fringe benefits costs both increased by 3.4 percent on average per year.

— Services and materials/supplies costs both increased by about 15 percent on
average per year. Services also increased from 11 to 16 percent of total costs,
while the materials/supplies share remained between three and six percent.

— Fuel/lubricants and “other costs” (including utilities) combined accounted
for about two percent of total costs through the period.
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e Light Rail TDA Performance Indicators — The following is a brief summary of
the TDA performance trend highlights over the six-year period of FY2019
through FY2024:

— There was an average annual increase in the operating cost per hour of 3.9
percent, or 0.2 percent in inflation adjusted dollars. There were increases in
every year through FY2021, followed by decreases in FY2022 and FY2023,
as recovery from the pandemic proceeded, but still a six percent increase in
FY2024.

— The cost per passenger increased on average by 15 percent per year, which,
when measured in constant FY2019 dollars, resulted in an average annual
increase of nearly 11 percent. This trend was significantly impacted by
major ridership declines in FY2020 and especially FY2021, due to the
COVID pandemic. There were increases in every year through FY2021,
followed by subsequent decreases as recovery from the pandemic
proceeded.

— Passenger productivity showed significant decline, with passengers per car
service hour decreasing by 9.5 percent per year overall, and passengers per
car service mile by more than eight percent. The trend was driven by major
decreases in passengers coinciding with the early stages of the COVID
pandemic (FY2020 and FY2021), but nearly the full complement of service
reinstated in FY2022, even as ridership gains were lagging.

— Employee productivity decreased on average by three percent per year.
There were more than 500 car service hours per FTE in the first two years,
followed by a steep decline to 209 in FY2021, and then increasing to more
than 600 hours in the last three years.

e Light Rail Component Costs — The following is a brief summary of the
component operating costs trend highlights for light rail service between
FY2019 and FY2024:

— The most significant change was an average annual increase of 35 percent
in the casualty/liability area. In addition, a negative expense in
casualty/liability was reported for FY2021, reflecting reductions in general
liability per actuarial calculations.

— Labor costs represented the largest portion of the total costs overall, at 37 to
45 percent over the six years. Fringe benefits generally comprised the
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second largest portion, ranging between 32 and 38 percent. Labor costs
increased by 1.5 percent on average per year, while fringe benefits costs
increased by 2.7 percent.

— Materials/supplies and fuels/lubricants costs both decreased overall during
the period, by 14 percent and 5.4 percent on average annually.

— Services and “other costs” (including utilities) both increased overall
during the period, by 7.6 percent and 15 percent on average annually.

e Cable Car TDA Performance Indicators — The following is a brief summary of
the TDA performance trend highlights over the six-year period of FY2019
through FY2024. No cable car service for passengers was provided during
FY2021, the first full year of the COVID pandemic.

— There was an average annual increase in the operating cost per hour of 10.5
percent, or 6.5 percent in inflation adjusted dollars. There were increases in
every year reported except FY2023. The largest annual increase was in
FY2020, coinciding with the beginning of the COVID pandemic.

— The cost per passenger increased on average by 10.8 percent per year,
which, when measured in constant FY2019 dollars, resulted in an average
annual increase of nearly seven percent. This trend was largely impacted
by a major ridership decline in FY2020 due to the COVID pandemic.

— DPassenger productivity showed some decline, with passengers per car
service hour and car service mile both decreasing by 0.4 percent overall.
Passengers per hour and per mile decreased substantially through FY2022,
followed by major rebounds in the next two years.

— Employee productivity decreased on average by four percent per year.
Annual FTEs decreased an average of three percent while corresponding
service hours decreased by more than twice that rate.

e Cable Car Component Costs — The following is a brief summary of the

component operating costs trend highlights for cable car service between
FY2019 and FY2024. While no cable car service was provided for passengers
during FY2021, there were still significant operating expenses reported for that
year.
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— The most significant changes were an average annual increase of 30 percent
in the casualty/liability area and zero associated expenses reported in
FY2021.

— Labor costs represented the largest portion of the total costs, at about 50
percent, while fringe benefits comprised the second largest portion, ranging
between 38 and 45 percent. Labor costs increased by 2.6 percent on average
per year over the six years, while fringe benefits costs increased by 2.1
percent.

— Services, materials/supplies and “other costs” all increased on average per
year, but continued to represent relatively minor portions of total costs.

— Fuels/lubricants costs showed a net decrease of 9.1 percent annually overall,
but were minimal in terms of their share of total costs.

e Paratransit TDA Performance Indicators — The following is a brief summary of
the TDA performance trend highlights over the six-year period of FY2019
through FY2024:

— There was an average annual increase in the operating cost per hour of 7.6
percent, or 3.8 percent in inflation adjusted dollars. There were increases in
every year through FY2021, coinciding with the beginning of the COVID
pandemic, followed by decreases in FY2022 and FY2023 and leveling off in
FY2024.

— The cost per passenger increased on average by 10.8 percent per year,
which, when measured in constant FY2019 dollars, resulted in an average
annual increase of 6.8 percent. This trend was significantly impacted by
major ridership declines in FY2020 and FY2021, due to the COVID

pandemic.

— Passenger productivity showed some decline, with passengers per vehicle
service hour and vehicle service mile decreasing by 2.9 percent and 3.5
percent per year overall, respectively. The trend reflected major decreases
in passengers coinciding with the early stages of the COVID pandemic
(FY2020 and FY2021).

e Paratransit Component Costs — The following is a brief summary of the
component operating costs trend highlights for paratransit service between
FY2019 and FY2024:
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A relatively significant change was an average annual increase of 17.5
percent in the casualty/liability area. In addition, a negative expense in
casualty/liability was reported for FY2021, reflecting reductions in general
liability per actuarial calculations.

— Purchased transportation costs were by far the largest portion of the total
costs, consistently at about 97 percent. They increased on average by one
percent annually during the period.

— In-house labor and fringe benefits costs increased modestly but continued
to account for about one percent of total costs.

— Materials/supplies and “other costs” continued to account for less than one
percent of total costs.

Compliance with Statutory Requirements — SFMTA 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 SEFMTA'’s prior performance audit.

Functional Performance Indicator Trends - To further assess SFMTA’s

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

area performance indicators was defined and reviewed.

e Systemwide (All Modes) — The following is a brief summary of the systemwide
functional trend highlights between FY2022 and FY2024:

— Administrative costs compared to total costs increased by 38 percent and
compared to vehicle service hours by 47 percent during the audit period.

— Marketing costs increased overall compared to total administrative costs
and passenger trips.
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— The systemwide farebox recovery ratio showed a net increase from 6.7
percent in FY2022 to 8.6 percent in FY2024, while reaching a slightly higher
level in FY2023.

e Motor Coach Service — The following is a brief summary of the motor coach
service functional trend highlights between FY2022 and FY2024:

— Service Planning results displayed an 18 percent overall decrease in the
operating cost per passenger mile, concurrent with noticeably increased
passenger miles in the post-COVID environment. There was also relative
stability in the rates of vehicle miles and hours in service, at about 91
percent and 95 percent, respectively. Further, the motor coach farebox
recovery ratio showed a net increase from 6.6 percent in FY2022 to 7.5
percent in FY2024, while reaching a slightly higher level in FY2023.

— Operations results showed vehicle operations costs decreasing from 57
percent of total operating costs to 50 percent by FY2024, with vehicle
operations costs per hour remaining at about $150. Operator scheduled
absences went down from 14.3 to 12.0 percent of total hours worked, while
unscheduled absences decreased from 6.2 to 4.5 percent. The rate of motor
coach related complaints varied from year to year, but decreased by 20
percent during the period. On-time performance (based on Headway
Adherence results) improved in each year, from 81 percent of trips in
FY2022 to 87 percent in FY2024, while missed trips were reduced from 11
percent to three percent concurrently.

— Maintenance results showed total maintenance costs remaining at about 25
percent of total operating costs, vehicle maintenance costs per mile
increasing by six percent to $7.59 in FY2024, the vehicle spare ratio
decreasing slightly to 37 percent in FY2024, and overall declines in the
mechanical failure rates for both major failures and all failures. In addition,
mechanic pay hours remained at 27 percent of vehicle service hours, while
maintenance employee scheduled and unscheduled absences both
decreased steadily.

— Safety results showed the preventable accident rate increasing in each year,
by 44 percent overall, while casualty/liability costs per service hour and
mile both increased by more than 300 percent. However, there was a 21
percent decrease in lost time due to industrial accidents in FY2024.
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e Trolley Coach Service — The following is a brief summary of the trolley coach
service functional trend highlights between FY2022 and FY2024:

— Service Planning results displayed a 15 percent overall decrease in the
operating cost per passenger mile, concurrent with noticeably increased
passenger miles in the post-COVID environment. There was also stability
in the rates of vehicle miles and hours in service, both at about 97 percent.
Further, the trolley coach farebox recovery ratio increased from 8.1 percent
in FY2022 to 9.9 percent in FY2024.

— Operations results showed vehicle operations costs decreasing from 55
percent of total operating costs to 50 percent by FY2024, with vehicle
operations costs per hour reduced by 5.4 percent overall. Operator
scheduled absences went down from 14.8 to 11.3 percent of total hours
worked, while unscheduled absences decreased from 6.7 to 5.0 percent. The
rate of trolley coach related complaints decreased by nearly 30 percent
during the period. On-time performance (based on Headway Adherence
results) improved slightly in each year, from 87 percent of trips in FY2022
to 89 percent in FY2024, while missed trips were reduced from 12 percent
to two percent concurrently.

— Maintenance results showed total maintenance costs down from 25 percent
of total operating costs to 20 percent in FY2024, vehicle maintenance costs
per mile showing a net decrease of 4.1 percent over the period, the trolley
coach vehicle spare ratio steady at 43 percent, and significant declines in the
mechanical failure rates for both major failures and all failures. In addition,
mechanic pay hours decreased from 23.1 percent of vehicle service hours to
18.6 percent, while maintenance employee scheduled and unscheduled
absences both exhibited general decreases.

Safety results showed the preventable accident rate increasing by 33 percent
overall, while casualty/liability costs per service hour and mile both
increased by almost 500 percent. There was also a 35 percent increase in
lost time due to industrial accidents over the period.

e Light Rail Service — The following is a brief summary of the light rail service
functional trend highlights between FY2022 and FY2024:

— Service Planning results displayed a 45 percent overall decrease in the
operating cost per passenger mile, concurrent with noticeably increased
passenger miles with light rail service restoration in the post-COVID
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environment. There was also stability in the rates of car miles and hours in
service, both at nearly 100 percent. Further, the light rail farebox recovery
ratio increased annually, from 3.6 percent in FY2022 to 6.0 percent in
FY2024.

— Operations results showed vehicle operations costs at just over 40 percent
of total operating costs in all three years, and vehicle operations costs per
hour rising moderately in each year. Operator scheduled absences went
down from 16.6 to 14.3 percent of total hours worked, while unscheduled
absences decreased from 5.9 to 4.8 percent. The rate of light rail related
complaints decreased by 47 percent during the period. On-time
performance (based on Headway Adherence results) improved slightly
overall, from 87 percent of trips in FY2022 to 89 percent in FY2024, while
missed trips were reduced from 25 percent or more to seven percent in
FY2024.

— Maintenance results showed total maintenance costs down from 42 percent
of total operating costs to 34 percent in FY2024, vehicle maintenance costs
per mile down by 12 percent over the period, the light rail vehicle spare
ratio up slightly to 53 percent in FY2024, and steady improvement in the
mechanical failure rates. In addition, mechanic pay hours were consistently
about 66 percent of car service hours, maintenance employee scheduled
absences decreased from 6.1 to 5.3 percent of total hours worked, and
unscheduled absences amounted to 2.8 percent of total hours worked in

both FY2022 and FY2024.

— Safety results showed the preventable accident rate decreasing in each year
(by 52 percent total), while casualty/liability costs per service hour and mile
both increased by about 380 percent. There was also a nearly 50 percent
increase in lost time due to industrial accidents in FY2023, followed by some
decrease in the following year.

e Cable Car Service — The following is a brief summary of the cable car service
functional trend highlights between FY2022 and FY2024:

— Service Planning results displayed a 37 percent overall decrease in the
operating cost per passenger mile, concurrent with noticeably increased
passenger miles in the post-COVID environment. There was also stability
in the rates of car miles and hours in service, both at 100 percent. Further,
the cable car farebox recovery ratio increased overall from 14.6 percent in
FY2022 to 22.3 percent in FY2024.
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— Operations results showed vehicle operations costs between 44 and 50
percent of total operating costs in all three years, and vehicle operations
costs per hour at approximately $400. Operator scheduled absences went
down from 17.6 to 13.3 percent of total hours worked, while unscheduled
absences decreased from 6.4 to 4.6 percent. The rate of cable car related
complaints decreased by 50 percent during the period, even while 40
percent of all trips were missed in both FY2023 and FY2024.

— Maintenance results showed total maintenance costs between 29 and 34
percent of total operating costs, vehicle maintenance costs per mile down
by 20 percent, and the cable car vehicle spare ratio down from 40 percent to
35 percent starting in FY2023. The mean distance between major failures
decreased steadily, but when looking at all failures there was noticeable
improvement in FY2024. In addition, mechanic pay hours were
consistently over 100 percent of car service hours, maintenance employee
scheduled absences decreased from 7.1 to 5.5 percent of total hours worked,
and unscheduled absences rose from 3.0 percent of total hours worked in
FY2022 to 9.2 percent subsequently.

— Safety results showed the preventable accident rate increasing by more than
150 percent overall, while casualty/liability costs per service hour and mile
both increased by about 370 percent. There was also a 26.6 percent increase
in lost time due to industrial accidents over the three years.

e Paratransit — The following is a brief summary of the paratransit functional
trend highlights between FY2022 and FY2024:

— Service Planning results showed a 13 percent decrease in the cost per
passenger mile, from $18.14 to $15.77. However, vehicle miles traveled in
service decreased from 77 percent to 69 percent, and vehicle hours in service
decreased from 80 percent to 76 percent. The paratransit farebox recovery
ratio increased steadily, from 2.0 percent to 2.5 percent.

— Operations results showed operating costs incurred from vehicle
operations consistently between 63 and 65 percent, and the complaint rate
decreasing by 30 percent. However, the incidence of missed trips rose
significantly, especially in FY2024. At the same time, there were no ADA
trip denials, and the rates of trip cancellations, late trip cancellations and
passenger no-shows all went down steadily.
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— Maintenance results showed total maintenance costs (vehicle plus non-

vehicle) remaining between eight and ten percent of total operating costs,
and vehicle maintenance costs per service mile decreasing by seven percent
overall. The vehicle spare ratio went down from 45 percent to 28 percent in
FY2023, but then increased again to 39 percent as service requirements
varied during the post-pandemic recovery period. At the same time, the
mean distance between major failures and all failures both showed
noticeable net improvements.

Safety results showed that the rate of FTA reportable accidents improved
overall by 76 percent during the audit period.

Recommendations

1.

EXAMINE MAINTENANCE ACTIVITIES AND DEVELOP STRATEGIES
TO ADDRESS INCREASING MECHANICAL FAILURE RATES.
[Reference Section: VI. Functional Performance Indicator Trends]

Audit period maintenance results for most SFMTA transit services showed
service reliability generally declining, especially toward the end of the
period. For motor coach, the mean distance between major failures
worsened overall, by 11 percent between FY2022 and FY2024, though there
was a modest rebound in FY2024 compared with FY2023. A similar trend
was observed when looking at all failures, with a nine percent net decline.
For trolley coach, the mean distance between major failures worsened
significantly overall, by 22 percent over the period. There was a decline of
15 percent just between FY2023 and FY2024. A similar trend was observed
when looking at all failures, with a 20 percent overall decline. For cable car,
the mean distance between major failures decreased steadily, by more than
25 percent through the period, though when looking at all failures there

was a noticeable improvement in FY2024.
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Ongoing efforts should be made by SFMTA to improve its maintenance
functions to increase vehicle reliability and reduce the growing rates of

mechanical failures.

2. TAKE FURTHER STEPS TO REDUCE PREVENTABLE ACCIDENTS ON
SFMTA’'S MOTOR COACH AND TROLLEY COACH SERVICES.
[Reference Section: VI. Functional Performance Indicator Trends]

Recent increases in the rates of preventable accidents on SFMTA services
point to a potentially burgeoning safety issue which SFMTA should
address. For motor coach, the rate of preventable accidents increased in
each audit year, rising from 1.85 per 100,000 miles traveled in the first year
to 2.66 in FY2024 (44 percent). For trolley coach, the rate of preventable
accidents rose from three or fewer per 100,000 miles traveled in the first two
years to about four in FY2024 (33 percent overall). Although, the rate of
preventable accidents on Cable Car increased by more than 150 percent
overall, the actual number of accidents was low, between one and four per

year.

SFMTA'’s Safety Division reported that it has collaborated with Operator
Training, Division Management and Street Inspectors (Supervision) to
work with operators involved in preventable collisions. The particular
operators are selected through incident investigations, operator compliance
checks, and a video analytics camera system. However, it appears that the
primary focus is on corrective measures on a case by case basis rather than
a more comprehensive general prevention approach. Further efforts

should include additional strategies to improve operator training and
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enhance monitoring activities to ensure that safety issues are identified and

corrected before they have a chance to escalate further.

3. CONTINUE TO ADDRESS SIGNIFICANT INCREASES IN LOST HOURS
DUE TO INDUSTRIAL ACCIDENTS.
[Reference Section: VI. Functional Performance Indicator Trends]

A significant worker safety issue observed during the audit period was the
increasing incidence of lost hours due to industrial accidents, impacting
many of SEMTA'’s services. For trolley coach, there was a 35 percent
increase in work hours lost due to industrial accidents, from 11,177 hours
in FY2022 to 15,125 hours in the last year. For light rail, there was an
increase of nearly 50 percent in FY2023, though there was a ten percent
decrease to 9,130 hours in the last year. For cable car, there was an increase

of 26.6 percent over the three years, reaching 5,818 hours in the last year.

SFMTA staff expressed awareness of the situation and recognition of the
critical importance of mitigating workplace injuries. A comprehensive set
of initiatives reportedly has been implemented to enhance worker safety
and support employee recovery. Further, several targeted programs have
been launched and in-depth trend analyses conducted to address injury
prevention and management. At the same time, it was noted that during
the audit period, SFMTA was still in a recovery phase from the COVID-19
pandemic, gradually ramping up services to pre-pandemic levels. As
service hours have increased, so have employee work hours, thus raising
exposure to workplace injuries. In any event, SFMTA should continue to

investigate the reasons for the above increases in lost hours due to
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industrial accidents and expand its efforts to reduce those occurrences and

provide a safer workplace for all employees.
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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 San Francisco
Municipal Transportation Agency (SFMTA). SFMTA is part of the government of the
City and County of San Francisco. SEMTA operates five different transit modes: motor
coach, trolley coach, light rail/historic trolley, cable car, and paratransit. All of these
modes are included in this performance audit. The audit period is Fiscal Years 2022

through 2024 (from July 1, 2021 through June 30, 2024).

An overview of SFMTA is provided in Exhibit 1. This is followed by agency
organization charts in Exhibits 2.1 and 2.2, which reflect the basic executive and division

level structure during the audit period and beyond. As can be seen, SFMTA’s
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organization charts continue to be reported as live documents, with departmental and
functional assignments within the divisions that change on a frequent basis. Further, the
organization charts clearly show that transit provision, which is the focus of this audit, is

just one of numerous agency functions.

Performance Audit and Report Organization

This performance audit of SFMTA was conducted for MTC in accordance with its
established procedures for performance audits. The audit consisted of two discrete

phases:

e Compliance Audit — Activities in this phase included:

— 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.

e 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
— Findings, conclusions, and the formulation of recommendations.

This final report presents the findings from both phases. Comments received from

SFMTA and MTC staff on the draft report have been incorporated into the final report.
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Exhibit 1: System Overview

Location

Headquarters: 1 South Van Ness Avenue, 7th Floor, San Francisco, CA
94103

Establishment

In 1999, San Francisco voters approved Proposition E, which amended
the City Charter to merge the Municipal Railway (Muni) with the city’s
Department of Parking and Traffic (DPT). Integration of the two
organizations into the San Francisco Municipal Transportation Agency
(SFMTA) took place in 2002, creating a multimodal transportation agency
to operate transit service, manage city streets, and advance the city’s
Transit First Policy. SFMTA has continued to evolve by merging with
the Taxi Commission in March 2009.

Board

SFMTA is governed by a seven-member Board of Directors, four of
whom must be regular riders of public transit. SFMTA’s Board is
appointed by the mayor and confirmed by the San Francisco Board of
Supervisors. The SFMTA Board has the authority to appoint the
Executive Director, approve the budget, and set agency policy

Facilities

SFMTA owns and leases a wide variety of facilities and infrastructure that
enables the operation, maintenance, planning, engineering, enforcement,
and administration of the complex transportation system in San Francisco.
The majority of the 30 major facilities are dedicated to the maintenance,
fueling, storage, and staging of transit and traffic enforcement vehicles.
These include facilities for transit buses, light rail and historic streetcars,
cable cars, parking enforcement vehicles, plus administrative offices.
SFMTA has 21 access controlled public parking facilities and 18
unstaffed metered parking lots.

Service Data

Muni transit service is operated 24 hours a day, seven days a week, and in
FY2024, SFMTA operated 72 lines. SFMTA directly operates four modes
of service: motor coach, trolley coach, light rail (Muni Metro and historic
streetcars) and cable cars. All residential neighborhoods in San Francisco
are within a quarter of a mile of a Muni bus or rail line stop.

The adult daily cash fare and Paratransit Van Service fare is currently
$3.00. Transfers are free and can be used for two hours in any direction.
Cable car fares are $8.00 per trip. Multi-ride time-based media, such as
daily, weekly, and monthly passes, are available as well. SFMTA also has
ongoing transfer arrangements with connecting transit systems.

In FY2024, SFMTA’s revenue fleet contained 566 motor coach vehicles
(30" 40" and 60"), 278 trolley coaches (40' and 60'), and most recently, ten
40' battery electric buses. The rail fleet consisted of 219 light rail vehicles,
as well as 52 operational historic streetcars. The cable car fleet included a
total of 40 cars. In recent years, SFMTA has been accepting delivery of
new vehicles, some to replace older vehicles being taken out of service,
and others intended to increase the size of the fleet.
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SFMTA also operates the SF Paratransit program, which provides ADA
paratransit services to qualifying seniors and persons with disabilities who
are unable to independently ride the Muni fixed route system. SFMTA
contracts SF Paratransit day-to-day brokerage and operations to Transdev.
The contractor is responsible for ADA paratransit eligibility, fare media
sales, service quality monitoring, and providing two van services. In
addition, all taxi companies in San Francisco are required to participate in
the SF Paratransit program by City ordinance. A user-side subsidy is
provided to Paratransit clients, who are issued a debit card to pay for their
paratransit taxi trips. In FY2024, SF Paratransit operated 168 SFMTA
owned vehicles and provided approximately 550,000 trips to more than
8,000 active riders.

The SF Paratransit program also operates four transportation programs
that go beyond the ADA requirements -- through the Mobility
Management Center to enhance mobility to the senior and disabled
community. These include shuttles for grocery shopping and group
recreation trips, and discounted taxi programs for older adults and people
with disabilities who do not qualify for ADA paratransit.

Recent Changes

In 2021, SFMTA developed its most recent Strategic Plan. In effect
during this audit period, the Strategic Plan identifies the agency’s core
values and vision, along with metrics for measuring progress. The plan
also establishes goals to help staff focus their work, and to be more
responsive and effective in transportation system management.

In 2014, SFMTA concluded an extensive evaluation of its system under
the Transit Effectiveness Project (TEP). The TEP was an in-depth
planning process supported by data, engagement with the community at
various levels, and critical lessons learned through the implementation of
pilot projects. Informed by this study, SFMTA developed a program of
projects called Muni Forward — route changes, service improvements, and
comfort and safety enhancements. These data-driven enhancements have
yielded up to 35% faster travel times on improved routes, over 50%
reduction in injuries on several streets, and a 23% increase in ridership on
Rapid Network routes before the pandemic (2015-2019). Post-pandemic
service and ridership has also been strong where improvements were
made, with certain routes meeting or exceeding pre-pandemic ridership
levels, and record high 72% rider satisfaction in 2024. The Muni Forward
program is ongoing.

Since FY2013, SFMTA has run a program to provide free Muni service
for low-income youth (ages 5-17). The Free Muni program was expanded
in 2015 to cover low- and moderate-income youth (age 22 and under),
seniors and people with disabilities.
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The Central Subway, which continues the T-Third light rail service from
4th and King Street to Chinatown, opened in November 2022.

The Van Ness Improvement Project and Geary Rapid Project have
recently introduced bus rapid transit (BRT) service on Van Ness Avenue

and Geary Boulevard.

In April 2024, the Board of Directors approved reduction of the Clipper/
Muni Mobile discount from $0.50 to $0.25 beginning January 1, 2025

Planned
Changes

Through the Muni Forward program, SFMTA has identified
approximately 40 additional miles of transit priority streets in San
Francisco. Many transit priority projects have been completed, and more

are underway.

SFMTA is in the middle of the light rail vehicle fleet replacement and is
in the process of transitioning the revenue fleet to entirely zero-emissions.

Staff

SFMTA'’s employees are divided among a number of divisions. FY2024
budgeted staffing (FTEs, including transit-specific and other positions) by

division is summarized below:

Agency-wide 28.9
Board of Directors 3.1
Capital Programs and Construction 148.5
Communications 51.6
Director of Transportation 36.9
Finance & Information Technology 380.6
Government Affairs 8.0
Human Resources 103.6
System Safety 29.6
Sustainable Streets 871.4
Taxis & Accessible Services 30.2
Transit 4,358.6
Total 6,159.5
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Exhibit 2.1: Audit Period Organization Chart

Board of Directors

AMANDA EAKEN, Chair
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STEVE HEMINGER, Director
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Board Secretary
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Exhibit 2.2: Most Recent Organization Chart

Board of Directors

Janet Tarov, Chair
Stephanie Cajina, Co-Chair
Mike Chen
Alfonso Felder
Steve Heminger
Dominica Henderson
Fiona Hinze

Board Secretary
Christine Silva

Executive Assistant
Sophia Simpliciano

Director of Transportation
Julie Kirschbaum

Chief of Staff &
External Affairs
Judson True

Communications
Governme nt Affairs

Deputy Chief of Staff

Finance
Bree Mawhorter

Accounting
Capital Budget,

Grants, and Project
Controls

Operating Budget

Revenue Growth &
Analysis

Administration
Virginia Harmon

Human Resources
Technol ogy

Contracts &
Procurement

Compliance
Office of Civil Rights
Ombuds
Support Senices
Real Estate

Streets
Viktoriya Wise

Transportation
Engineering

Parking Revenue &
Operations

Planning & Project
Dalivery

Taxis, Acoess &
Mability Senices

Central Subway

Safety
Melvyn Henry

System Safety

Safety Management
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Industrial Safety &
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Managem ant
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Transit Operations
Fleat Maintenance

Maintenance of Way &
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Program Delivery
Security
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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
SFMTA is in 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:

e Operating costs

e Vehicle service hours
e Vehicle service miles
e Unlinked passengers

e 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 SFMTA covering the audit period
has been reviewed. SFMTA’s NTD reports include its directly operated fixed-route and
fixed-guideway services as well as its brokered and contracted paratransit service.
However, consistent with FTA reporting requirements, SFMTA does not submit

employee hour information for purchased transportation service to the NTD.

Compliance with Requirements

To support this review, SEMTA also provided information to confirm and update
its data collection and reporting procedures, using the descriptions in the prior

performance audit as a reference. The staff indicated that the definitions and procedures
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used to derive the TDA indicator statistics generally are consistent with those used for
the NTD reporting system. Based on the information provided, as shown in Exhibit 3.1,
SFMTA is in compliance with the data collection and reporting requirements for all five

TDA statistics.

Consistency of the Reported Statistics

The resulting TDA statistics for SFMTA'’s services are shown by mode in Exhibits
3.2 through 3.6. 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, especially when taking into account the impacts
of the recent Covid-19 pandemic on service provision and ridership. For example,
increases or decreases in annual operating costs tend to be relatively proportional to

increases or decreases in annual vehicle service hours and miles.

However, there are several instances earlier in the period where operating costs
increased even as vehicle service hours and miles went down, such as for Motor Coach
in FY2020 and FY2021 (Exhibit 3.2) and for Trolley Coach in FY2020 and FY2021 (Exhibit
3.3). Further, in Exhibit 3.2 it can be seen that Motor Coach operating costs decreased in

FY2022 compared to the previous year, even as vehicle service hours and miles increased.
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Exhibit 3.1: Compliance with TDA Data Collection and Reporting Requirements

TDA Statistic TDA Definition C(;;lnp(;;zlglce Verification Information
Operating Cost | “Operating cost” means all costs in the In For all modes: operating costs are extracted from
operating expense object classes exclusive Compliance the citywide Peoplesoft system through the SF
of the costs in the depreciation and Reports and Analytics Portal (BI - Business
amortization expense object class of the Intelligence Module). The City migrated to the
uniform system of accounts and records People Soft Financial system beginning in
adopted by the Controller pursuant to FY2018.
Sect{or'1 99243, and excluS} ve of'all Bl reports are created by the City and SFMTA BI
subsidies for commuter rail services .
ted under the jurisdict; Fth authors and the data is downloaded to spreadsheets
operated Uncer the Jurtsaiction ot the by function and mode. Undistributed costs for
Interstate Commerce Commission and of all . . .
. | . each function are allocated to specific modes using
direct costs for providing charter services, .
X : an agreed upon allocation methodology.
and exclusive of all vehicle lease costs.
Vehicle Service | “Vehicle service hours” means the total In Fixed-route except Cable Car: Calculated using
Hours number of hours that each transit vehicle is C . data from the OrbCAD CAD/AVL system. Data
) N ) . ompliance . ] . .
in revenue service, including layover time. from this system is used to determine the list of
scheduled trips for each day. After the list has been
generated, SFMTA then uses on-time performance
and headway adherence data to determine which of
those trips were actually performed and which
were missed. Because each trip has a total time
and distance associated with it, SFMTA is then
able to sum up the number of hours for all the trips
performed for each mode.
Cable Car: Since cable cars do not have
CAD/AVL equipment installed, SFMTA uses
mileage data from odometers and divides the total
mileage by the speed of the vehicles. Because
Cable Car vehicles only travel at one speed — the
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TDA Statistic

TDA Definition

Compliance
Finding

Verification Information

speed of the cables — SFMTA is able to determine
the revenue hours from the revenue miles.

Paratransit: Mobile Data Computers (MDCs) and
GPS linked with geographical scheduling software
(Trapeze PASS) record and report the mileage and
hours data. This is supplemented with direct entry
for vehicles without or with faulty devices. For
Demand Taxi, Debit Card Central System (DDCS)
and geographical software is used to track, report,
process and validate all taxi trips and related
transactions to provide an array of data including
vehicle service hours.

Vehicle Service
Miles

“Vehicle service miles” means the total
number of miles that each transit vehicle is
1n revenue service.

In

Compliance

Fixed-route except Cable Car: Calculated using
data from the OrbCAD CAD/AVL system. Data
from this system is used to determine the list of
scheduled trips for each day. After the list has been
generated, SFMTA then uses on-time performance
and headway adherence data to determine which of
those trips were actually performed and which
were missed. Because each trip has a total time
and distance associated with it, SFMTA is then
able to sum up the number of miles for all the trips
performed for each mode.

Cable Car: Since cable cars do not have
CAD/AVL equipment installed, SFMTA uses
mileage data from odometers. Because the cable
cars are in revenue service as soon as they leave
the barn, odometer data is appropriate for
determining revenue mileage.
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TDA Statistic

TDA Definition

Compliance
Finding

Verification Information

Paratransit: Mobile Data Computers (MDCs) and
GPS linked with geographical scheduling software
(Trapeze PASS) record and report the mileage and
hours data. This is supplemented with direct entry
for vehicles without or with faulty devices. For
Demand Taxi, Debit Card Central System (DDCS)
and geographical software is used to track, report,
process and validate all taxi trips and related
transactions to provide an array of data including
vehicle service miles.

Unlinked
Passengers

“Unlinked passengers” means the number of In

boarding passengers, whether revenue
producing or not, carried by the public
transportation system.

Compliance

Motor coach, trolley coach, and light rail:
Primarily generated by on-board automatic
passenger counters (APCs) that count passengers
as they board and alight from vehicles. All of the
rubber-tire fleet except the 30-foot motor coaches
is equipped with APCs, as are the newer light rail
vehicles (which will ultimately replace all older
light rail vehicles).

To account for boardings on vehicles without
APCs, SFMTA employs an “expansion factor”,
where the total number of daily boardings is scaled
up to reflect all trips determined to have been
completed.

Cable Car and Street Car: The historic fleets do
not have APC equipment on board, so SFMTA
relies on manual counts performed by in-person
counters. A sampling plan is generated to ensure
that the counters are sampling a random selection
of trips. The number of passengers from the
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TDA Statistic

TDA Definition

Compliance
Finding

Verification Information

random sample of trips is then scaled up to reflect
a year’s worth of delivered trips.

Paratransit: The contractor submits reports to
SFMTA with its monthly invoices, which contain
ridership figures validated by the Broker staff to
ensure that SFMTA does not pay for trips not
actually provided. The contractor sums up the
monthly trip counts that have gone through the
validation process. SFMTA uses automatically
generated data to report all SF Access and
Intercounty trips while using a limited manual
validation for all electronically reported Group
Van trips.

Employee Full-
Time
Equivalents

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

In

Compliance

For all modes: statistical data for labor hours is
extracted from the citywide People Soft payroll
system using reports created by City Controller’s
Office and SFMTA BI (Business Intelligence)
authors.

The total hours from the report are entered into
spreadsheets by function and mode. Undistributed
hours for each function are allocated to specific
modes.

Resulting labor hours are divided by 2000 to arrive
at FTEs for TDA reporting.

Final Audit Report

-13 -

Triennial Performance Audit of SFMTA




Exhibit 3.2: TDA Statistics — Motor Coach

TDA Statistics FY2019 | FY2020 | FY2021 | FY2022 | FY2023 | FY2024 A"gh'::;:a’
Operating Cost (Actual $) $353,352,973 | $394,688,420 | $443,788,142 | $412,244,509 | $433,123,945 | $518,978,683 - -
Annual Change - - 11.7% 12.4% -7.1% 5.1% 19.8% 8.0%
Operating Cost (Constant $) $353,352,973 | $389,506,802 | $419,937,718 | $362,549,583 | $372,302,751 | $433,175,032 - -
Annual Change - 10.2% 7.8% -13.7% 2.7% 16.4% 4.2%
Vehicle Service Hours 1,714,493 1,644,393 1,504,908 1,555,039 1,661,223 1,702,426 - -
Annual Change - - -4.1% -8.5% 3.3% 6.8% 2.5% -0.1%

Vehicle Service Miles 13,259,120 12,943,156 11,750,407 12,259,450 13,046,816 13,378,563 -
Annual Change - - -2.4% -9.2% 4.3% 6.4% 2.5% 0.2%
Unlinked Passengers 110,802,986 86,174,760 40,938,405 54,363,946 71,851,901 77,857,337 - -
Annual Change - - -22.2% -52.5% 32.8% 32.2% 8.4% -6.8%
Employee Full-Time Equivalents 1,935.0 1,887.2 1,964.7 1,637.9 1,798.3 1,934.5 - -
Annual Change - -2.5% 4.1% -16.6% 9.8% 7.6% 0.0%
Bay Area CPI - Annual Change - - 1.3% 4.3% 7.6% 2.3% 3.0% - -
Cumulative Change - - 1.3% 5.7% 13.7% 16.3% 19.8% 3.7%

Sources:

FY2022 through FY2024 - NTD Reports

CPI Data - U.S. Department of Labor, Bureau of Labor Statistics

FY2019 through FY2021 - Prior Performance Audit Report
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Exhibit 3.3: TDA Statistics — Trolley Coach

TDA Statistics FY2019 | FY2020 | FY2021 | FY2022 | FY2023 | FY2024 A"gh'::;:a’
Operating Cost (Actual $) $169,532,643 | $182,870,809 | $173,954,396 | $182,086,368 | $198,854,397 | $235,245,673 - -
Annual Change - - 7.9% -4.9% 4.7% 9.2% 18.3% 6.8%
Operating Cost (Constant $) $169,532,643 | $180,470,012 | $164,605,597 | $160,136,364 | $170,930,377 | $196,352,095 - -
Annual Change - 6.5% -8.8% -2.7% 6.7% 14.9% 3.0%
Vehicle Service Hours 789,332 712,076 581,921 672,334 769,101 845,811 - -
Annual Change - - -9.8% -18.3% 15.5% 14.4% 10.0% 1.4%

Vehicle Service Miles 5,201,899 4,339,036 3,505,363 4,062,341 4,631,395 5,087,866 -
Annual Change - - -16.6% -19.2% 15.9% 14.0% 9.9% -0.4%
Unlinked Passengers 49,247,910 38,098,301 17,107,393 29,389,681 37,694,490 46,447,945 - -
Annual Change - - -22.6% -55.1% 71.8% 28.3% 23.2% -1.2%
Employee Full-Time Equivalents 899.5 875.5 740.8 739.1 828.2 881.8 - -
Annual Change - -2.7% -15.4% -0.2% 12.1% 6.5% -0.4%
Bay Area CPI - Annual Change - - 1.3% 4.3% 7.6% 2.3% 3.0% - -
Cumulative Change - - 1.3% 5.7% 13.7% 16.3% 19.8% 3.7%

Sources:

FY2022 through FY2024 - NTD Reports

CPI Data - U.S. Department of Labor, Bureau of Labor Statistics

FY2019 through FY2021 - Prior Performance Audit Report
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Exhibit 3.4: TDA Statistics — Light Rail

TDA Statistics FY2019 | FY2020 | FY2021 | FY2022 | FY2023 | FY2024 A"gh'::;:a’
Operating Cost (Actual $) $240,684,508 | $238,616,466 | $145225232 | $231,978,348 | $245,877,378 | $269,808,184 - -
Annual Change - - -0.9% -39.1% 59.7% 6.0% 9.7% 2.3%
Operating Cost (Constant $) $240,684,508 | $235,483,819 | $137,420,419 | $204,014,005 | $211,350,181 | $225,200,326 - -
Annual Change - -2.2% -41.6% 48.5% 3.6% 6.6% -1.3%
Car Service Hours 686,606 557,701 113,151 559,779 612,704 634,659 - -
Annual Change - - -18.8% -79.7% 394.7% 9.5% 3.6% -1.6%

Car Service Miles 6,087,809 5,013,186 838,894 4,520,794 5,080,285 5,229,312 -
Annual Change - - -17.7% -83.3% 438.9% 12.4% 2.9% -3.0%
Unlinked Passengers 57,182,258 41,999,643 3,595,952 16,603,766 26,417,454 32,058,795 - -
Annual Change - - -26.6% -91.4% 361.7% 59.1% 21.4% -10.9%
Employee Full-Time Equivalents 1211.9 1057.9 5421 9171 979.8 967.7 - -
Annual Change - -12.7% -48.8% 69.2% 6.8% -1.2% -4.4%
Bay Area CPI - Annual Change - - 1.3% 4.3% 7.6% 2.3% 3.0% - -
Cumulative Change - - 1.3% 5.7% 13.7% 16.3% 19.8% 3.7%

Sources:

FY2022 through FY2024 - NTD Reports

CPI Data - U.S. Department of Labor, Bureau of Labor Statistics

FY2019 through FY2021 - Prior Performance Audit Report
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Exhibit 3.5: TDA Statistics — Cable Car

TDA Statistics FY2019 | FY2020 | FY2021(a) | FY2022 | FY2023 | FY2024 A"gh'::;:a’
Operating Cost (Actual $) $70,277173 | $64,543,044 | $22,182,506 | $74,193,395 | $74,057,382 | $80,925,824 - -
Annual Change - - -8.2% -65.6% 234.5% -0.2% 9.3% 2.9%
Operating Cost (Constant $) $70,277,173 |  $63,695,699 | $20,990,356 | $65,249,588 | $63,657,915 | $67,546,216 - -
Annual Change - -9.4% -67.0% 210.9% -2.4% 6.1% -0.8%
Car Service Hours 132,758 102,082 0 78,879 92,722 93,003 - -
Annual Change - - -23.1% -100.0% - - 17.5% 0.3% -6.9%

Car Service Miles 284,799 188,083 0 169,217 198,912 199,513 -
Annual Change - - -34.0% -100.0% - - 17.5% 0.3% -6.9%
Unlinked Passengers 5,703,705 4,012,470 0 2,154,157 2,926,495 3,925,803 - -
Annual Change - -29.7% -100.0% - - 35.9% 34.1% -7.2%
Employee Full-Time Equivalents 431.7 346.8 103.4 354.7 350.5 370.9 - -
Annual Change - -19.7% -70.2% 243.0% -1.2% 5.8% -3.0%
Bay Area CPI - Annual Change - 1.3% 4.3% 7.6% 2.3% 3.0% - -
Cumulative Change - - 1.3% 5.7% 13.7% 16.3% 19.8% 3.7%

(a) No Cable Car service operated in FY2021 (Covid Pandemic)

Sources: FY2019 through FY2021 - Prior Performance Audit Report

FY2022 through FY2024 - NTD Reports

CPI Data - U.S. Department of Labor, Bureau of Labor Statistics
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Exhibit 3.6: TDA Statistics — Paratransit

TDA Statistics FY2019 | FY2020 | FY2021 | FY2022 | FY2023 | FY2024 A"gh'::;:a’
Operating Cost (Actual $) $21,940,403 | $22,767,244 | $14,232,943 | $20,774,720 | $22,581,490 | $23,173,798 - -
Annual Change - - 3.8% -37.5% 46.0% 8.7% 2.6% 1.1%
Operating Cost (Constant $) $21,940,403 | $22,468,347 | $13,468,025 | $18,270,385 | $19,410,497 | $19,342,434 - -
Annual Change - - 2.4% -40.1% 35.7% 6.2% -0.4% -2.5%
Vehicle Service Hours 231,864 184,832 93,589 140,586 166,480 169,926 - -
Annual Change - - -20.3% -49.4% 50.2% 18.4% 2.1% -6.0%
Vehicle Service Miles 1,678,156 1,328,977 737,175 1,018,545 1,248,469 1,271,406 -
Annual Change - - -20.8% -44.5% 38.2% 22.6% 1.8% -5.4%
Unlinked Passengers 401,197 309,142 114,939 184,760 237,353 254,113 - -
Annual Change - - -22.9% -62.8% 60.7% 28.5% 7.1% -8.7%
Employee Full-Time Equivalents (a) (a) (a) (a) (a) (a) - -
Annual Change - - - - - - -
Bay Area CPI - Annual Change - - 1.3% 4.3% 7.6% 2.3% 3.0% - -
Cumulative Change - - 1.3% 5.7% 13.7% 16.3% 19.8% 3.7%

(a) Not applicable as SFMTA paratransit service is provided by outside contractors

Sources:

FY2022 through FY2024 - NTD Reports

CPI Data - U.S. Department of Labor, Bureau of Labor Statistics

FY2019 through FY2021 - Prior Performance Audit Report
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ITII. TDA PERFORMANCE INDICATORS AND TRENDS

The performance trends for the five SFMTA service modes (motor coach, trolley
coach, light rail/historic trolley, cable car, and paratransit) are presented in this section.

Performance is discussed for each of the five TDA-mandated performance indicators:

e operating cost per vehicle/car service hour
e passengers per vehicle/car service hour

e passengers per vehicle/car service mile

e operating cost per passenger

e vehicle/car service hours per full-time equivalent employee (FTE)

The performance results in these indicators were generally developed from the
information in the NTD reports filed with the FTA for the three years of the audit period
by SEFMTA. The NTD reports were the primary source of all operating and financial
statistics except for paratransit contractor FTEs. Contractor employee FTE data is

unavailable for this audit due to the nature of these contracted services.

In addition to presenting performance for the three years of the audit period

(FY2022 through FY2024), this analysis features two enhancements:

Six-Year Time Period — While the performance audit focuses on the three fiscal

years of the audit period, six-year trend lines have been constructed for SFMTA’s service
to provide a longer perspective on performance and to clearly present the direction and
magnitude of the performance trends. In this analysis, the FY2022 to FY2024 trend lines
have been combined with those from the prior audit period (FY2019 through FY2021) to

define a six-year period of performance.
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Normalized Cost Indicators for Inflation — Two financial performance indicators

(cost per hour and cost per passenger) are presented in both constant and current dollars
to illustrate the impact of inflation in the Bay Area. The inflation adjustment relies on the
All-Urban Consumer Price Index for Urban Wage Earners and Clerical Workers (CPI-W)
for the San Francisco Metropolitan Area. The average CPI-W percent change for each
tiscal year has been calculated based on the bi-monthly results reported on the U.S.
Department of Labor — Bureau of Labor Statistics website. The CPI-W is used since labor
is the largest component of operating cost in transit. Since labor costs are typically
controlled through labor contracts, changes in normalized costs largely reflect those

factors that are within the day-to-day control of the transit system.

The following discussion is organized to present an overview of SFMTA’s
performance trends in each of the five TDA performance indicators. The discussion is
organized by service mode. The motor coach service is discussed first, followed by trolley
coach, light rail/historic trolley, cable car, and then paratransit. For all service modes, the
analysis is expanded to include a breakdown of the various component costs that

contributed to the total and hourly operating costs during the six-year review period.

It should be noted that for the rail modes, the operating statistics utilized are car

service hours and miles, not train service hours and miles.

Motor Coach Performance Trends

This section provides an overview of the performance of SEMTA’s motor coach
service over the past six years. The trends in the TDA indicators and input statistics are

presented in Exhibit 4. The six-year trends are illustrated in Exhibits 4.1 through 4.4.
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e Operating Cost per Vehicle Service Hour (Exhibit 4.1)

— A key indicator of cost efficiency, the cost per hour of motor coach service
increased an average of 8.1 percent annually, as service hours went down
slightly per year overall even as operating costs increased by eight percent.

— The cost per hour ranged from a period low of $206.10 in FY2019 to a high
of $304.85 in the last year.

— There were increases in every year except FY2022 and FY2023. The largest
annual increase was in FY2021, coinciding with the first full year of the
COVID pandemic.

— In constant FY2019 dollars, there was an average annual increase in this
indicator of 4.3 percent.

e Passengers per Vehicle Service Hour (Exhibit 4.2)

— A key indicator of passenger productivity, passengers per hour decreased
an average of 6.7 percent annually during the six-year period.

— DPassengers per hour decreased precipitously in the first half of the period,
from about 65 in FY2019 to just 27 by FY2021.

— The decreasing trend was driven by major decreases in passengers
coinciding with the early stages of the COVID pandemic (FY2020 and
FY2021). Service hours were reduced at the same time but not by nearly as
much.

— This was followed by a significant improving trend through the remainder
of the period, coinciding with the recovery from the pandemic, though still
not back to pre-pandemic levels as of FY2024.

e DPassengers per Vehicle Service Mile (Exhibit 4.2)

— Similar to passengers per hour, motor coach passengers per mile decreased
by seven percent annually on average.

— There were about eight passengers per mile in the first year, followed by
decreases to just 3.5 passengers by FY2021.

— Again, the trend was driven by major decreases in passengers coinciding
with the early stages of the COVID pandemic (FY2020 and FY2021).
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— Subsequently, there was a significant improving trend through the
remainder of the period, coinciding with the recovery from the pandemic,
with nearly six passengers per mile achieved by FY2024.

e Operating Cost per Passenger (Exhibit 4.3)

— A key measure of cost effectiveness, the cost per passenger increased
steadily from $3.19 in FY2019 to $4.58 in FY2020 and all the way to $10.84
in FY2021 (the first full year of the pandemic). There were significant
reductions in the two following years, however, and the cost per passenger
in both of the last two years was nearer to $6.00.

— The resulting trend in cost per passenger showed an increase of 15.0 percent
on average annually over the six-year period. This trend was significantly
impacted by major ridership declines in FY2020 and FY2021, due to the
COVID pandemic, and 32 percent annual ridership recoveries in both
FY2022 and FY2023.

— With the impact of inflation removed from the cost side (normalization),
the six-year result was still an average annual increase of 11.8 percent.

e Vehicle Service Hours per Employee (FTE) (Exhibit 4.4)

— A measure of employee productivity, vehicle service hours per employee
were about the same in the first and last years of the review period (about
880 hours).

— However, there was intermediate variation, with notably lower results
recorded in FY2020 and FY2021, and higher results in FY2022 and FY2023.

— Thelargest decrease occurred in FY2021 (12.1 percent), resulting in a period
low of 766 hours per FTE. The period high of 949 hours was in FY2022. It
was 24 percent higher than in the prior year.

The following is a brief summary of the TDA motor coach performance trend

highlights over the six-year period of FY2019 through FY2024:
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e There was an average annual increase in the operating cost per hour of 8.1
percent, or 4.3 percent in inflation adjusted dollars. There were increases in
every year except FY2022 and FY2023. The largest annual increase was in
FY2021, coinciding with the first full year of the COVID pandemic.

e The cost per passenger increased on average by 15.9 percent per year, which,
when measured in constant FY2019 dollars, resulted in an average annual
increase of 11.8 percent. This trend was significantly impacted by major
ridership declines in FY2020 and FY2021, due to the COVID pandemic.

e Passenger productivity showed a notable decline, with passengers per vehicle
service hour and mile both decreasing by about seven percent per year overall.
The trend was driven by major decreases in passengers coinciding with the
early stages of the COVID pandemic (FY2020 and FY2021).

e Employee productivity registered the same results in the first and last years of
the review period (about 880 hours per FTE), despite some intermediate
variation.
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Exhibit 4: TDA Indicator Performance — Motor Coach

Avg.
TDA Performance Indicator FY2019 FY2020 FY2021 FY2022 FY2023 FY2024 Annzal
Change

Op. Cost per Vehicle Svc. Hour (Actual $) $206.10 $240.02 $294.89 $265.10 $260.73 $304.85 -
Annual Change - - 16.5% 22.9% -10.1% -1.7% 16.9% 8.1%

Op. Cost per Vehicle Svc. Hour (Constant $) $206.10 $236.87 $279.05 $233.15 $224.11 $254.45 - -
Annual Change - - 14.9% 17.8% -16.4% -3.9% 13.5% 4.3%

Passengers per Vehicle Service Hour 64.6 524 27.2 35.0 43.3 45.7 - -
Annual Change - - -18.9% -48.1% 28.5% 23.7% 5.7% -6.7%

Passengers per Vehicle Service Mile 8.36 6.66 3.48 443 5.51 5.82 -
Annual Change - - -20.3% -47.7% 27.3% 24.2% 5.7% -7.0%

Op. Cost per Passenger (Actual $) $3.19 $4.58 $10.84 $7.58 $6.03 $6.67 -
Annual Change - - 43.6% 136.7% -30.0% -20.5% 10.6% 15.9%

Op. Cost per Passenger (Constant $) $3.19 $4.52 $10.26 $6.67 $5.18 $5.56 - -
Annual Change - - 41.7% 126.9% -35.0% -22.3% 7.4% 11.8%

Vehicle Service Hours per FTE 886.0 871.3 766.0 9494 923.8 880.0 - -
Annual Change - -1.7% -12.1% 23.9% -2.7% -4.7% -0.1%

Bay Area CPI - Annual Change - - 1.3% 4.3% 7.6% 2.3% 3.0% -
Cumulative Change - - 1.3% 5.7% 13.7% 16.3% 19.8% 3.7%
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Exhibit 4.1: Operating Cost per Vehicle Service Hour — Motor Coach
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Exhibit 4.2: Passengers per Hour and per Mile — Motor Coach
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Exhibit 4.3: Operating Cost per Passenger — Motor Coach
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Exhibit 4.4: Vehicle Service Hours per FTE — Motor Coach
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Motor Coach Component Costs

Year-to-year changes in selected operating cost categories over the six year review

period are presented in Exhibit 4.5. Examining components of operating costs (e.g., labor,

fringes, fuel, and casualty/liability) may determine what particular components had the

most significant impacts on the operating costs. Exhibit 4.5 also shows the concurrent

changes in vehicle service hours and Exhibit 4.6 illustrates the portion of the cost per

motor coach service hour that can be attributed to each included cost component.

The most significant change was an average annual increase of 36.4 percent in
the casualty/liability area. SFMTA staff attributed this to a number of recent
factors, including post-COVID catching up on old court cases (when courts
were closed during the pandemic), remote court appearances from expanding
legal practices in Southern California, and a spate of aggressive legal activity
across the Bay area. In addition, a negative expense in casualty/liability was
reported for FY2021, reflecting reductions in general liability per actuarial
calculations. In the other years, casualty/liability costs ranged from one to five
percent of total costs.

Labor costs represented the largest portion of the total costs overall, remaining
at about 40 percent throughout the period.

Fringe benefits generally comprised the second largest portion, increasing from
34 percent to 39 percent of total costs in the first half of the period, and then
decreasing from 37 percent in FY2022 to less than 31 percent in FY2024.

Labor costs increased by 6.4 percent on average per year, while fringe benefits
costs went up at an annual rate of 5.9 percent.

Services and materials/supplies costs increased by 12 percent and ten percent,
respectively, on average per year. The services contribution rate also increased
in each year, from 11 percent of total costs in FY2019 to 14 percent by FY2024.
Meanwhile, the materials/supplies share was between five and seven percent,
depending on the year.
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e Fuels/lubricants and “other costs” (including utilities) together consistently
accounted for four percent or less of total costs. The former increased by 5.4
percent annually, on average, and the latter by 9.3 percent.

The following is a brief summary of the motor coach component operating costs

trend highlights between FY2019 and FY2024:

e The most significant change was an average annual increase of 36.4 percent in
the casualty/liability area. In addition, a negative expense in casualty/liability
was reported for FY2021, reflecting reductions in general liability per actuarial
calculations.

e Labor costs represented the largest portion of the total costs, at about 40 percent
over the six years. Fringe benefits comprised the second largest portion,
ranging between 31 and 39 percent. Labor and fringe benefits costs increased
by 6.4 and 5.9 percent on average per year, respectively.

e Services and materials/supplies costs increased by 12 percent and ten percent
on average per year. Services also increased to 14 percent of total costs by
FY2024, while the materials/supplies share remained between five and seven
percent.

e Fuel/lubricants and “other costs” (including utilities) combined accounted for
four percent or less of total costs through the period. The former increased by
5.4 percent annually, on average, and the latter by 9.3 percent.
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Exhibit 4.5: Component Cost Trends — Motor Coach

| Fvy2019 | Fv2020 | FY2021 | FY2022 | FY2023 | FY2024 | Av. Ann. Chg. |
COST CATEGORIES
Labor (Salaries/Wages) | $149,235,467 | $155,929,098 | $173,327,581 | $156,353,116 | $179,288,447 | $203,348,516 --
Annual Change -- 4.5% 11.2% -9.8% 14.7% 13.4% 6.4%
Fringe Benefits (a) $119,499,271 | $138,923,605 | $176,546,786 | $154,155,714 | $138,166,386 | $159,428,962 .-
Annual Change -- 16.3% 27.1% -12.7% -10.4% 15.4% 5.9%
Services $40,451,363 | $47,034,971 | $55,491,280 | $52,533,676 | $55,896,612 | $72,814,094
Annual Change -- 16.3% 18.0% -5.3% 6.4% 30.3% 12.5%
Fuels/Lubricants $12,056,592 |  $9,766,799 |  $8,441,055 | $13,843,072 | $15,542,729 | $15,671,136 | - -
Annual Change -- -19.0% -13.6% 64.0% 12.3% 0.8% 5.4%
Materials/Supplies (b) $24,072,862 | $21,685,719 | $30,791,320 | $26,327,901 | $28,705,392 | $39,192,739 .-
Annual Change -- -9.9% 42.0% -14.5% 9.0% 36.5% 10.2%
Casualty/Liability $5,049,293 | $19,202,691 | -$2,509,019 |  $5,179,832 | $11,220,157 | $23,857,772 --
Annual Change -- 280.3% -113.1% -306.4% 116.6% 112.6% 36.4%
Other Expenses (c) $2,988,125 |  $2,145537 |  $1,699,139 |  $3,851,198 |  $4,304,222 |  $4,665,464 .-
Annual Change .- -28.2% -20.8% 126.7% 11.8% 8.4% 9.3%
Total $353,352,973 | $394,688,420 | $443,788,142 | $412,244,509 | $433,123,945 | $518,978,683 --
Annual Change -- 11.7% 12.4% -7.1% 5.1% 19.8% 8.0%
OPERATING STATISTICS
Vehicle Service Hours 1,714,493 1,644,393 1,504,908 1,555,039 1,661,223 1,702,426 .-
Annual Change -- -4.1% -8.5% 3.3% 6.8% 2.5% -0.1%
(a) Also includes paid absences
(b) Includes tires/tubes and other materials/supplies
(c) Includes utilities and miscellaneous expenses
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Exhibit 4.6: Distribution of Component Costs — Motor Coach
Operating Cost per Vehicle Service Hour
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Trolley Coach Performance Trends

This section provides an overview of the performance of SFMTA’s trolley coach
service during the six-year review period. The trends in the TDA indicators and input
statistics are presented in Exhibit 5. The six-year trends are illustrated in Exhibits 5.1

through 5.4.

e Operating Cost per Vehicle Service Hour (Exhibit 5.1)

— The cost per hour of trolley coach service increased an average of 5.3
percent annually, as service hours went up just slightly per year overall
while corresponding operating costs increased by seven percent.

— The cost per hour ranged from a period low of $214.78 in FY2019 to a high
of $298.93 in FY2021, coinciding with the COVID pandemic.

— There were increases in every year through FY2021, followed by decreases
in FY2022 and FY2023, as recovery from the pandemic proceeded, but still
a seven percent increase in FY2024.

— In constant FY2019 dollars, there was an average annual increase in this
indicator of 1.6 percent.

e Passengers per Vehicle Service Hour (Exhibit 5.2)

— Trolley coach passengers per hour decreased an average of 2.5 percent
annually during the six-year period.

— DPassengers per hour decreased in every year earlier in the period, especially
in FY2021, from 62.4 in the first year to just 29.4 by FY2021.

— The trend was driven by major decreases in passengers coinciding with the
early stages of the COVID pandemic (FY2020 and FY2021). Service hours
were reduced at the same time but not by nearly as much.

— Subsequently, there were significant increases in passengers per trolley
coach hour in each year, reaching 54.9 by FY2024.
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e Passengers per Vehicle Service Mile (Exhibit 5.2)

— Similar to passengers per hour, trolley coach passengers per mile also
decreased overall during the period, but by just 0.7 percent annually on
average.

— There were 9.5 passengers per mile in the first year, followed by a general
decrease to 8.8 in FY2020, but then down steeply to just 4.9 passengers in
FY2021.

— Again, the trend was driven by major decreases in passengers coinciding
with the early stages of the COVID pandemic (FY2020 and especially
FY2021), and major recovery to 9.1 passengers per mile was documented
between FY2022 and FY2024.

e Operating Cost per Passenger (Exhibit 5.3)

— The trolley coach cost per passenger was $3.44 in the first year, then
increased steadily to $4.80 in FY2020 and all the way to $10.17 in FY2021
(the first full year of the pandemic). This was followed by sharp decreases
in each subsequent year, reaching $5.06 in FY2024.

— The resulting trend in cost per passenger showed an increase of eight
percent on average annually over the six-year period. This trend was
significantly impacted by major ridership declines in FY2020 and especially
FY2021, due to the COVID pandemic.

— With the impact of inflation removed from the cost side (normalization),
the six-year result was still an average annual increase of 4.2 percent.

e Vehicle Service Hours per FTE (Exhibit 5.4)

— Vehicle service hours per trolley coach employee increased on average by
1.8 percent per year over the six years.

— Hours per FTE decreased steadily from 877 in FY2019 to 785 in FY2021,
followed by annual increases in each of the last three years, to 959 hours in
FY2024.

— The largest annual change (16 percent increase) occurred in FY2022.

— Annual FTEs decreased an annual average of 0.4 percent while
corresponding service hours increased by 1.4 percent.
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The following is a brief summary of the trolley coach TDA performance trend

highlights over the six-year period of FY2019 through FY2024:

There was an average annual increase in the operating cost per hour of 5.3
percent, or 1.6 percent in inflation adjusted dollars. There were increases in
every year through FY2021, followed by decreases in FY2022 and FY2023, as
recovery from the pandemic proceeded, but still a seven percent increase in
FY2024.

The cost per passenger increased on average by eight percent per year, which,
when measured in constant FY2019 dollars, resulted in an average annual
increase of 4.2 percent. This trend was significantly impacted by major
ridership declines in FY2020 and FY2021, due to the COVID pandemic,
followed by notable rebounding starting in FY2022.

Passenger productivity showed overall decline, with passengers per vehicle
service hour and mile decreasing by 2.5 percent and 0.7 percent per year on
average. The trend was also driven by major decreases in passengers
coinciding with the early stages of the COVID pandemic (FY2020 and FY2021),
followed by notable rebounding subsequently.

Employee productivity increased on average by 1.8 percent per year. Annual
FTEs decreased an annual average of 0.4 percent while corresponding service
hours increased by 1.4 percent.

Final Audit Report -35- Triennial Performance Audit of SEMTA



Exhibit 5: TDA Indicator Performance — Trolley Coach

Avg.
TDA Performance Indicator FY2019 FY2020 FY2021 FY2022 FY2023 FY2024 Annzal
Change

Op. Cost per Vehicle Svc. Hour (Actual $) $214.78 $256.81 $298.93 $270.83 $258.55 $278.13 -
Annual Change - - 19.6% 16.4% -9.4% -4.5% 7.6% 5.3%

Op. Cost per Vehicle Svc. Hour (Constant $) $214.78 $253.44 $282.87 $238.18 $222.25 $232.15 - -
Annual Change - - 18.0% 11.6% -15.8% -6.7% 4.5% 1.6%

Passengers per Vehicle Service Hour 62.4 53.5 29.4 43.7 49.0 54.9 - -
Annual Change - - -14.2% -45.1% 48.7% 12.1% 12.0% -2.5%

Passengers per Vehicle Service Mile 9.47 8.78 4.88 7.23 8.14 9.13 -
Annual Change - - -7.3% -44.4% 48.2% 12.5% 12.2% -0.7%

Op. Cost per Passenger (Actual $) $3.44 $4.80 $10.17 $6.20 $5.28 $5.06 -
Annual Change - - 39.4% 111.8% -39.1% -14.9% -4.0% 8.0%

Op. Cost per Passenger (Constant $) $3.44 $4.74 $9.62 $5.45 $4.53 $4.23 - -
Annual Change - - 37.6% 103.1% -43.4% -16.8% -6.8% 4.2%

Vehicle Service Hours per FTE 877.5 813.3 785.5 909.7 928.6 959.2 - -
Annual Change - - -7.3% -3.4% 15.8% 2.1% 3.3% 1.8%

Bay Area CPI - Annual Change - - 1.3% 4.3% 7.6% 2.3% 3.0% -
Cumulative Change - - 1.3% 5.7% 13.7% 16.3% 19.8% 3.7%
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Exhibit 5.1: Operating Cost per Vehicle Service Hour — Trolley Coach
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Exhibit 5.2: Passengers per Hour and per Mile — Trolley Coach
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Exhibit 5.3: Operating Cost per Passenger — Trolley Coach
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Exhibit 5.4: Vehicle Service Hours per FTE — Trolley Coach
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Trolley Coach Component Costs

The year-to-year changes in selected trolley coach operating cost categories are
presented in Exhibit 5.5, along with the concurrent changes in vehicle service hours. The
portions of the cost per vehicle service hour that can be attributed to each included cost

component are shown in Exhibit 5.6.

e The most significant change was an average annual increase of 45 percent in
the casualty/liability area. In addition, a negative expense in casualty/liability
was reported for FY2021, reflecting reductions in general liability per actuarial
calculations. In the other years, casualty/liability costs ranged from one to five
percent of total costs.

e Labor costs represented the largest portion of the total costs overall, remaining
in a range of 40 to 45 percent throughout the period.

e Fringe benefits generally comprised the second largest portion, increasing from
35 percent to 42 percent of total costs in the first half of the period, and then
decreasing from 40 percent in FY2022 to 30 percent in FY2024.

e Labor and fringe benefits costs both increased by 3.4 percent on average per
year.

e Services and materials/supplies costs both increased by about 15 percent on
average per year. The services contribution rate also increased in most years,
from 11 percent of total costs in FY2019 to 16 percent by FY2024. Meanwhile,
the materials/supplies share was between three and six percent, depending on
the year.

e Fuels/lubricants and “other costs” (including utilities) together consistently
accounted for about two of total costs. The former decreased by 2.9 percent
annually, on average, while the latter increased by 14.3 percent.

The following is a brief summary of the trolley coach component operating costs

trend highlights between FY2019 and FY2024:
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e The most significant change was an average annual increase of 45 percent in
the casualty/liability area. In addition, a negative expense in casualty/liability
was reported for FY2021, reflecting reductions in general liability per actuarial
calculations.

e Labor costs represented the largest portion of the total costs overall, at 40 to 45
percent over the six years. Fringe benefits generally comprised the second
largest portion, ranging between 30 and 42 percent. Labor costs and fringe
benefits costs both increased by 3.4 percent on average per year.

e Services and materials/supplies costs both increased by about 15 percent on
average per year. Services also increased from 11 to 16 percent of total costs,
while the materials/supplies share remained between three and six percent.

e Fuel/lubricants and “other costs” (including utilities) combined accounted for
about two percent of total costs through the period.
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Exhibit 5.5: Component Costs Trends — Trolley Coach

| Fy2019 | FY2020 | FY2021 | FY2022 | FY2023 | FY2024 | Av. Ann. Chg. |
COST CATEGORIES
Labor (Salaries/Wages) $77,439,868 | $78,420,563 | $70,269,643 | $74,797,899 | $86,982,623 | $91,739,151 --
Annual Change -- 1.3% -10.4% 6.4% 16.3% 5.5% 3.4%
Fringe Benefits (a) $60,945,491 | $69,498,295 | $73,415,752 | $72,758,423 | $66,338,542 | $71,995,982 --
Annual Change -- 14.0% 5.6% -0.9% -8.8% 8.5% 3.4%
Services $18,958,272 | $20,666,670 | $21,645,793 | $22,401,463 | $27,007,202 | $38,656,934
Annual Change -- 9.0% 4.7% 3.5% 20.6% 43.1% 15.3%
Fuels/Lubricants $66,390 $56,770 $51,612 $55,746 $54,378 $57,368 | - -
Annual Change - - -14.5% -9.1% 8.0% -2.5% 5.5% -2.9%
Materials/Supplies (b) $6,945942 |  $5135,794 | $7,552,879 | $6,841,102 | $9,694,085 | $13,821,432 --
Annual Change - - -26.1% 47.1% -9.4% 41.7% 42.6% 14.8%
Casualty/Liability $1,980,969 |  $6,437,469 -$748,487 |  $1,716,410 |  $3,984,638 | $12,735,732 --
Annual Change -- 225.0% -111.6% -329.3% 132.1% 219.6% 45.1%
Other Expenses (c) $3,195,711 $2,655,248 |  $1,767,204 |  $3,515,325 |  $4,792,929 |  $6,239,074 --
Annual Change -- -16.9% -33.4% 98.9% 36.3% 30.2% 14.3%
Total $169,532,643 | $182,870,809 | $173,954,396 | $182,086,368 | $198,854,397 | $235,245,673 --
Annual Change -- 7.9% -4.9% 4.7% 9.2% 18.3% 6.8%
OPERATING STATISTICS
Vehicle Service Hours 789,332 712,076 581,921 672,334 769,101 845,811 --
Annual Change - - -9.8% -18.3% 15.5% 14.4% 10.0% 1.4%
(a) Also includes paid absences
(b) Includes tires/tubes and other materials/supplies
(c) Includes utilities and miscellaneous expenses
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Exhibit 5.6: Distribution of Component Costs — Trolley Coach
Operating Cost per Vehicle Service Hour
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Light Rail Performance Trends

This section provides an overview of the performance of SFMTA’s light rail service
over the six-year review period. Performance of the historic trolley service (primarily the
“F” Line) is included as well as the Muni Metro light rail lines in operation during the
audit period. The trends in the TDA indicators and input statistics are presented in

Exhibit 6. The six-year trends are illustrated in Exhibits 6.1 through 6.4.

e Operating Cost per Car Service Hour (Exhibit 6.1)

— The cost per hour of light rail service increased an average of 3.9 percent
annually, as car service hours went down by 1.6 percent per year overall
while operating costs increased by 2.3 percent.

— The cost per hour ranged from a period low of $350.54 in FY2019 to a high
of $1,283.46 in FY2021, coinciding with the COVID pandemic.

— There were increases in every year through FY2021, followed by decreases
in FY2022 and FY2023, as recovery from the pandemic proceeded, but still
a six percent increase in FY2024.

— In constant FY2019 dollars, there was an average annual increase in this
indicator of 0.2 percent.

e DPassengers per Car Service Hour (Exhibit 6.2)

— Light rail passengers per hour decreased an average 9.5 percent annually
during the six-year period.

— DPassengers per hour decreased in every year earlier in the period, especially
in FY2021, from 83.3 in the first year to just 29.7 by FY2022.

— The trend was driven by major decreases in passengers and service hours
coinciding with the COVID pandemic (FY2020 and FY2021), but nearly the
full complement of service hours reinstated in FY2022, even as ridership
gains were lagging.

— Subsequently, there were significant increases in passengers per car hour in
each year, reaching 50.5 by FY2024.
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e Passengers per Car Service Mile (Exhibit 6.2)

— Similar to passengers per hour, light rail passengers per mile decreased
significantly, by more than eight percent annually on average.

— There were 9.4 passengers per mile in the first year, followed by a steady
decrease to just 3.7 in FY2022, but then a major recovery to 6.1 passengers
by FY2024.

— The trend was driven by major decreases in passengers and service miles
coinciding with the COVID pandemic (FY2020 and FY2021), but nearly the
full complement of service miles reinstated in FY2022, even as ridership
gains were lagging.

e Operating Cost per Passenger (Exhibit 6.3)

— The light rail cost per passenger increased an average of 15 percent
annually, as passengers went down by 11 percent per year overall while
operating costs increased by 2.3 percent.

— The cost per passenger ranged from a period low of $4.21 in FY2019 to a
high of $40.39 in FY021, coinciding with the COVID pandemic.

— There were increases in every year through FY2021, followed by decreases
in FY2022, FY2023 and FY2024, as recovery from the pandemic proceeded.

— In constant FY2019 dollars, there was an average annual increase in this
indicator of nearly 11 percent.

e Car Service Hours per FTE (Exhibit 6.4)

— Car service hours per light rail employee decreased on average by three
percent per year over the six years.

— There were more than 500 car service hours per FTE in the first two years
of the review period, followed by a steep decline to 209 in FY2021, and then
increasing to more than 600 hours in the last three years.

— Annual FTEs decreased overall an average of 4.4 percent, while
corresponding service hours decreased by just 1.6 percent.
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— There was an 80 percent reduction in car service hours in FY2021 (the first
tull year of the pandemic) compared with FY2020, along with a nearly 50
percent reduction in light rail FTEs.

The following is a brief summary of the light rail TDA performance trend

highlights over the six-year period of FY2019 through FY2024:

There was an average annual increase in the operating cost per hour of 3.9
percent, or 0.2 percent in inflation adjusted dollars. There were increases in
every year through FY2021, followed by decreases in FY2022 and FY2023, as
recovery from the pandemic proceeded, but still a six percent increase in
FY2024.

The cost per passenger increased on average by 15 percent per year, which,
when measured in constant FY2019 dollars, resulted in an average annual
increase of nearly 11 percent. This trend was significantly impacted by major
ridership declines in FY2020 and especially FY2021, due to the COVID
pandemic. There were increases in every year through FY2021, followed by
subsequent decreases as recovery from the pandemic proceeded.

Passenger productivity showed significant decline, with passengers per car
service hour decreasing by 9.5 percent per year overall, and passengers per car
service mile by more than eight percent. The trend was driven by major
decreases in passengers coinciding with the early stages of the COVID
pandemic (FY2020 and FY2021), but nearly the full complement of service
reinstated in FY2022, even as ridership gains were lagging.

Employee productivity decreased on average by three percent per year. There
were more than 500 car service hours per FTE in the first two years, followed
by a steep decline to 209 in FY2021, and then increasing to more than 600 hours
in the last three years.
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Exhibit 6: TDA Indicator Performance — Light Rail

Avg.

FY2019 FY2020 FY2021 FY2022 FY2023 FY2024 Ann?;al

Change

Op. Cost per Car Sve. Hour (Actual $) $350.54 $427.86 $1,283.46 $414.41 $401.30 $425.12 -
Annual Change - - 22.1% 200.0% -67.7% -3.2% 5.9% 3.9%
Op. Cost per Car Svc. Hour (Constant $) $350.54 $422.24 $1,214.49 $364.45 $344.95 $354.84 - -
Annual Change - - 20.5% 187.6% -70.0% -5.4% 2.9% 0.2%
Passengers per Car Service Hour 83.3 75.3 31.8 29.7 43.1 50.5 - -
Annual Change - - -9.6% -57.8% -6.7% 45.4% 17.2% -9.5%

Passengers per Car Service Mile 9.39 8.38 4.29 3.67 5.20 6.13 -
Annual Change - - -10.8% -48.8% -14.3% 41.6% 17.9% -8.2%

Op. Cost per Passenger (Actual $) $4.21 $5.68 $40.39 $13.97 $9.31 $8.42 -
Annual Change - - 35.0% 610.8% -65.4% -33.4% -9.6% 14.9%
Op. Cost per Passenger (Constant $) $4.21 $5.61 $38.22 $12.29 $8.00 $7.02 - -
Annual Change - - 33.2% 581.6% -67.8% -34.9% -12.2% 10.8%
Car Service Hours per FTE 566.6 527.2 208.7 6104 625.3 655.8 - -
Annual Change - - -7.0% -60.4% 192.4% 2.5% 4.9% 3.0%

Bay Area CPI - Annual Change - - 1.3% 4.3% 7.6% 2.3% 3.0% -
Cumulative Change - - 1.3% 5.7% 13.7% 16.3% 19.8% 3.7%
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Exhibit 6.1: Operating Cost per Car Service Hour- Light Rail
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Exhibit 6.2: Passengers per Car Service Hour and Mile — Light Rail
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Exhibit 6.3: Operating Cost per Passenger — Light Rail
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Exhibit 6.4: Car Service Hours per FTE — Light Rail
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Light Rail Component Costs

The year-to-year changes in selected light rail operating cost categories are
presented in Exhibit 6.5, along with the concurrent changes in car service hours. The
portions of the cost per car service hour that can be attributed to each included cost

component are shown in Exhibit 6.6.

e The most significant change was an average annual increase of 35 percent in
the casualty/liability area. In addition, a negative expense in casualty/liability
was reported for FY2021, reflecting reductions in general liability per actuarial
calculations. In the other years, casualty/liability costs ranged from one to four
percent of total costs.

e Labor costs represented the largest portion of the total costs except in FY2021,
while remaining in a range of 37 to 45 percent during the period.

e Fringe benefits generally comprised the second largest portion, in a range of 32
to 38 percent.

e Labor costs and fringe benefits costs both increased on average per year, by 1.5
percent and 2.7 percent, respectively.

e Services costs increased by 7.6 percent on average per year, and their share of
total costs remained between nine and 11 percent.

e Materials/supplies costs decreased by 14 percent on average per year.
Meanwhile, their share of total costs dropped from about ten percent in the
tirst three years to about five percent in the last three years.

e Fuels/lubricants and “other costs” (including utilities) together consistently
accounted for four percent or less of total costs. The former decreased by 5.4
percent annually, on average, while the latter increased by 15 percent.

The following is a brief summary of the light rail component operating costs trend

highlights between FY2019 and FY2024:
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e The most significant change was an average annual increase of 35 percent in
the casualty/liability area. In addition, a negative expense in casualty/liability
was reported for FY2021, reflecting reductions in general liability per actuarial
calculations.

e Labor costs represented the largest portion of the total costs overall, at 37 to 45
percent over the six years. Fringe benefits generally comprised the second
largest portion, ranging between 32 and 38 percent. Labor costs increased by
1.5 percent on average per year, while fringe benefits costs increased by 2.7
percent.

e Materials/supplies and fuels/lubricants costs both decreased overall during the
period, by 14 percent and 5.4 percent on average annually.

e Services and “other costs” (including utilities) both increased overall during
the period, by 7.6 percent and 15 percent on average annually.
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Exhibit 6.5: Component Cost Trends — Light Rail

‘ FY2019 ‘ FY2020 ‘ FY2021 FY2022 FY2023 FY2024 Av. Ann. Chg. |
COST CATEGORIES
Labor (Salaries/Wages) | $107,500,340 | $97,418,744 | $54,590,602 | $96,215,517 | $109,738,907 $115,675,020 --
Annual Change -- -9.4% -44.0% 76.2% 14.1% 5.4% 1.5%
Fringe Benefits (a) $77,654,620 | $80,435,972 | $54,723,023 | $88,953,630 | $80,466,655 $88,656,091 --
Annual Change -- 3.6% -32.0% 62.6% -9.5% 10.2% 2.7%
Services $21,485,012 | $25,799,874 | $14,969,828 | $24,758,302 | $27,442,888 $30,994,726
Annual Change -- 20.1% -42.0% 65.4% 10.8% 12.9% 7.6%
Fuels/Lubricants $77,697 $65,589 $38,504 $62,037 $59,597 $58,963
Annual Change - - -15.6% -41.3% 61.1% -3.9% -1.1% -5.4%
Materials/Supplies (b) $25,784,286 | $21,973,284 | $17,973,836 | $13,158,376 | $13,808,445 $12,124,420 --
Annual Change - - -14.8% -18.2% -26.8% 4.9% -12.2% -14.0%
Casualty/Liability $2,318,339 $7,437,649 -$179,126 $1,910,115 $4,367,121 $10,464,310 --
Annual Change -- 220.8% -102.4% -1166.4% 128.6% 139.6% 35.2%
Other Expenses (c) $5,864,214 $5,485,354 $3,108,565 $6,920,371 $9,993,765 $11,834,654 --
Annual Change -- -6.5% -43.3% 122.6% 44.4% 18.4% 15.1%
Total $240,684,508 | $238,616,466 | $145,225,232 | $231,978,348 | $245,877,378 $269,808,184 --
Annual Change - -0.9% -39.1% 59.7% 6.0% 9.7% 2.3%
OPERATING STATISTICS
Car Service Hours 686,606 557,701 113,151 559,779 612,704 634,659 --
Annual Change - - -18.8% -79.7% 394.7% 9.5% 3.6% -1.6%
(a) Also includes paid absences
(b) Includes tires/tubes and other materials/supplies
(c) Includes utilities and miscellaneous expenses
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Exhibit 6.6: Distribution of Component Costs — Light Rail
Operating Cost per Car Service Hour
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Cable Car Performance Trends

This section provides an overview of the performance of SFMTA'’s cable car service
over the six-year review period. The trends in the TDA indicators and input statistics are
presented in Exhibit 7. The six-year trends are illustrated in Exhibits 7.1 through 7.4. It
is noted that no cable car passenger service was provided during FY2021, the first full

year of the COVID pandemic.

e Operating Cost per Car Service Hour (Exhibit 7.1)

— The cost per hour of cable car service increased an average of 10.5 percent
annually, as car service hours went down by 6.9 percent per year overall,
while operating costs increased by 2.9 percent.

— The cost per hour ranged from a period low of $529.36 in the first year to a
high of $940.60 in FY2022.

— There were increases in every year reported except FY2023. The largest
annual increase was in FY2020, coinciding with the beginning of the COVID
pandemic.

— In constant FY2019 dollars, there was an average annual increase in this
indicator of 6.5 percent.

e DPassengers per Car Service Hour (Exhibit 7.2)

— Cable car passengers per hour decreased an average of 0.4 percent annually
during the six-year period.

— DPassengers per hour decreased substantially through FY2022, followed by
major rebounds in the next two years.

— There were 43 passengers per hour in the first year, down to 27 by FY2022,
but then reaching about 43 passengers again in FY2024.

e DPassengers per Car Service Mile (Exhibit 7.2)

— Similar to passengers per hour, cable car passengers per mile also decreased
by 0.4 percent annually on average.
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— There were about 20 passengers per mile in the first two years, then down
to 13 passengers by FY2022, followed by substantial annual increases back
to 20 passengers by FY2024.

— The FY2024 result was 33 percent higher than the previous year, reflecting
34 percent increase in passengers along with a 0.3 percent decrease in
service miles compared with FY2023.

e Operating Cost per Passenger (Exhibit 7.3)

— The cable car cost per passenger was $12.32 in FY2019, and then climbed to
$34.44 by FY2022. However, it dropped significantly in both FY2023 and
FY2024, to finish the period at $20.61.

— Theresulting trend in cost per passenger showed an increase of 10.8 percent
on average annually over the six-year period. This trend was largely
impacted by a major ridership decline in FY2020 due to the COVID
pandemic.

— With the impact of inflation removed from the cost side (normalization),
the six-year result was still an average annual increase of nearly seven
percent.

e Car Service Hours per FTE (Exhibit 7.4)

— Car service hours per cable car employee decreased on average by four
percent per year over the six years.

— There were about 300 car service hours per FTE earlier in the review period,
followed by results between 222 and 264 hours in the last three years.

— Annual FTEs decreased an average of three percent while corresponding
service hours decreased by more than twice that rate.

The following is a brief summary of the cable car TDA performance trend

highlights over the six-year period of FY2019 through FY2024:
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e There was an average annual increase in the operating cost per hour of 10.5
percent, or 6.5 percent in inflation adjusted dollars. There were increases in
every year reported except FY2023. The largest annual increase was in FY2020,
coinciding with the beginning of the COVID pandemic.

e The cost per passenger increased on average by 10.8 percent per year, which,
when measured in constant FY2019 dollars, resulted in an average annual

increase of nearly seven percent. This trend was largely impacted by a major
ridership decline in FY2020 due to the COVID pandemic.

e Passenger productivity showed some decline, with passengers per car service
hour and car service mile both decreasing by 0.4 percent overall. Passengers
per hour and per mile decreased substantially through FY2022, followed by
major rebounds in the next two years.

e Employee productivity decreased on average by four percent per year. Annual
FTEs decreased an average of three percent while corresponding service hours
decreased by more than twice that rate.
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Exhibit 7: TDA Indicator Performance — Cable Car

Avg.

FY2019 FY2020 FY2021 (a) FY2022 FY2023 FY2024 Annzal

Change
Op. Cost per Car Svc. Hour (Actual $) $529.36 $632.27 $0.00 $940.60 $798.70 $870.14 -
Annual Change - - 19.4% - - - - -15.1% 8.9% 10.5%
Op. Cost per Car Svc. Hour (Constant $) $529.36 $623.97 $0.00 $827.21 $686.55 $726.28 - -
Annual Change - - 17.9% - - - - -17.0% 5.8% 6.5%
Passengers per Car Service Hour 43.0 39.3 0.0 27.3 31.6 42.2 - -
Annual Change - - -8.5% - - - - 15.6% 33.7% -0.4%
Passengers per Car Service Mile 20.0 21.3 0.0 12.7 14.7 19.7 -
Annual Change - - 6.5% - - - - 15.6% 33.7% -0.4%
Op. Cost per Passenger (Actual $) $12.32 $16.09 $0.00 $34.44 $25.31 $20.61 -
Annual Change - - 30.6% - - - - -26.5% -18.5% 10.8%
Op. Cost per Passenger (Constant $) $12.32 $15.87 $0.00 $30.29 $21.75 $17.21 - -
Annual Change - - 28.8% - - - - -28.2% -20.9% 6.9%
Car Service Hours per FTE 307.5 2944 0.0 222.4 264.5 250.7 - -
Annual Change - - -4.3% - - - - 19.0% -5.2% -4.0%
Bay Area CPI - Annual Change - - 1.3% 4.3% 7.6% 2.3% 3.0% -
Cumulative Change - - 1.3% 5.7% 13.7% 16.3% 19.8% 3.7%

(a) No Cable Car service operated in FY2021 (Covid Pandemic)
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Exhibit 7.1: Operating Cost per Car Service Hour — Cable Car
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Exhibit 7.2: Passengers per Hour and per Mile — Cable Car
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Exhibit 7.3: Operating Cost per Passenger — Cable Car
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Exhibit 7.4: Car Service Hours per FTE — Cable Car

500.0
400.0
307.5
294 .4
300.0 —
264.5 250.7
2224
200.0
100.0
0.0 0.0y
FY2019  FY2020  FY2021  FY2022 FY2023  FY2024
Car Service Hours Full-time Equivalents
150,000 500.0
120,000 - 400.0 -
90,000 - 300.0 +
60,000 - 200.0 -
30,000 - 100.0 l
0 - T . . . 0.0 -
FY2019 FY2020 FY2021 (a} FY2022 FY2023 FY2024 FY2019 FY2020 FY2021 FY2022 FY2023 FY2024

Final Audit Report -64 - Triennial Performance Audit of SEMTA



Cable Car Component Costs

The year-to-year changes in selected cable car operating cost categories for the six-
year review period are presented in Exhibit 7.5, along with the concurrent changes in car
service hours. The portions of the cost per car service hour that can be attributed to each
included cost component are shown in Exhibit 7.6. It is noted that no cable car service
was provided for passengers during FY2021 (the first full year of the COVID pandemic),

but there were still significant operating expenses reported for that year.

e The most significant changes were an average annual increase of 30 percent in
the casualty/liability area, and no associated expenses reported in FY2021. In
the other years, casualty/liability costs accounted for less than one percent of
total costs.

e Labor costs represented the largest portion of the total costs through the period,
fluctuating annually but remaining at about 50 percent.

e Fringe benefits comprised the second largest portion, in a range of 38 to 45
percent, depending on the year.

e Labor costs and fringe benefits costs both increased on average per year, by 2.6
percent and 2.1 percent, respectively. These trends were influenced by
reductions of 60 percent or more in FY2021 compared with the prior year,
followed by increases of more than 200 percent in FY2022.

e Services, materials/supplies and “other costs” (including utilities) all increased
on average per year, by 6.1 percent, 9.2 percent and 10.2 percent, respectively.

e Services and materials/supplies costs consistently contributed about five
percent and two percent of total costs, respectively, while “other costs”
amounted to less than one percent.

e Fuels/lubricants costs showed a net decrease of 9.1 percent annually overall,
but were minimal in terms of their share of total costs.

Final Audit Report -65- Triennial Performance Audit of SEMTA



The following is a brief summary of the cable car component operating costs trend

highlights between FY2019 and FY2024:

e The most significant changes were an average annual increase of 30 percent in
the casualty/liability area and zero associated expenses reported in FY2021.

e Labor costs represented the largest portion of the total costs, at about 50
percent, while fringe benefits comprised the second largest portion, ranging
between 38 and 45 percent. Labor costs increased by 2.6 percent on average
per year over the six years, while fringe benefits costs increased by 2.1 percent.

e Services, materials/supplies and “other costs” all increased on average per
year, but continued to represent relatively minor portions of total costs.

e Fuels/lubricants costs showed a net decrease of 9.1 percent annually overall,
but were minimal in terms of their share of total costs.
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Exhibit 7.5: Component Cost Trends — Cable Car

| Fv2019 | Fv2020 | FY2021 | FY2022 | FY2023 | FY2024 | Av. Ann. Chg. |
COST CATEGORIES
Labor (Salaries/Wages) $36,663,984 | $31,536,750 | $10,472,049 | $35,862,894 | $40,005,588 | $41,621,405 --
Annual Change -- -14.0% -66.8% 242.5% 11.6% 4.0% 2.6%
Fringe Benefits (a) $28,021,285 | $27,889,446 | $10,944,650 | $33,540,077 | $28,360,796 | $31,156,113 .-
Annual Change -- -0.5% -60.8% 206.5% -15.4% 9.9% 2.1%
Services $3,758,176 |  $3,009,401 $69,443 |  $2,719,618 |  $3,283,651 $5,045,220
Annual Change -- -19.9% -97.7% 3816.3% 20.7% 53.6% 6.1%
Fuels/Lubricants $3,635 $2,461 $1,237 $2,322 $2,333 $2,250 | - -
Annual Change -- -32.3% -49.7% 87.7% 0.5% -3.6% -9.1%
Materials/Supplies (b) $1,376,575 |  $1,550,237 $586,387 |  $1,637,290 |  $1,764,050 |  $2,141,286 .-
Annual Change .- 12.6% -62.2% 179.2% 7.7% 21.4% 9.2%
Casualty/Liability $108,456 $279,043 $0 $71,497 $170,990 $399,243 .-
Annual Change -- 157.3% -100.0% -- 139.2% 133.5% 29.8%
Other Expenses (c) $345,062 $275,706 $108,740 $359,697 $469,974 $560,307 .-
Annual Change -- -20.1% -60.6% 230.8% 30.7% 19.2% 10.2%
Total $70,277,173 | $64,543,044 | $22,182,506 | $74,193,395 | $74,057,382 | $80,925,824 --
Annual Change -- -8.2% -65.6% 234.5% -0.2% 9.3% 2.9%
OPERATING STATISTICS
Car Service Hours 132,758 102,082 0 78,879 92,722 93,003 .-
Annual Change -- -23.1% -100.0% -- 17.5% 0.3% -6.9%
(a) Also includes paid absences
(b) Includes tires/tubes and other materials/supplies
(c) Includes utilities and miscellaneous expenses
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Exhibit 7.6: Distribution of Component Costs — Cable Car
Operating Cost per Car Service Hour
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Paratransit Performance Trends

This section provides an overview of the performance of SFMTA’s paratransit
service. Only the demand response van components are covered in the analysis; the taxi
operations have been excluded to conform with NTD reporting instructions to SEMTA.
The analysis focuses on four of the five TDA performance indicators. Hours per FTE are
not included in this analysis; FTE information was not available for the contracted service
providers. The trends in the TDA indicators and input data are presented in Exhibit 8.

The six-year trends are illustrated in Exhibits 8.1 through 8.3.

e Operating Cost per Vehicle Service Hour (Exhibit 8.1)

— The cost per hour of paratransit service increased an average of 7.6 percent
annually, as service hours went down by six percent per year overall even
as operating costs increased by 1.1 percent.

— The cost per hour ranged from a period low of $94.63 in FY2019 to a high of
$152.08 in FY2021.

— There were increases in every year through FY2021, coinciding with the
beginning of the COVID pandemic, followed by decreases in FY2022 and
FY2023, and then leveling off in the last year.

— In constant FY2019 dollars, there was an average annual increase in this
indicator of 3.8 percent.

e Passengers per Vehicle Service Hour (Exhibit 8.2)

— Paratransit passengers per hour decreased an average of 2.9 percent
annually during the six-year period.

— DPassengers per hour decreased steadily in the first half of the review period,
and then increased steadily for the duration of the period.

— The trend reflected major decreases in passengers coinciding with the early
stages of the COVID pandemic (FY2020 and especially FY2021). Service
hours were reduced at the same time but at lesser rates.
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Passengers per Vehicle Service Mile (Exhibit 8.2)

Similar to passengers per hour but more pronounced, paratransit
passengers per mile decreased by 3.5 percent annually on average.

There were 0.24 passengers per mile in the first year, followed by a general
decrease to 0.16 by FY2021, but then a steady increase to 0.20 passengers in
FY2024.

Again, the trend reflected major decreases in passengers coinciding with
the early stages of the COVID pandemic (FY2020 and especially FY2021).

Operating Cost per Passenger (Exhibit 8.3)

The paratransit cost per passenger increased precipitously from $54.69 in
the first year to $73.65 in FY2020, and all the way to $123.83 in FY2021 (the
tirst full year of the pandemic).

Subsequently there were annual decreases, lowering to $91.19 per
passenger by FY2024.

The resulting trend in cost per passenger showed an increase of 10.8 percent
on average annually over the six-year period. This trend was significantly
impacted by major ridership declines in FY2020 and FY2021, due to the
COVID pandemic.

With the impact of inflation removed from the cost side (normalization),
the six-year result was still an average annual increase of 6.8 percent.

The following is a brief summary of the paratransit TDA performance trend

highlights over the six-year period of FY2019 through FY2024:

There was an average annual increase in the operating cost per hour of 7.6
percent, or 3.8 percent in inflation adjusted dollars. There were increases in
every year through FY2021, coinciding with the beginning of the COVID
pandemic, followed by decreases in FY2022 and FY2023 and leveling off in
FY2024.
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e The cost per passenger increased on average by 10.8 percent per year, which,
when measured in constant FY2019 dollars, resulted in an average annual
increase of 6.8 percent. This trend was significantly impacted by major
ridership declines in FY2020 and FY2021, due to the COVID pandemic.

e DPassenger productivity showed some decline, with passengers per vehicle
service hour and vehicle service mile decreasing by 2.9 percent and 3.5 percent
per year overall, respectively. The trend reflected major decreases in
passengers coinciding with the early stages of the COVID pandemic (FY2020
and FY2021).
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Exhibit 8: TDA Indicator Performance — Paratransit

Avg.

FY2019 FY2020 FY2021 FY2022 FY2023 FY2024 Annzal

Change
Op. Cost per Vehicle Svc. Hour (Actual $) $94.63 $123.18 $152.08 $147.77 $135.64 $136.38 - -
Annual Change - - 30.2% 23.5% -2.8% -8.2% 0.5% 7.6%
Op. Cost per Veh. Svc. Hour (Constant $) $94.63 $121.56 $143.91 $129.96 $116.59 $113.83 - -
Annual Change - - 28.5% 18.4% 9.7% -10.3% -2.4% 3.8%
Passengers per Vehicle Service Hour 1.7 1.7 1.2 1.3 1.4 1.5 - -
Annual Change - - -3.3% -26.6% 7.0% 8.5% 4.9% -2.9%
Passengers per Vehicle Service Mile 0.24 0.23 0.16 0.18 0.19 0.20 - -
Annual Change - - -2.7% -33.0% 16.3% 4.8% 5.1% -3.5%
Op. Cost per Passenger (Actual $) $54.69 $73.65 $123.83 $112.44 $95.14 $91.19 - -
Annual Change - - 34.7% 68.1% -9.2% -15.4% -4.1% 10.8%
Op. Cost per Passenger (Constant $) $54.69 $72.68 $117.18 $98.89 $81.78 $76.12 - -
Annual Change - - 32.9% 61.2% -15.6% -17.3% -6.9% 6.8%
Vehicle Service Hours per FTE (a) (a) (a) (a) (a) (a) - -
Annual Change - - - - - - - - - - - - -
Bay Area CPI - Annual Change - - 1.3% 4.3% 7.6% 2.3% 3.0% - -
Cumulative Change - - 1.3% 5.7% 13.7% 16.3% 19.8% 3.7%

(a) Not applicable as SFMTA paratransit service is provided by outside contractors
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Exhibit 8.1: Operating Cost per Vehicle Service Hour — Paratransit
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Exhibit 8.2: Passengers per Vehicle Service Hour and Mile — Paratransit
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Exhibit 8.3: Operating Cost per Passenger — Paratransit
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Paratransit Component Costs

The year-to-year changes in selected paratransit operating cost categories are

presented in Exhibit 8.4, along with the concurrent changes in vehicle service hours. The

portions of the cost per vehicle service hour that can be attributed to each included cost

component are shown in Exhibit 8.5.

A relatively significant change was an average annual increase of 17.5 percent
in the casualty/liability area. @ In addition, a negative expense in
casualty/liability was reported for FY2021, reflecting reductions in general
liability per actuarial calculations. In the other years, casualty/liability costs
were well under one percent of total costs.

Not surprisingly for a contracted operation, purchased transportation costs
represented by far the largest portion of the total costs, at about 97 percent in
every year. Overall, purchased transportation costs increased on average by
one percent annually during the period.

In-house labor and fringe benefits costs each generally accounted for about one
percent of total costs. The former posted an increase of 4.5 percent per year on
average, and the latter an increase of 1.1 percent.

Materials/supplies costs decreased by 3.4 percent on average per year, while
“other costs” increased by 33.6 percent. Both categories accounted for well
under one percent of total costs.

* * * * *

The following is a brief summary of the paratransit component operating costs

trend highlights between FY2019 and FY2024:

A relatively significant change was an average annual increase of 17.5 percent
in the casualty/liability area. @ In addition, a negative expense in
casualty/liability was reported for FY2021, reflecting reductions in general
liability per actuarial calculations.
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e Purchased transportation costs were by far the largest portion of the total costs,
consistently at about 97 percent. They increased on average by one percent
annually during the period.

e In-house labor and fringe benefits costs increased modestly but continued to
account for about one percent of total costs.

e Materials/supplies and “other costs” continued to account for less than one
percent of total costs.
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Exhibit 8.4: Component Costs Trends — Paratransit

| FY2019 | FYy2020 | Fv2021 | Fv2022 | FY2023 | FY2024 | Av. Ann. Chg.
COST CATEGORIES
Labor (Salaries/Wages) $259,260 $334,122 $308,165 $327,039 $362,316 $322,959 --
Annual Change .- 28.9% -7.8% 6.1% 10.8% -10.9% 4.5%
Fringe Benefits (a) $183,441 $187,963 $214,537 $251,839 $228,854 $193,286 .-
Annual Change - 2.5% 14.1% 17.4% -9.1% -15.5% 1.1%
Purchased Transportation | $21,463,427 | $22,124,681 $13,720,007 | $20,161,953 | $21,915,213 | $22,574,995 --
Annual Change .- 3.1% -38.0% 47.0% 8.7% 3.0% 1.0%
Materials/Supplies $876 $1,304 $289 $355 $1,115 $736 .-
Annual Change -- 48.9% -77.8% 22.8% 214.1% -34.0% -3.4%
Casualty/Liability $29,884 $115,378 -$11,204 $30,002 $67,504 $66,859 .-
Annual Change -- 286.1% -109.7% -367.8% 125.0% -1.0% 17.5%
Other Expenses (b) $3,515 $3,796 $1,149 $3,527 $6,485 $14,963 .-
Annual Change -- 8.0% -69.7% 207.0% 83.9% 130.7% 33.6%
Total $21,940,403 | $22,767,244 | $14,232,943 | $20,774,715 | $22,581,487 | $23,173,798 .-
Annual Change - 3.8% -37.5% 46.0% 8.7% 2.6% 1.1%
OPERATING STATISTICS
Vehicle Service Hours 231,864 184,832 93,589 140,586 166,480 169,926 .-
Annual Change - -20.3% -49.4% 50.2% 18.4% 2.1% -6.0%
(a) Also includes paid absences
(b) Includes services, utilities and miscellaneous expenses
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Exhibit 8.5: Distribution of Component Costs — Paratransit
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IV. COMPLIANCE WITH PUC REQUIREMENTS

An assessment of SFMTA’s compliance with selected sections of the state Public
Utilities Code (PUC) has been performed. The compliance areas included in this review
are those that MTC has identified for inclusion in the triennial performance audit. Other
statutory and regulatory compliance requirements are reviewed by MTC in conjunction

with its annual review of SFMTA’s TDA-STA claim application.

The results from this review are detailed by individual requirement in Exhibit 9.
SFMTA is in compliance with all seven sections of the state PUC that were reviewed as
part of this performance audit. These sections included requirements concerning CHP
terminal safety inspections, labor contracts, reduced fares, Welfare-to-Work, revenue

sharing, and evaluating passenger needs.
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Exhibit 9: Compliance with State PUC Requirements

Code Reference Operator Compliance Requirements C%?np;;ilglce Verification Information
PUC99251 CHP Certification - The CHP has, within the 13 months In Satisfactory Inspections (by facility):
prior to each TDA claim submitted by an operator, certified . i
the operator’s compliance with Vehicle Code Section 1808 Compliance Fl?/nn. 03/22, 03/23, 03/24
following a CHP inspection of the operator’s terminal Kirkland: 11/21, 11/22, 11/23
Woods: 09/21, 09/22, 09/23
Islais Creek: 06/21, 06/22, 06/23
PUC99264 Operator-to-Vehicle Staffing - The operator does not In No provision for excess staffing in
routinely staff with two or more persons public Compliance Collective Bargaining Agreement with
transportation vehicles designed to be operated by one Transport Workers Union, Local 250-
person A (9163), July 2022-June 2024.
Part-Time Drivers and Contracting - If the operator receives In Part-time drivers are employed by
PUC99314.5(c) STA fupds, the o.peratO.r is not precluded by (fontra.ct from Compliance SFMTA per in Article 1 l.of Collective
employing part-time drivers or from contracting with Bargaining Agreement with Transport
(1)(2) common carriers. Workers Union, Local 250-A (9163),
July 2022-June 2024.
SFMTA contracts out for its
paratransit service provision, through
its paratransit broker, Transdev
Services, Inc.
PUC99155 Reduced Fare Eligibility - For any operator who received In SFMTA Fare Policy Document and
TDA Article 4 funds, if the operator offers reduced fares to Compliance other fare information in public

senior citizens and disabled persons, applicant will honor the
federal Medicare identification card, the California
Department of Motor Vehicles disability ID card, the
Regional Transit Connection Discount Card, or any other

information materials on SFMTA
website.
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Code Reference

Operator Compliance Requirements

Compliance

Verification Information

Finding
current identification card issued by another transit operator
that is valid for the type of transportation service or discount
requested; and if the operator offers reduced fares to senior
citizens, it also offers the same reduced fare to disabled
patrons
PUC99155.1(a) Welfare-to-Work - The operator coordinates with county In SFMTA is a stakeholder in the MTC
welfare departments in order to ensure that transportation . Coordinated Public Transit-Human
(D(2) . o . : Compliance . .
moneys available for purposes of assisting recipients of aid Services Transportation Plan for the
are expended efficiently for the benefit of that population; if San Francisco Bay Area, directed by
a recipient of CalWORKSs program funds by the county, the MTC as the RTAP and MPO for the
operator shall give priority to the enhancement of public Bay Area. The most recent
transportation services for welfare-to-work purposes and to Coordination Plan update was
the enhancement of transportation alternatives, such as, but completed and adopted in December
not limited to, subsidies or vouchers, van pools, and contract 2024.
paratransit operations, in order to promote welfare-to-work
purposes.
PUC99314.7, Govt | Joint Revenue Sharing Agreement - The operator has current In Amended and Restated Clipper®
Code 66516, MTC | joint fare revenue sharing agreements in place with transit Compliance Memorandum of Understanding by

Res. Nos. 3837,
4073

operators in the MTC region with which its service connects,
and submitted copies of agreements to MTC

and among MTC and the transit
operators participating in the Clipper®
program. (SFMTA participates with
connecting operators.)

RTC Agreement (with AC Transit,
BART, GGBHTD, SamTrans,
Caltrain, CCCTA, Petaluma, ECCTA,
LAVTA, SolTrans, SCT, STA, Santa
Rosa, VTA).

Final Audit Report

-82-

Triennial Performance Audit of SFMTA




Code Reference

Operator Compliance Requirements

Compliance
Finding

Verification Information

Additional agreements between
SFMTA and BART also remain in
effect:

1) Daly City 1994 Transfer Agreement
2) 2014 Fast Pass Agreement

PUC99246(d)

Process for Evaluation of Passenger Needs - The operator

has an established process in place for evaluating the needs
and types of passengers being served

In

Compliance

Short Range Transit Plan (SRTP) --
most recent FY2019-FY2030, adopted
December 2019 includes evaluations
of existing service and facility
conditions, demographic analysis,
service alternatives, marketing and
outreach plans, operating and capital
plans and recommendations.

“Muni Forward” program website —
describes various transit route changes
and service improvement projects
underway or planned, largely as
informed by the earlier Transit
Effectiveness Project (TEP).

Annual Rider Survey Reports from
2024 and before (2020 survey not
completed due to COVID pandemic
impacts).
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V. STATUS OF PRIOR AUDIT RECOMMENDATIONS

SFMTA'’s prior performance audit was completed in June 2024. Generally, MTC
has used the audit recommendations as the basis for developing the Productivity
Improvement Program (PIP) projects the operator is required to complete. MTC tracks
PIP project implementation as part of its annual review of the operator’s TDA-STA claim
application. This section provides an assessment of actions taken by TDA-STA recipients
toward implementing the recommendations advanced in the prior audit. This
assessment provides continuity between the current and prior audits, which allows MTC

to fulfill its obligations where the recommendations were advanced as PIP projects.

This review would address SFMTA'’s responses to the recommendations made in
the prior performance audit, and whether SFMTA made reasonable progress toward
their implementation. However, there were no recommendations made in SFMTA'’s

prior audit.
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VI. FUNCTIONAL PERFORMANCE INDICATOR TRENDS

To further assess SFMTA’s performance over the past three years, a detailed set of
functional area performance indicators was defined. This assessment consists of a three-

year trend analysis of the functions in each of the following areas:

e Management, Administration and Marketing
e Service Planning

e Operations

e Maintenance

e Safety

The indicators selected for this analysis were primarily those that were tracked
regularly by SEMTA or for which input data were maintained by SFMTA on an on-going
basis, such as performance reports, contractor reports, annual financial reports, and NTD
reports. As such, there may be some overlap with the TDA indicators examined earlier
in the audit process, but most indicators will be different. Some indicators were selected
from the California Department of Transportation’s Performance Audit Guidebook for
Transit Operators and Regional Transportation Planning Entities as being appropriate for
this evaluation. The input statistics for the indicators, along with their sources, are

contained in Appendix A at the end of this report.

The trends in performance are presented over the three-year audit period to give
an indication of which direction performance is moving for these indicators. The
remainder of this section presents the findings from this review. The discussion presents
the highlights of performance systemwide or by mode, each followed by an exhibit

illustrating the indicators by function as applicable.

Final Audit Report -85- Triennial Performance Audit of SEMTA



Systemwide (All Modes)

For the purposes of this review, SFMTA’s functional indicators relating to
Management, Administration and Marketing have been included on a systemwide basis.

Systemwide audit period performance is discussed below and presented in Exhibit 10.

e Administrative costs decreased from 19 percent of total operating costs in the
tirst year to 18 percent in the next year, and then increased to 27 percent in
FY2024. This amounted to a 38 percent increase overall.

e Similarly, administrative costs decreased from about $59 per vehicle service
hour in the first year to $53 in the second year, followed by a sharp increase to
$87 per hour in FY2024. This amounted to a 47 percent increase over the three
years.

e The portion of administrative costs attributed to marketing activities increased
from 0.2 percent in FY2022 to 0.3 percent in the last two audit years. In terms
of passenger trips, marketing costs rose steadily from 35 cents in FY2022 to 63
cents in FY2024 (nearly 80 percent).

e The systemwide farebox recovery ratio increased from 6.7 percent in the first
year to 9.1 percent the next year, followed by some decrease to 8.6 percent by
FY2024.

The following is a brief summary of the systemwide functional trend highlights

between FY2022 and FY2024:

e Administrative costs compared to total costs increased by 38 percent and
compared to vehicle service hours by 47 percent during the audit period.

e Marketing costs increased overall compared to total administrative costs and
passenger trips.

e The systemwide farebox recovery ratio showed a net increase from 6.7 percent
in FY2022 to 8.6 percent in FY2024, while reaching a slightly higher level in
FY2023.
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Exhibit 10: Functional Performance Trends — Systemwide (All Modes)

FUNCTION/Indicator Actual Performance
FY2022 | FY2023 | FY2024
MANAGEMENT, ADMINISTRATION & MARKETING
Administrative Cost/Total Operating Cost 19.3% 18.0% 26.6%
Annual Percent Change -- -6.5% 47.2%
Three Year Percent Change -- -- 37.7%
Administrative Cost/Vehicle Service Hour $59.09 $53.23 $86.93
Annual Percent Change -- -9.9% 63.3%
Three Year Percent Change -- -- 47.1%
Marketing Cost/Total Administrative Cost 0.02% 0.03% 0.03%
Annual Percent Change -- 51.9% 9.8%
Three Year Percent Change -- -- 66.7%
Marketing Cost/1,000 Unlinked Passenger Trips $0.35 $0.39 $0.63
Annual Percent Change -- 10.9% 62.1%
Three Year Percent Change -- -- 79.8%
Farebox Revenue/Operating Cost 6.7% 9.1% 8.6%
Annual Percent Change -- 36.0% -5.0%
Three Year Percent Change - - - - 29.2%

Motor Coach

SFMTA’s motor coach functional area trends represent areas of cost efficiency,
safety, productivity, and service reliability. Audit period performance is discussed below

and presented in Exhibit 11.

e Service Planning

— Operating costs per passenger mile decreased from $3.76 in the first year to
about $3.00 subsequently. The 18 percent overall decrease appears mostly
due to noticeably increased passenger miles in the post-COVID
environment.

— The portion of vehicle miles traveled that were in service remained at about
91 percent. Meanwhile, the portion of vehicle hours in service remained at
about 95 percent.

— Similar to the systemwide results discussed previously, SEMTA’s motor
coach farebox recovery ratio increased from 6.6 percent in the first year to
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8.5 percent the next year, followed by some decrease to 7.5 percent by
FY2024.

e Operations

— Vehicle operations costs decreased from about 57 percent of total operating
costs in the first two years to 50 percent by FY2024.

— Vehicle operations costs per service hour remained at about $150 through
the audit period.

— Operator scheduled absences went down from 14.3 percent to 12.0 percent
of total hours worked, while unscheduled absences decreased from 6.2
percent to 4.5 percent.

— Motor Coach on-time performance improved in each year, from 81 percent
of trips in FY2022 to 87 percent in FY2024. It should be noted that these
results reflect SFMTA’s dynamic Headway Adherence system that has been
in effect for the past several years on many services, rather than the more
traditional Schedule Adherence approach. Tracking Headway Adherence
and dispatching trips based on the time elapsed since the previous trip is
considered to better enhance service quality in SFMTA’s particular
operating environment.

— The rate of motor coach related complaints varied from year to year, from
a high of 6.5 per 100,000 passengers in FY2022 to a low of 4.5 in FY2023.
Overall, the complaint rate decreased by 20 percent during the period.

— The incidence of missed trips was reduced in each year, from 11 percent in
FY2022 down to three percent in FY2024.

e Maintenance

— Total maintenance costs (vehicle plus non-vehicle) remained at about 25
percent of total operating costs during the audit period.

— Vehicle maintenance costs per service mile increased by six percent over the
audit period, from $7.16 in FY2022 to $7.59 in the last year.

— Mechanic pay hours were consistently about 27 percent of vehicle service
hours through the period.
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— Maintenance employee scheduled and wunscheduled absences both

decreased steadily through the period, the former from 7.6 to 5.5 percent of
total hours worked, and the latter from 3.8 to 2.5 percent.

The motor coach vehicle spare ratio went down slightly, from 39 percent in
the first two years to 37 percent in FY2024.

The mean distance between major failures worsened overall, by 11 percent
between FY2022 and FY2024, though there was a modest rebound in
FY2024 compared with FY2023. A similar trend was observed when
looking at all failures, with a nine percent net decline.

Safety

— The rate of preventable accidents increased in each year, rising from 1.85

per 100,000 miles traveled in the first year to 2.66 in FY2024 (44 percent).

Casualty/liability costs per service hour and mile both jumped by more than
300 percent between FY2022 and FY2024.

There were more than 50,000 work hours lost due to industrial accidents in
both FY2022 and FY2023, followed by a 21 percent decrease to 44,000 hours
in the last year.

The following is a brief summary of the motor coach functional trend highlights

between FY2022 and FY2024:

Service Planning results displayed an 18 percent overall decrease in the
operating cost per passenger mile, concurrent with noticeably increased
passenger miles in the post-COVID environment. There was also relative
stability in the rates of vehicle miles and hours in service, at about 91 percent
and 95 percent, respectively. Further, the motor coach farebox recovery ratio
showed a net increase from 6.6 percent in FY2022 to 7.5 percent in FY2024,
while reaching a slightly higher level in FY2023.

Operations results showed vehicle operations costs decreasing from 57 percent
of total operating costs to 50 percent by FY2024, with vehicle operations costs
per hour remaining at about $150. Operator scheduled absences went down
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from 14.3 to 12.0 percent of total hours worked, while unscheduled absences
decreased from 6.2 to 4.5 percent. The rate of motor coach related complaints
varied from year to year, but decreased by 20 percent during the period. On-
time performance (based on Headway Adherence results) improved in each
year, from 81 percent of trips in FY2022 to 87 percent in FY2024, while missed
trips were reduced from 11 percent to three percent concurrently.

e Maintenance results showed total maintenance costs remaining at about 25
percent of total operating costs, vehicle maintenance costs per mile increasing
by six percent to $7.59 in FY2024, the vehicle spare ratio decreasing slightly to
37 percent in FY2024, and overall declines in the mechanical failure rates for
both major failures and all failures. In addition, mechanic pay hours remained
at 27 percent of vehicle service hours, while maintenance employee scheduled
and unscheduled absences both decreased steadily.

e Safety results showed the preventable accident rate increasing in each year, by
44 percent overall, while casualty/liability costs per service hour and mile both
increased by more than 300 percent. However, there was a 21 percent decrease
in lost time due to industrial accidents in FY2024.
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Exhibit 11: Functional Performance Trends — Motor Coach

FUNCTION/Indicator

Actual Performance

FY2022 FY2023 FY2024
SERVICE PLANNING
Total Operating Cost/Passenger Mile $3.76 $2.99 $3.07
Annual Percent Change -- -20.4% 2.7%
Three Year Percent Change -- -- -18.3%
Vehicle Service Miles/Total Miles 90.7% 91.5% 91.0%
Annual Percent Change -- 0.9% -0.6%
Three Year Percent Change -- -- 0.3%
Vehicle Service Hours/Total Hours 94.5% 95.0% 94.7%
Annual Percent Change -- 0.5% -0.3%
Three Year Percent Change -- -- 0.2%
Farebox Revenue/Operating Cost 6.6% 8.5% 7.5%
Annual Percent Change -- 29.3% -11.6%
Three Year Percent Change - - - - 14.2%
OPERATIONS
Vehicle Operations Cost/Total Operating Cost 56.3% 57.4% 49.7%
Annual Percent Change -- 2.1% -13.4%
Three Year Percent Change -- -- -11.6%
Vehicle Operations Cost/Vehicle Service Hour $149.16 $149.78 $151.64
Annual Percent Change -- 0.4% 1.2%
Three Year Percent Change -- -- 1.7%
Operator Sched. Absences/Total Hours Worked 14.3% 12.4% 12.0%
Annual Percent Change -- -13.6% -2.9%
Three Year Percent Change -- -- -16.1%
Operator Unsched. Absences/Total Hours Worked 6.2% 5.3% 4.5%
Annual Percent Change -- -13.9% -15.0%
Three Year Percent Change -- -- -26.8%
Trips On-Time (Headway Adherence) 81% 85% 87%
Annual Percent Change -- 4.9% 2.4%
Three Year Percent Change -- -- 7.4%
Complaints/100,000 Unlinked Passenger Trips 6.5 4.5 52
Annual Percent Change -- -30.8% 16.1%
Three Year Percent Change -- -- -19.7%
Missed Trips 11% 5% 3%
Annual Percent Change -- -54.5% -40.0%
Three Year Percent Change - - - - -72.7%
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FUNCTION/Indicator

Actual Performance

FY2022 FY2023 FY2024
MAINTENANCE
Vehicle + Non-Veh. Maint. Cost/Total Operating Cost 25.4% 24.4% 24.6%
Annual Percent Change -- -3.7% 0.5%
Three Year Percent Change -- -- -3.2%
Vehicle Maintenance Cost/Vehicle Service Mile $7.16 $7.30 $7.59
Annual Percent Change -- 2.0% 4.0%
Three Year Percent Change -- -- 6.0%
Mechanic Pay Hours/Vehicle Service Hours 27.1% 27.6% 27.7%
Annual Percent Change -- 1.6% 0.6%
Three Year Percent Change -- -- 2.2%
Maintenance Employee Scheduled Absences 7.6% 6.9% 5.5%
Annual Percent Change -- -9.6% -19.6%
Three Year Percent Change -- -- -27.3%
Maintenance Employee Unscheduled Absences 3.8% 3.1% 2.5%
Annual Percent Change -- -17.6% -19.7%
Three Year Percent Change -- -- -33.9%
Spare Vehicles/Total Vehicles 38.8% 38.9% 36.6%
Annual Percent Change -- 0.2% -5.9%
Three Year Percent Change -- -- -5.6%
Mean Distance between Major Failures (Miles) 5,480 4,793 4,881
Annual Percent Change -- -12.5% 1.8%
Three Year Percent Change -- -- -10.9%
Mean Distance between All Failures (Miles) 4,149 3,735 3,782
Annual Percent Change -- -10.0% 1.3%
Three Year Percent Change - - - - -8.8%
SAFETY
Preventable Accidents/100,000 Vehicle Miles 1.85 2.09 2.66
Annual Percent Change -- 13.0% 27.2%
Three Year Percent Change -- -- 43.8%
Casualty & Liability Cost/Vehicle Service Hour $3.33 $6.75 $14.01
Annual Percent Change -- 102.8% 107.5%
Three Year Percent Change -- -- 320.7%
Casualty & Liability Cost/Vehicle Service Mile $0.42 $0.86 $1.78
Annual Percent Change -- 103.5% 107.4%
Three Year Percent Change -- -- 322.1%
Work Hours Lost Due to Industrial Accidents 51,443 56,227 44,416
Annual Percent Change -- 9.3% -21.0%
Three Year Percent Change - - - - -13.7%
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Trolley Coach

SFMTA'’s trolley coach functional area performance trends for the audit period are

discussed below and presented in Exhibit 12.

e Service Planning

Operating costs per passenger mile decreased from $4.18 in the first year to
about $3.60 subsequently. The 15 percent overall decrease appears mostly
due to noticeably increased passenger miles in the post-COVID
environment.

The portion of vehicle miles traveled that were in service remained at about
97 percent. Meanwhile, the portion of vehicle hours in service also
remained at about 97 percent.

SFMTA'’s trolley coach farebox recovery ratio increased from 8.1 percent in
the first year to 9.7 percent the next year, followed by a further increase to
9.9 percent by FY2024.

e Operations

Vehicle operations costs decreased from about 55 percent of total operating
costs in the first two years to 50 percent by FY2024.

Vehicle operations costs per service hour went down from $147 in FY2022
to $142 the next year, and $139 in FY2024 (down 5.4 percent overall).

Operator scheduled absences went down from 14.8 percent to 11.3 percent
of total hours worked, while unscheduled absences decreased from 6.7
percent to 5.0 percent.

Trolley Coach on-time performance (reflecting SFMTA’s dynamic
Headway Adherence system) improved slightly in each year, from 87
percent of trips in FY2022 to 89 percent in FY2024.

The rate of trolley coach related complaints decreased in each year, from a
high of 8.3 per 100,000 passengers in FY2022 to a low of 5.9 in FY2024. The
complaint rate decreased by nearly 30 percent during the audit period.
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— The incidence of missed trips was reduced in each year, from 12 percent in
FY2022 down to two percent in FY2024.

e Maintenance

— Total maintenance costs (vehicle plus non-vehicle) remained at about 25
percent of total operating costs in the first two years, then was reduced to
20 percent in FY2024.

— Vehicle maintenance costs per service mile showed a net decrease of 4.1
percent over the period, from $7.41 in FY2022 down to $7.10 in the last year.

— Mechanic pay hours decreased annually in relation to vehicle service hours,
from 23.1 percent in FY2022 to 18.6 percent two years later. This amounted
to a decrease of nearly 20 percent.

— Maintenance employee scheduled and wunscheduled absences both
exhibited general decreases through the period, the former from 5.2 to 4.7
percent of total hours worked, and the latter from 2.9 to 1.9 percent.

— The trolley coach vehicle spare ratio remained at about 43 percent
throughout the audit period.

— The mean distance between major failures worsened significantly overall,
by 22 percent over the period. There was a decline of 15 percent just
between FY2023 and FY2024. A similar trend was observed when looking
at all failures, with a 20 percent overall decline.

e Safety

— The rate of preventable accidents rose from three or fewer per 100,000 miles
traveled in the first two years to about four in FY2024 (33 percent overall).

— Casualty/liability costs per service hour and mile both jumped by almost
500 percent between FY2022 and FY2024.

— There was a 35 percent increase in work hours lost due to industrial
accidents, from 11,177 hours in FY2022 to 15,125 hours in the last year.
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The following is a brief summary of the trolley coach functional trend highlights

between FY2022 and FY2024:

Service Planning results displayed a 15 percent overall decrease in the
operating cost per passenger mile, concurrent with noticeably increased
passenger miles in the post-COVID environment. There was also stability in
the rates of vehicle miles and hours in service, both at about 97 percent.
Further, the trolley coach farebox recovery ratio increased from 8.1 percent in
FY2022 to 9.9 percent in FY2024.

Operations results showed vehicle operations costs decreasing from 55 percent
of total operating costs to 50 percent by FY2024, with vehicle operations costs
per hour reduced by 5.4 percent overall. Operator scheduled absences went
down from 14.8 to 11.3 percent of total hours worked, while unscheduled
absences decreased from 6.7 to 5.0 percent. The rate of trolley coach related
complaints decreased by nearly 30 percent during the period. On-time
performance (based on Headway Adherence results) improved slightly in each
year, from 87 percent of trips in FY2022 to 89 percent in FY2024, while missed
trips were reduced from 12 percent to two percent concurrently.

Maintenance results showed total maintenance costs down from 25 percent of
total operating costs to 20 percent in FY2024, vehicle maintenance costs per
mile showing a net decrease of 4.1 percent over the period, the trolley coach
vehicle spare ratio steady at 43 percent, and significant declines in the
mechanical failure rates for both major failures and all failures. In addition,
mechanic pay hours decreased from 23.1 percent of vehicle service hours to
18.6 percent, while maintenance employee scheduled and unscheduled
absences both exhibited general decreases.

Safety results showed the preventable accident rate increasing by 33 percent
overall, while casualty/liability costs per service hour and mile both increased
by almost 500 percent. There was also a 35 percent increase in lost time due to
industrial accidents over the period.
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Exhibit 12: Functional Performance Trends — Trolley Coach

FUNCTION/Indicator Actual Performance
FY2022 FY2023 FY2024
SERVICE PLANNING
Total Operating Cost/Passenger Mile $4.18 $3.61 $3.57
Annual Percent Change -- -13.8% -0.9%
Three Year Percent Change -- -- -14.6%
Vehicle Service Miles/Total Miles 96.8% 96.9% 97.0%
Annual Percent Change -- 0.1% 0.1%
Three Year Percent Change -- -- 0.2%
Vehicle Service Hours/Total Hours 97.4% 97.4% 97.6%
Annual Percent Change -- 0.1% 0.1%
Three Year Percent Change -- -- 0.2%
Farebox Revenue/Operating Cost 8.1% 9.7% 9.9%
Annual Percent Change -- 20.7% 1.8%
Three Year Percent Change - - - - 22.8%
OPERATIONS
Vehicle Operations Cost/Total Operating Cost 54.2% 55.0% 49.9%
Annual Percent Change -- 1.5% -9.2%
Three Year Percent Change -- -- -7.9%
Vehicle Operations Cost/Vehicle Service Hour $146.66 $142.11 $138.76
Annual Percent Change -- -3.1% -2.4%
Three Year Percent Change -- -- -5.4%
Operator Sched. Absences/Total Hours Worked 14.8% 12.6% 11.3%
Annual Percent Change -- -14.9% -10.4%
Three Year Percent Change -- -- -23.8%
Operator Unsched. Absences/Total Hours Worked 6.7% 5.6% 5.0%
Annual Percent Change -- -17.1% -10.7%
Three Year Percent Change -- -- -26.0%
Trips On-Time (Headway Adherence) 87% 88% 89%
Annual Percent Change -- 1.1% 1.1%
Three Year Percent Change -- -- 2.3%
Complaints/100,000 Unlinked Passenger Trips 8.3 6.1 59
Annual Percent Change -- -27.2% -2.1%
Three Year Percent Change -- -- -28.7%
Missed Trips 12% 4% 2%
Annual Percent Change -- -66.7% -50.0%
Three Year Percent Change -- - - -83.3%
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FUNCTION/Indicator Actual Performance
FY2022 FY2023 FY2024
MAINTENANCE
Vehicle + Non-Veh. Maint. Cost/Total Operating Cost 25.3% 251% 19.7%
Annual Percent Change -- -0.6% -21.6%
Three Year Percent Change -- -- -22.1%
Vehicle Maintenance Cost/Vehicle Service Mile $7.41 $7.59 $7.10
Annual Percent Change -- 2.4% -6.4%
Three Year Percent Change -- -- -4.1%
Mechanic Pay Hours/Vehicle Service Hours 23.1% 21.9% 18.6%
Annual Percent Change -- -5.4% -14.9%
Three Year Percent Change -- -- -19.5%
Maintenance Employee Scheduled Absences 5.2% 5.2% 4.7%
Annual Percent Change -- 0.1% -8.1%
Three Year Percent Change -- -- -8.0%
Maintenance Employee Unscheduled Absences 2.9% 1.9% 1.9%
Annual Percent Change -- -35.8% 0.2%
Three Year Percent Change -- -- -35.7%
Spare Vehicles/Total Vehicles 43.2% 43.9% 43.2%
Annual Percent Change -- 1.7% -1.6%
Three Year Percent Change -- -- 0.0%
Mean Distance between Major Failures (Miles) 4,067 3,717 3,169
Annual Percent Change -- -8.6% -14.7%
Three Year Percent Change -- -- -22.1%
Mean Distance between All Failures (Miles) 3,059 2,778 2,442
Annual Percent Change -- -9.2% -12.1%
Three Year Percent Change - - - - -20.2%
SAFETY
Preventable Accidents/100,000 Vehicle Miles 2.98 2.68 3.97
Annual Percent Change -- -10.1% 48.1%
Three Year Percent Change -- -- 33.2%
Casualty & Liability Cost/Vehicle Service Hour $2.55 $5.18 $15.06
Annual Percent Change -- 102.9% 190.6%
Three Year Percent Change -- -- 489.8%
Casualty & Liability Cost/Vehicle Service Mile $0.42 $0.86 $2.50
Annual Percent Change -- 103.6% 190.9%
Three Year Percent Change -- -- 492.4%
Work Hours Lost Due to Industrial Accidents 11,177 13,846 15,123
Annual Percent Change -- 23.9% 9.2%
Three Year Percent Change - - - - 35.3%
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Light Rail

SFMTA'’s light rail functional area performance trends for the audit period are

discussed below and presented in Exhibit 13.

e Service Planning

Operating costs per passenger mile decreased in each year, from $6.89 in
FY2022 to $3.79 by FY2024. The 45 percent overall decrease appears mostly
due to noticeably increased passenger miles in the post-COVID
environment.

The portion of car miles traveled that were in service remained at nearly
100 percent. Meanwhile, the portion of car hours in service also remained
at that level.

SFMTA'’s light rail farebox recovery ratio increased in each year, from 3.6
percent in FY2022 to 5.2 percent the next year, and reaching 6.0 percent in
FY2024.

e Operations

Vehicle operations costs remained at just over 40 percent of total operating
costs in all three years.

Vehicle operations costs per service hour rose moderately in each year,
from $167 at the beginning of the period to $173 by FY2024.

Operator scheduled absences went down from 16.6 percent to 14.3 percent
of total hours worked, while unscheduled absences decreased from 5.9
percent to 4.8 percent.

Light rail on-time performance (excluding streetcar and reflecting SFMTA's
dynamic Headway Adherence system) improved slightly overall, from 87
percent of trips in FY2022 to 89 percent in FY2024.

The rate of light rail related complaints decreased from year to year, from a
high of 5.2 per 100,000 passengers in FY2022 to a low of 2.8 in FY2024.
Overall, the complaint rate decreased by 47 percent during the period.
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— The incidence of missed trips was reduced from 25 percent or more in the
tirst two years, to seven percent in FY2024.

e Maintenance

— Total maintenance costs (vehicle plus non-vehicle) were reduced from 42
percent of total operating costs in the first two years to 34 percent in FY2024.

— Vehicle maintenance costs per service mile decreased by 12 percent over the
audit period, from $14.42 in FY2022 to $12.66 in the last year.

— Mechanic pay hours were consistently about 66 percent of car service hours
through the period.

— Maintenance employee scheduled absences decreased steadily through the
period, from 6.1 to 5.3 percent of total hours worked. Meanwhile,
unscheduled absences amounted to 2.8 percent of total hours worked in
both FY2022 and FY2024.

— The light rail vehicle spare ratio went up slightly, from 51 percent in the
tirst two years to 53 percent in FY2024.

— The mean distance between major failures improved steadily, by 100
percent through the period. A similar trend was observed when looking at
all failures, with an 83 percent improvement.

e Safety

— The rate of preventable accidents decreased in each year, reducing from
0.84 per 100,000 miles traveled in the first year to 0.40 in FY2024 (52
percent).

— Casualty/liability costs per service hour and mile both jumped by about 380
percent between FY2022 and FY2024.

— There was an increase of nearly 50 percent in work hours lost due to
industrial accidents in FY2023, followed by a ten percent decrease to 9,130
hours in the last year.
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The following is a brief summary of the light rail functional trend highlights

between FY2022 and FY2024:

Service Planning results displayed a 45 percent overall decrease in the
operating cost per passenger mile, concurrent with noticeably increased
passenger miles with light rail service restoration in the post-COVID
environment. There was also stability in the rates of car miles and hours in
service, both at nearly 100 percent. Further, the light rail farebox recovery ratio
increased annually, from 3.6 percent in FY2022 to 6.0 percent in FY2024.

Operations results showed vehicle operations costs at just over 40 percent of
total operating costs in all three years, and vehicle operations costs per hour
rising moderately in each year. Operator scheduled absences went down from
16.6 to 14.3 percent of total hours worked, while unscheduled absences
decreased from 5.9 to 4.8 percent. The rate of light rail related complaints
decreased by 47 percent during the period. On-time performance (based on
Headway Adherence results) improved slightly overall, from 87 percent of
trips in FY2022 to 89 percent in FY2024, while missed trips were reduced from
25 percent or more to seven percent in FY2024.

Maintenance results showed total maintenance costs down from 42 percent of
total operating costs to 34 percent in FY2024, vehicle maintenance costs per
mile down by 12 percent over the period, the light rail vehicle spare ratio up
slightly to 53 percent in FY2024, and steady improvement in the mechanical
failure rates. In addition, mechanic pay hours were consistently about 66
percent of car service hours, maintenance employee scheduled absences
decreased from 6.1 to 5.3 percent of total hours worked, and unscheduled
absences amounted to 2.8 percent of total hours worked in both FY2022 and
FY2024.

Safety results showed the preventable accident rate decreasing in each year (by
52 percent total), while casualty/liability costs per service hour and mile both
increased by about 380 percent. There was also a nearly 50 percent increase in
lost time due to industrial accidents in FY2023, followed by some decrease in
the following year.

Final Audit Report -100- Triennial Performance Audit of SEMTA



Exhibit 13: Functional Performance Trends — Light Rail

FUNCTION/Indicator Actual Performance
FY2022 FY2023 FY2024
SERVICE PLANNING
Total Operating Cost/Passenger Mile $6.89 $4.04 $3.79
Annual Percent Change -- -41.4% -6.1%
Three Year Percent Change -- -- -44.9%
Car Service Miles/Total Miles 99.9% 99.9% 99.9%
Annual Percent Change -- 0.0% 0.0%
Three Year Percent Change -- -- 0.0%
Car Service Hours/Total Hours 99.6% 99.7% 99.6%
Annual Percent Change -- 0.0% 0.0%
Three Year Percent Change -- -- 0.0%
Farebox Revenue/Operating Cost 3.6% 5.2% 6.0%
Annual Percent Change -- 43.9% 15.8%
Three Year Percent Change - - - - 66.7%
OPERATIONS
Vehicle Operations Cost/Total Operating Cost 40.4% 42.4% 40.7%
Annual Percent Change -- 5.1% -4.0%
Three Year Percent Change -- -- 0.9%
Vehicle Operations Cost/Car Service Hour $167.22 $170.20 $173.05
Annual Percent Change -- 1.8% 1.7%
Three Year Percent Change -- -- 3.5%
Operator Sched. Absences/Total Hours Worked 16.6% 15.3% 14.3%
Annual Percent Change -- -7.9% -6.6%
Three Year Percent Change -- -- -13.9%
Operator Unsched. Absences/Total Hours Worked 5.9% 5.3% 4.8%
Annual Percent Change -- -10.8% -9.7%
Three Year Percent Change -- -- -19.4%
Trips On-Time (Headway Adherence) (a) 87% 86% 89%
Annual Percent Change -- -1.1% 3.5%
Three Year Percent Change -- -- 2.3%
Complaints/100,000 Unlinked Passenger Trips 5.2 3.2 2.8
Annual Percent Change -- -37.9% -13.8%
Three Year Percent Change -- -- -46.5%
Missed Trips 25% 29% 7%
Annual Percent Change -- 16.0% -75.9%
Three Year Percent Change - - - - -72.0%

(a) Excludes streetcar
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FUNCTION/Indicator Actual Performance
FY2022 FY2023 FY2024
MAINTENANCE
Vehicle + Non-Veh. Maint. Cost/Total Operating Cost 42.0% 41.4% 33.6%
Annual Percent Change -- -1.4% -18.9%
Three Year Percent Change -- -- -20.1%
Vehicle Maintenance Cost/Car Service Mile $14.42 $13.81 $12.66
Annual Percent Change -- -4.3% -8.4%
Three Year Percent Change -- -- -12.3%
Mechanic Pay Hours/Car Service Hours 66.3% 66.7% 66.1%
Annual Percent Change -- 0.5% -0.9%
Three Year Percent Change -- -- -0.4%
Maintenance Employee Scheduled Absences 6.1% 5.7% 5.3%
Annual Percent Change -- -6.7% -7.1%
Three Year Percent Change -- -- -13.4%
Maintenance Employee Unscheduled Absences 2.8% 3.7% 2.8%
Annual Percent Change -- 30.5% -22.8%
Three Year Percent Change -- -- 0.7%
Spare Cars/Total Cars 51.3% 51.3% 53.2%
Annual Percent Change -- 0.0% 3.7%
Three Year Percent Change -- -- 3.7%
Mean Distance between Major Failures (Miles) 3,878 5,778 7,777
Annual Percent Change -- 49.0% 34.6%
Three Year Percent Change -- -- 100.5%
Mean Distance between All Failures (Miles) 3,258 4,384 5,948
Annual Percent Change -- 34.5% 35.7%
Three Year Percent Change - - - - 82.5%
SAFETY
Preventable Accidents/100,000 Car Miles 0.84 0.61 0.40
Annual Percent Change -- -27.4% -34.2%
Three Year Percent Change -- -- -52.2%
Casualty & Liability Cost/Car Service Hour $3.41 $7.13 $16.49
Annual Percent Change -- 108.9% 131.3%
Three Year Percent Change -- -- 383.2%
Casualty & Liability Cost/Car Service Mile $0.42 $0.86 $2.00
Annual Percent Change -- 103.5% 132.8%
Three Year Percent Change -- -- 373.6%
Work Hours Lost Due to Industrial Accidents 6,874 10,225 9,130
Annual Percent Change -- 48.8% -10.7%
Three Year Percent Change - - - - 32.8%
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Cable Car

SFMTA'’s cable car functional area performance trends for the audit period are

discussed below and presented in Exhibit 14.

e Service Planning

— Operating costs per passenger mile decreased in each year, from $26.47 in
FY2022 to $16.60 by FY2024. The 37 percent overall decrease appears
mostly due to noticeably increased passenger miles in the post-COVID
environment.

— The portion of car miles traveled that were in service remained at 100
percent. The portion of car hours in service also remained at that level.

— SFEMTA'’s cable car farebox recovery ratio increased from 14.6 percent in
FY2022 to 25.4 percent the next year, but declined to 22.3 percent in FY2024.

e Operations

— Vehicle operations costs remained in a range of 44 to 50 percent of total
operating costs in all three years. Meanwhile, vehicle operations costs per
service hour were approximately $400 through the period.

— Operator scheduled absences went down from 17.6 percent to 13.3 percent
of total hours worked, while unscheduled absences decreased from 6.4
percent to 4.6 percent.

— Datarelating to cable car on-time performance (schedule adherence) during
the audit period was not available from SFMTA for this review.

— The rate of cable car related complaints decreased from year to year, from
a high of 9.4 per 100,000 passengers in FY2022 to a low of 4.8 in FY2024.
Overall, the complaint rate decreased by 50 percent during the period.

— Data relating to cable car missed trips in FY2022 was not available from
SFMTA for this review. For the remainder of the audit period, the incidence
of missed trips reportedly amounted to about 40 percent of all trips.
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e Maintenance

— Total maintenance costs (vehicle plus non-vehicle) were in a range of 29 to
34 percent of total operating costs, depending on the year.

— Vehicle maintenance costs per service mile decreased by 20 percent over the
audit period, from $80.00 in FY2022 to $64.42 in the last year.

— Reported mechanic pay hours were consistently over 100 percent of car
service hours through the period, reaching as high as 122 percent in FY2023.

— Maintenance employee scheduled absences decreased through the period,
from 7.1 percent of total hours worked in the first two years, to 5.5 percent
in FY2024.

— Meanwhile, unscheduled absences rose from 3.0 percent of total hours
worked in FY2022, to 9.2 percent subsequently.

— The cable car vehicle spare ratio went down from 40 percent in the first year
to 35 percent in FY2023 and FY2024.

— The mean distance between major failures decreased steadily, by more than
25 percent through the period. However, when looking at all failures there
was a noticeable improvement in FY2024.

e Safety

— The rate of preventable accidents increased by more than 150 percent
overall, from 0.59 per 100,000 miles traveled in the first year to 1.50 in
FY2024. There were even higher results in FY2023.

— Casualty/liability costs per service hour and mile both jumped by about 370
percent between FY2022 and FY2024.

— There was an increase of 26.6 percent in work hours lost due to industrial
accidents over the three years, reaching 5,818 hours in the last year.

The following is a brief summary of the cable car functional trend highlights

between FY2022 and FY2024:
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e Service Planning results displayed a 37 percent overall decrease in the
operating cost per passenger mile, concurrent with noticeably increased
passenger miles in the post-COVID environment. There was also stability in
the rates of car miles and hours in service, both at 100 percent. Further, the
cable car farebox recovery ratio increased overall from 14.6 percent in FY2022
to 22.3 percent in FY2024.

e Operations results showed vehicle operations costs between 44 and 50 percent
of total operating costs in all three years, and vehicle operations costs per hour
at approximately $400. Operator scheduled absences went down from 17.6 to
13.3 percent of total hours worked, while unscheduled absences decreased
from 6.4 to 4.6 percent. The rate of cable car related complaints decreased by
50 percent during the period, even while 40 percent of all trips were missed in
both FY2023 and FY2024.

e Maintenance results showed total maintenance costs between 29 and 34
percent of total operating costs, vehicle maintenance costs per mile down by 20
percent, and the cable car vehicle spare ratio down from 40 percent to 35
percent starting in FY2023. The mean distance between major failures
decreased steadily, but when looking at all failures there was noticeable
improvement in FY2024. In addition, mechanic pay hours were consistently
over 100 percent of car service hours, maintenance employee scheduled
absences decreased from 7.1 to 5.5 percent of total hours worked, and
unscheduled absences rose from 3.0 percent of total hours worked in FY2022
to 9.2 percent subsequently.

e Safety results showed the preventable accident rate increasing by more than
150 percent overall, while casualty/liability costs per service hour and mile
both increased by about 370 percent. There was also a 26.6 percent increase in
lost time due to industrial accidents over the three years.
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Exhibit 14: Functional Performance Trends — Cable Car

FUNCTION/Indicator Actual Performance
FY2022 FY2023 FY2024
SERVICE PLANNING
Total Operating Cost/Passenger Mile $26.47 $19.09 $16.60
Annual Percent Change -- -27.9% -13.0%
Three Year Percent Change -- -- -37.3%
Car Service Miles/Total Miles 100.0% 100.0% 100.0%
Annual Percent Change -- 0.0% 0.0%
Three Year Percent Change -- -- 0.0%
Car Service Hours/Total Hours 100.0% 100.0% 100.0%
Annual Percent Change -- 0.0% 0.0%
Three Year Percent Change -- -- 0.0%
Farebox Revenue/Operating Cost 14.6% 25.4% 22.3%
Annual Percent Change -- 74.5% -12.1%
Three Year Percent Change - - - - 53.3%
OPERATIONS
Vehicle Operations Cost/Total Operating Cost 44.3% 49.8% 47.5%
Annual Percent Change -- 12.2% -4.5%
Three Year Percent Change -- -- 7.2%
Vehicle Operations Cost/Car Service Hour $417.02 $397.48 $413.48
Annual Percent Change -- -4.7% 4.0%
Three Year Percent Change -- -- -0.8%
Operator Sched. Absences/Total Hours Worked 17.6% 14.8% 13.3%
Annual Percent Change -- -16.0% -10.1%
Three Year Percent Change -- -- -24.5%
Operator Unsched. Absences/Total Hours Worked 6.4% 4.7% 4.6%
Annual Percent Change -- -26.3% -1.3%
Three Year Percent Change -- -- -27.3%
Trips On-Time (a) (a) (a)
Annual Percent Change -- -- --
Three Year Percent Change -- -- --
Complaints/100,000 Unlinked Passenger Trips 9.4 5.1 4.8
Annual Percent Change -- -46.3% -5.3%
Three Year Percent Change -- -- -49.2%
Missed Trips (a) 40% 41%
Annual Percent Change -- -- 2.5%
Three Year Percent Change -- - - - -

(a) Not available

Final Audit Report -106- Triennial Performance Audit of SEMTA



FUNCTION/Indicator

Actual Performance

FY2022 FY2023 FY2024
MAINTENANCE
Vehicle + Non-Veh. Maint. Cost/Total Operating Cost 32.0% 33.9% 29.1%
Annual Percent Change -- 6.0% -14.1%
Three Year Percent Change -- -- -9.0%
Vehicle Maintenance Cost/Car Service Mile $80.00 $68.43 $64.42
Annual Percent Change -- -14.5% -5.9%
Three Year Percent Change -- -- -19.5%
Mechanic Pay Hours/Car Service Hours 104.1% 121.7% 116.8%
Annual Percent Change -- 16.9% -4.1%
Three Year Percent Change -- -- 12.1%
Maintenance Employee Scheduled Absences 71% 71% 5.5%
Annual Percent Change -- -0.7% -22.3%
Three Year Percent Change -- -- -22.9%
Maintenance Employee Unscheduled Absences 3.0% 9.2% 9.2%
Annual Percent Change -- 201.8% -0.3%
Three Year Percent Change -- -- 200.8%
Spare Cars/Total Cars 40.0% 35.0% 35.0%
Annual Percent Change -- -12.5% 0.0%
Three Year Percent Change -- -- -12.5%
Mean Distance between Major Failures (Miles) 838 700 616
Annual Percent Change -- -16.4% -12.1%
Three Year Percent Change -- -- -26.5%
Mean Distance between All Failures (Miles) 219 192 572
Annual Percent Change -- -12.2% 197.5%
Three Year Percent Change - - - - 161.1%
SAFETY
Preventable Accidents/100,000 Car Miles 0.59 2.01 1.50
Annual Percent Change -- 240.3% -25.2%
Three Year Percent Change -- -- 164.4%
Casualty & Liability Cost/Car Service Hour $0.91 $1.84 $4.29
Annual Percent Change -- 103.5% 132.8%
Three Year Percent Change -- -- 373.6%
Casualty & Liability Cost/Car Service Mile $0.42 $0.86 $2.00
Annual Percent Change -- 103.5% 132.8%
Three Year Percent Change -- -- 373.6%
Work Hours Lost Due to Industrial Accidents 4,597 5,243 5,818
Annual Percent Change -- 14.0% 11.0%
Three Year Percent Change -- - - 26.6%
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Paratransit

SFMTA'’s paratransit functional area performance trends for the audit period are

discussed below and presented in Exhibit 15.

e Service Planning

— Operating costs per passenger mile decreased from $18.14 in the first year
to $15.77 by the end of the audit period, a 13 percent decrease.

— Vehicle miles traveled in service were reduced in each year, from 77 percent
in FY2022 to 69 percent in FY2024. There was a similar trend in vehicle
hours in service, from 80 percent down to 76 percent.

— SFMTA'’s paratransit farebox recovery ratio increased steadily, from 2.0

percent in the first year to 2.4 percent in the next year and 2.5 percent by
FY2024.

e Operations

— Vehicle operations costs remained in a range of 63 to 65 percent of total
operating costs through the audit period.

— Data relating to ADA trip schedule adherence during the audit period was
not available from SFMTA for this review.

— The complaint rate decreased steadily, from 8.9 to 6.3 complaints received
per 10,000 passenger trips (down by 30 percent).

— The incidence of missed trips went up substantially over the period, from
0.06 percent of total trips to 0.69 percent. In actual numbers, there were 116
recorded missed trips in FY2022, 345 in FY2023, and then a sharp increase
to 1,776 in FY2024.

— There were no ADA trip denials.

— The rate of trip cancellations decreased from 26.1 percent of total ADA trips
in FY2022 to 19.3 percent in the last two years. Late trip cancellations also
decreased, from 6.5 percent to 5.3 percent of total ADA trips.

— Similar to late trip cancellations, the trend in passenger no-shows showed
a decrease over the period from 5.5 percent to 4.0 percent of total ADA trips.
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Maintenance

— Total maintenance costs (vehicle plus non-vehicle) fluctuated from year to
year in a range of eight to ten percent of total operating costs.

— Vehicle maintenance costs per service mile decreased from year to year,
from $1.45 to $1.34 (a decrease of 7.3 percent).

— The paratransit vehicle spare ratio went down from 45 percent in the first
year to 28 percent in FY2023, followed by an increase to 39 percent in
FY2024, as service requirements varied during the post-pandemic recovery
period.

— The mean distance between major failures and between all failures both
improved significantly in FY2023 compared with FY2022, though this was
followed by modest declines in the last year.

Safety

— The rate of FTA reportable accidents improved overall by 76 percent, from
0.5 accidents per 100,000 vehicle miles in FY2022 to 0.1 subsequently.

The following is a brief summary of the paratransit functional trend highlights

between FY2022 and FY2024:

Service Planning results showed a 13 percent decrease in the cost per passenger
mile, from $18.14 to $15.77. However, vehicle miles traveled in service
decreased from 77 percent to 69 percent, and vehicle hours in service decreased
from 80 percent to 76 percent. The paratransit farebox recovery ratio increased
steadily, from 2.0 percent to 2.5 percent.

Operations results showed operating costs incurred from vehicle operations
consistently between 63 and 65 percent, and the complaint rate decreasing by
30 percent. However, the incidence of missed trips rose significantly,
especially in FY2024. At the same time, there were no ADA trip denials, and
the rates of trip cancellations, late trip cancellations and passenger no-shows
all went down steadily.
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e Maintenance results showed total maintenance costs (vehicle plus non-vehicle)
remaining between eight and ten percent of total operating costs, and vehicle
maintenance costs per service mile decreasing by seven percent overall. The
vehicle spare ratio went down from 45 percent to 28 percent in FY2023, but
then increased again to 39 percent as service requirements varied during the
post-pandemic recovery period. At the same time, the mean distance between
major failures and all failures both showed noticeable net improvements.

e Safety results showed that the rate of FTA reportable accidents improved
overall by 76 percent during the audit period.
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Exhibit 15: Functional Performance Trends — Paratransit

FUNCTION/Indicator Actual Performance
FY2022 FY2023 FY2024
SERVICE PLANNING
Total Operating Cost/Passenger Mile $18.14 $16.41 $15.77
Annual Percent Change -- -9.6% -3.9%
Three Year Percent Change -- -- -13.1%
Vehicle Service Miles/Total Miles 76.8% 75.4% 68.9%
Annual Percent Change -- -1.8% -8.6%
Three Year Percent Change -- -- -10.2%
Vehicle Service Hours/Total Hours 80.1% 78.7% 75.6%
Annual Percent Change -- -1.8% -4.0%
Three Year Percent Change -- -- -5.7%
Farebox Revenue/Operating Cost 2.0% 2.4% 2.5%
Annual Percent Change -- 18.5% 2.7%
Three Year Percent Change - - - - 21.7%
OPERATIONS
Vehicle Operations Cost/Total Operating Cost 62.8% 65.2% 64.4%
Annual Percent Change -- 3.8% -1.2%
Three Year Percent Change -- -- 2.5%
Trips On-Time/Total ADA Trips (a) (a) (a)
Annual Percent Change -- -- --
Three Year Percent Change -- -- --
Complaints/10,000 Passenger Trips 8.9 7.2 6.3
Annual Percent Change -- -18.9% -13.7%
Three Year Percent Change -- -- -29.9%
Missed Trips/Total Trips 0.06% 0.14% 0.69%
Annual Percent Change -- 132.6% 381.3%
Three Year Percent Change -- -- 1019.5%
ADA Trip Denials/Total ADA Trips 0.0% 0.0% 0.0%
Annual Percent Change -- -- --
Three Year Percent Change -- -- --
Trip Cancellations/Total ADA Trips 26.1% 19.3% 19.3%
Annual Percent Change -- -26.1% 0.0%
Three Year Percent Change -- -- -26.1%
Late Trip Cancellations/Total ADA Trips 6.5% 5.8% 5.3%
Annual Percent Change -- -11.1% -8.8%
Three Year Percent Change -- -- -18.9%
No-Show Passengers/Total ADA Trips 5.5% 5.0% 4.0%
Annual Percent Change -- -8.4% -21.1%
Three Year Percent Change - - - - -27.8%

(a) Not available
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FUNCTION/Indicator

Actual Performance

FY2022 FY2023 FY2024
MAINTENANCE
Vehicle + Non-Veh. Maint. Cost/Total Operating Cost 8.68% 9.30% 8.74%
Annual Percent Change -- 7.2% -6.1%
Three Year Percent Change -- -- 0.6%
Vehicle Maintenance Cost/Vehicle Service Mile $1.45 $1.41 $1.34
Annual Percent Change -- -2.6% -4.9%
Three Year Percent Change -- -- -7.3%
Spare Vehicles/Total Vehicles 45.0% 28.4% 38.7%
Annual Percent Change -- -37.0% 36.4%
Three Year Percent Change -- -- -14.0%
Mean Dist. betw. Major Failures (Miles) 73,668 127,327 115,256
Annual Percent Change -- 72.8% -9.5%
Three Year Percent Change -- -- 56.5%
Mean Dist. betw. All Failures (Miles) 40,183 61,306 55,882
Annual Percent Change -- 52.6% -8.8%
Three Year Percent Change - - - - 39.1%
SAFETY
FTA Reportable Accidents/100,000 Vehicle Miles 0.45 0.18 0.11
Annual Percent Change -- -59.9% -40.2%
Three Year Percent Change - - - - -76.0%
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VII. CONCLUSIONS AND RECOMMENDATIONS

The preceding sections presented a review of SFMTA’s transit service performance
during the three-year period of FY2022 through FY2024 (July 1, 2021 through June 30,
2024). They focused on TDA compliance issues including trends in TDA-mandated
performance indicators and compliance with selected sections of the state Public Utilities
Code (PUC). They also provided the findings from an overview of SFMTA’s data
collection activities to support the TDA indicators, actions taken to implement
recommendations from the prior performance audit, and a review of selected key

functional performance results.

Conclusions

The key findings and conclusions from the individual sections of this performance

audit are summarized below:

Data Collection — Based on the information provided, SFMTA 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 despite a few noted exceptions indicate consistency in
terms of the direction and magnitude of the year-to-year changes across the statistics,
especially when taking into account the impacts of the recent Covid-19 pandemic on

service provision and ridership.

TDA Performance Trends — SFMTA’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 for the six-year

period.
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e Motor Coach TDA Performance Indicators — The following is a brief summary
of the TDA performance trend highlights over the six-year period of FY2019
through FY2024:

— There was an average annual increase in the operating cost per hour of 8.1
percent, or 4.3 percent in inflation adjusted dollars. There were increases in
every year except FY2022 and FY2023. The largest annual increase was in
FY2021, coinciding with the first full year of the COVID pandemic.

— The cost per passenger increased on average by 15.9 percent per year,
which, when measured in constant FY2019 dollars, resulted in an average
annual increase of 11.8 percent. This trend was significantly impacted by
major ridership declines in FY2020 and FY2021, due to the COVID
pandemic.

— DPassenger productivity showed a notable decline, with passengers per
vehicle service hour and mile both decreasing by about seven percent per
year overall. The trend was driven by major decreases in passengers
coinciding with the early stages of the COVID pandemic (FY2020 and
FY2021).

— Employee productivity registered the same results in the first and last years
of the review period (about 880 hours per FTE), despite some intermediate
variation.

e Motor Coach Component Costs — The following is a brief summary of the
component operating costs trend highlights for the motor coach service
between FY2019 and FY2024:

— The most significant change was an average annual increase of 36.4 percent
in the casualty/liability area. In addition, a negative expense in
casualty/liability was reported for FY2021, reflecting reductions in general
liability per actuarial calculations.

— Labor costs represented the largest portion of the total costs, at about 40
percent over the six years. Fringe benefits comprised the second largest
portion, ranging between 31 and 39 percent. Labor and fringe benefits costs
increased by 6.4 and 5.9 percent on average per year, respectively.

— Services and materials/supplies costs increased by 12 percent and ten
percent on average per year. Services also increased to 14 percent of total
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costs by FY2024, while the materials/supplies share remained between five
and seven percent.

— Fuel/lubricants and “other costs” (including utilities) combined accounted
for four percent or less of total costs through the period. The former
increased by 5.4 percent annually, on average, and the latter by 9.3 percent.

e Trolley Coach TDA Performance Indicators — The following is a brief summary
of the TDA performance trend highlights over the six-year period of FY2019
through FY2024:

— There was an average annual increase in the operating cost per hour of 5.3
percent, or 1.6 percent in inflation adjusted dollars. There were increases in
every year through FY2021, followed by decreases in FY2022 and FY2023,
as recovery from the pandemic proceeded, but still a seven percent increase
in FY2024.

— The cost per passenger increased on average by eight percent per year,
which, when measured in constant FY2019 dollars, resulted in an average
annual increase of 4.2 percent. This trend was significantly impacted by
major ridership declines in FY2020 and FY2021, due to the COVID
pandemic, followed by notable rebounding starting in FY2022.

— Passenger productivity showed overall decline, with passengers per vehicle
service hour and mile decreasing by 2.5 percent and 0.7 percent per year on
average. The trend was also driven by major decreases in passengers
coinciding with the early stages of the COVID pandemic (FY2020 and
FY2021), followed by notable rebounding subsequently.

— Employee productivity increased on average by 1.8 percent per year.
Annual FTEs decreased an annual average of 0.4 percent while
corresponding service hours increased by 1.4 percent.

e Trolley Coach Component Costs — The following is a brief summary of the

component operating costs trend highlights for trolley coach service between
FY2019 and FY2024:

— The most significant change was an average annual increase of 45 percent
in the casualty/liability area. In addition, a negative expense in
casualty/liability was reported for FY2021, reflecting reductions in general
liability per actuarial calculations.
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— Labor costs represented the largest portion of the total costs overall, at 40 to
45 percent over the six years. Fringe benefits generally comprised the
second largest portion, ranging between 30 and 42 percent. Labor costs and
fringe benefits costs both increased by 3.4 percent on average per year.

— Services and materials/supplies costs both increased by about 15 percent on
average per year. Services also increased from 11 to 16 percent of total costs,
while the materials/supplies share remained between three and six percent.

— Fuel/lubricants and “other costs” (including utilities) combined accounted
for about two percent of total costs through the period.

e Light Rail TDA Performance Indicators — The following is a brief summary of
the TDA performance trend highlights over the six-year period of FY2019
through FY2024:

— There was an average annual increase in the operating cost per hour of 3.9
percent, or 0.2 percent in inflation adjusted dollars. There were increases in
every year through FY2021, followed by decreases in FY2022 and FY2023,
as recovery from the pandemic proceeded, but still a six percent increase in
FY2024.

— The cost per passenger increased on average by 15 percent per year, which,
when measured in constant FY2019 dollars, resulted in an average annual
increase of nearly 11 percent. This trend was significantly impacted by
major ridership declines in FY2020 and especially FY2021, due to the
COVID pandemic. There were increases in every year through FY2021,
followed by subsequent decreases as recovery from the pandemic
proceeded.

— Passenger productivity showed significant decline, with passengers per car
service hour decreasing by 9.5 percent per year overall, and passengers per
car service mile by more than eight percent. The trend was driven by major
decreases in passengers coinciding with the early stages of the COVID
pandemic (FY2020 and FY2021), but nearly the full complement of service
reinstated in FY2022, even as ridership gains were lagging.

— Employee productivity decreased on average by three percent per year.
There were more than 500 car service hours per FTE in the first two years,
followed by a steep decline to 209 in FY2021, and then increasing to more
than 600 hours in the last three years.
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e Light Rail Component Costs — The following is a brief summary of the
component operating costs trend highlights for light rail service between
FY2019 and FY2024:

— The most significant change was an average annual increase of 35 percent
in the casualty/liability area. In addition, a negative expense in
casualty/liability was reported for FY2021, reflecting reductions in general
liability per actuarial calculations.

— Labor costs represented the largest portion of the total costs overall, at 37 to
45 percent over the six years. Fringe benefits generally comprised the
second largest portion, ranging between 32 and 38 percent. Labor costs
increased by 1.5 percent on average per year, while fringe benefits costs
increased by 2.7 percent.

— Materials/supplies and fuels/lubricants costs both decreased overall during
the period, by 14 percent and 5.4 percent on average annually.

— Services and “other costs” (including utilities) both increased overall
during the period, by 7.6 percent and 15 percent on average annually.

e Cable Car TDA Performance Indicators — The following is a brief summary of
the TDA performance trend highlights over the six-year period of FY2019

through FY2024. No cable car service for passengers was provided during
FY2021, the first full year of the COVID pandemic.

— There was an average annual increase in the operating cost per hour of 10.5
percent, or 6.5 percent in inflation adjusted dollars. There were increases in
every year reported except FY2023. The largest annual increase was in
FY2020, coinciding with the beginning of the COVID pandemic.

— The cost per passenger increased on average by 10.8 percent per year,
which, when measured in constant FY2019 dollars, resulted in an average
annual increase of nearly seven percent. This trend was largely impacted
by a major ridership decline in FY2020 due to the COVID pandemic.

— DPassenger productivity showed some decline, with passengers per car
service hour and car service mile both decreasing by 0.4 percent overall.
Passengers per hour and per mile decreased substantially through FY2022,
followed by major rebounds in the next two years.
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— Employee productivity decreased on average by four percent per year.
Annual FTEs decreased an average of three percent while corresponding
service hours decreased by more than twice that rate.

e Cable Car Component Costs — The following is a brief summary of the
component operating costs trend highlights for cable car service between
FY2019 and FY2024. While no cable car service was provided for passengers
during FY2021, there were still significant operating expenses reported for that
year.

— The most significant changes were an average annual increase of 30 percent
in the casualty/liability area and zero associated expenses reported in
FY2021.

— Labor costs represented the largest portion of the total costs, at about 50
percent, while fringe benefits comprised the second largest portion, ranging
between 38 and 45 percent. Labor costs increased by 2.6 percent on average
per year over the six years, while fringe benefits costs increased by 2.1
percent.

— Services, materials/supplies and “other costs” all increased on average per
year, but continued to represent relatively minor portions of total costs.

— Fuels/lubricants costs showed a net decrease of 9.1 percent annually overall,
but were minimal in terms of their share of total costs.

e Paratransit TDA Performance Indicators — The following is a brief summary of
the TDA performance trend highlights over the six-year period of FY2019
through FY2024:

— There was an average annual increase in the operating cost per hour of 7.6
percent, or 3.8 percent in inflation adjusted dollars. There were increases in
every year through FY2021, coinciding with the beginning of the COVID
pandemic, followed by decreases in FY2022 and FY2023 and leveling off in
FY2024.

— The cost per passenger increased on average by 10.8 percent per year,
which, when measured in constant FY2019 dollars, resulted in an average
annual increase of 6.8 percent. This trend was significantly impacted by
major ridership declines in FY2020 and FY2021 due to the COVID

pandemic.
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— Passenger productivity showed some decline, with passengers per vehicle
service hour and vehicle service mile decreasing by 2.9 percent and 3.5
percent per year overall, respectively. The trend reflected major decreases
in passengers coinciding with the early stages of the COVID pandemic
(FY2020 and FY2021).

e Paratransit Component Costs — The following is a brief summary of the
component operating costs trend highlights for paratransit service between
FY2019 and FY2024:

— A relatively significant change was an average annual increase of 17.5
percent in the casualty/liability area. In addition, a negative expense in
casualty/liability was reported for FY2021, reflecting reductions in general
liability per actuarial calculations.

— Purchased transportation costs were by far the largest portion of the total
costs, consistently at about 97 percent. They increased on average by one
percent annually during the period.

— In-house labor and fringe benefits costs increased modestly but continued
to account for about one percent of total costs.

— Materials/supplies and “other costs” continued to account for less than one
percent of total costs.

Compliance with Statutory Requirements — SFMTA 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 SFMTA'’s prior performance audit.
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Functional Performance Indicator Trends — To further assess SFMTA’s

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

area performance indicators was defined and reviewed.

e Systemwide (All Modes) — The following is a brief summary of the systemwide
functional trend highlights between FY2022 and FY2024:

— Administrative costs compared to total costs increased by 38 percent and
compared to vehicle service hours by 47 percent during the audit period.

— Marketing costs increased overall compared to total administrative costs
and passenger trips.

— The systemwide farebox recovery ratio showed a net increase from 6.7
percent in FY2022 to 8.6 percent in FY2024, while reaching a slightly higher
level in FY2023.

e Motor Coach Service — The following is a brief summary of the motor coach
service functional trend highlights between FY2022 and FY2024:

— Service Planning results displayed an 18 percent overall decrease in the
operating cost per passenger mile, concurrent with noticeably increased
passenger miles in the post-COVID environment. There was also relative
stability in the rates of vehicle miles and hours in service, at about 91
percent and 95 percent, respectively. Further, the motor coach farebox
recovery ratio showed a net increase from 6.6 percent in FY2022 to 7.5
percent in FY2024, while reaching a slightly higher level in FY2023.

— Operations results showed vehicle operations costs decreasing from 57
percent of total operating costs to 50 percent by FY2024, with vehicle
operations costs per hour remaining at about $150. Operator scheduled
absences went down from 14.3 to 12.0 percent of total hours worked, while
unscheduled absences decreased from 6.2 to 4.5 percent. The rate of motor
coach related complaints varied from year to year, but decreased by 20
percent during the period. On-time performance (based on Headway
Adherence results) improved in each year, from 81 percent of trips in
FY2022 to 87 percent in FY2024, while missed trips were reduced from 11
percent to three percent concurrently.
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— Maintenance results showed total maintenance costs remaining at about 25
percent of total operating costs, vehicle maintenance costs per mile
increasing by six percent to $7.59 in FY2024, the vehicle spare ratio
decreasing slightly to 37 percent in FY2024, and overall declines in the
mechanical failure rates for both major failures and all failures. In addition,
mechanic pay hours remained at 27 percent of vehicle service hours, while
maintenance employee scheduled and unscheduled absences both
decreased steadily.

— Safety results showed the preventable accident rate increasing in each year,
by 44 percent overall, while casualty/liability costs per service hour and
mile both increased by more than 300 percent. However, there was a 21
percent decrease in lost time due to industrial accidents in FY2024.

e Trolley Coach Service — The following is a brief summary of the trolley coach
service functional trend highlights between FY2022 and FY2024:

— Service Planning results displayed a 15 percent overall decrease in the
operating cost per passenger mile, concurrent with noticeably increased
passenger miles in the post-COVID environment. There was also stability
in the rates of vehicle miles and hours in service, both at about 97 percent.
Further, the trolley coach farebox recovery ratio increased from 8.1 percent
in FY2022 to 9.9 percent in FY2024.

— Operations results showed vehicle operations costs decreasing from 55
percent of total operating costs to 50 percent by FY2024, with vehicle
operations costs per hour reduced by 5.4 percent overall. Operator
scheduled absences went down from 14.8 to 11.3 percent of total hours
worked, while unscheduled absences decreased from 6.7 to 5.0 percent. The
rate of trolley coach related complaints decreased by nearly 30 percent
during the period. On-time performance (based on Headway Adherence
results) improved slightly in each year, from 87 percent of trips in FY2022
to 89 percent in FY2024, while missed trips were reduced from 12 percent
to two percent concurrently.

— Maintenance results showed total maintenance costs down from 25 percent
of total operating costs to 20 percent in FY2024, vehicle maintenance costs
per mile showing a net decrease of 4.1 percent over the period, the trolley
coach vehicle spare ratio steady at 43 percent, and significant declines in the
mechanical failure rates for both major failures and all failures. In addition,
mechanic pay hours decreased from 23.1 percent of vehicle service hours to
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18.6 percent, while maintenance employee scheduled and unscheduled
absences both exhibited general decreases.

— Safety results showed the preventable accident rate increasing by 33 percent
overall, while casualty/liability costs per service hour and mile both
increased by almost 500 percent. There was also a 35 percent increase in
lost time due to industrial accidents over the period.

e Light Rail Service — The following is a brief summary of the light rail service
functional trend highlights between FY2022 and FY2024:

— Service Planning results displayed a 45 percent overall decrease in the
operating cost per passenger mile, concurrent with noticeably increased
passenger miles with light rail service restoration in the post-COVID
environment. There was also stability in the rates of car miles and hours in
service, both at nearly 100 percent. Further, the light rail farebox recovery
ratio increased annually, from 3.6 percent in FY2022 to 6.0 percent in
FY2024.

— Operations results showed vehicle operations costs at just over 40 percent
of total operating costs in all three years, and vehicle operations costs per
hour rising moderately in each year. Operator scheduled absences went
down from 16.6 to 14.3 percent of total hours worked, while unscheduled
absences decreased from 5.9 to 4.8 percent. The rate of light rail related
complaints decreased by 47 percent during the period. On-time
performance (based on Headway Adherence results) improved slightly
overall, from 87 percent of trips in FY2022 to 89 percent in FY2024, while
missed trips were reduced from 25 percent or more to seven percent in
FY2024.

— Maintenance results showed total maintenance costs down from 42 percent
of total operating costs to 34 percent in FY2024, vehicle maintenance costs
per mile down by 12 percent over the period, the light rail vehicle spare
ratio up slightly to 53 percent in FY2024, and steady improvement in the
mechanical failure rates. In addition, mechanic pay hours were consistently
about 66 percent of car service hours, maintenance employee scheduled
absences decreased from 6.1 to 5.3 percent of total hours worked, and
unscheduled absences amounted to 2.8 percent of total hours worked in
both FY2022 and FY2024.
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— Safety results showed the preventable accident rate decreasing in each year
(by 52 percent total), while casualty/liability costs per service hour and mile
both increased by about 380 percent. There was also a nearly 50 percent
increase in lost time due to industrial accidents in FY2023, followed by some
decrease in the following year.

e Cable Car Service — The following is a brief summary of the cable car service
functional trend highlights between FY2022 and FY2024:

— Service Planning results displayed a 37 percent overall decrease in the
operating cost per passenger mile, concurrent with noticeably increased
passenger miles in the post-COVID environment. There was also stability
in the rates of car miles and hours in service, both at 100 percent. Further,
the cable car farebox recovery ratio increased overall from 14.6 percent in
FY2022 to 22.3 percent in FY2024.

— Operations results showed vehicle operations costs between 44 and 50
percent of total operating costs in all three years, and vehicle operations
costs per hour at approximately $400. Operator scheduled absences went
down from 17.6 to 13.3 percent of total hours worked, while unscheduled
absences decreased from 6.4 to 4.6 percent. The rate of cable car related
complaints decreased by 50 percent during the period, even while 40
percent of all trips were missed in both FY2023 and FY2024.

— Maintenance results showed total maintenance costs between 29 and 34
percent of total operating costs, vehicle maintenance costs per mile down
by 20 percent, and the cable car vehicle spare ratio down from 40 percent to
35 percent starting in FY2023. The mean distance between major failures
decreased steadily, but when looking at all failures there was noticeable
improvement in FY2024. In addition, mechanic pay hours were
consistently over 100 percent of car service hours, maintenance employee
scheduled absences decreased from 7.1 to 5.5 percent of total hours worked,
and unscheduled absences rose from 3.0 percent of total hours worked in
FY2022 to 9.2 percent subsequently.

— Safety results showed the preventable accident rate increasing by more than
150 percent overall, while casualty/liability costs per service hour and mile
both increased by about 370 percent. There was also a 26.6 percent increase
in lost time due to industrial accidents over the three years.

Final Audit Report -123- Triennial Performance Audit of SEMTA



Paratransit — The following is a brief summary of the paratransit functional
trend highlights between FY2022 and FY2024:

Service Planning results showed a 13 percent decrease in the cost per
passenger mile, from $18.14 to $15.77. However, vehicle miles traveled in
service decreased from 77 percent to 69 percent, and vehicle hours in service
decreased from 80 percent to 76 percent. The paratransit farebox recovery
ratio increased steadily, from 2.0 percent to 2.5 percent.

Operations results showed operating costs incurred from vehicle
operations consistently between 63 and 65 percent, and the complaint rate
decreasing by 30 percent. However, the incidence of missed trips rose
significantly, especially in FY2024. At the same time, there were no ADA
trip denials, and the rates of trip cancellations, late trip cancellations and
passenger no-shows all went down steadily.

Maintenance results showed total maintenance costs (vehicle plus non-
vehicle) remaining between eight and ten percent of total operating costs,
and vehicle maintenance costs per service mile decreasing by seven percent
overall. The vehicle spare ratio went down from 45 percent to 28 percent in
FY2023, but then increased again to 39 percent as service requirements
varied during the post-pandemic recovery period. At the same time, the
mean distance between major failures and all failures both showed
noticeable net improvements.

Safety results showed that the rate of FTA reportable accidents improved
overall by 76 percent during the audit period.

Recommendations

1.

EXAMINE MAINTENANCE ACTIVITIES AND DEVELOP STRATEGIES
TO ADDRESS INCREASING MECHANICAL FAILURE RATES.
[Reference Section: VI. Functional Performance Indicator Trends]

Audit period maintenance results for most SFMTA transit services showed
service reliability generally declining, especially toward the end of the
period. For motor coach, the mean distance between major failures
worsened overall, by 11 percent between FY2022 and FY2024, though there

was a modest rebound in FY2024 compared with FY2023. A similar trend
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was observed when looking at all failures, with a nine percent net decline.
For trolley coach, the mean distance between major failures worsened
significantly overall, by 22 percent over the period. There was a decline of
15 percent just between FY2023 and FY2024. A similar trend was observed
when looking at all failures, with a 20 percent overall decline. For cable car,
the mean distance between major failures decreased steadily, by more than
25 percent through the period, though when looking at all failures there

was a noticeable improvement in FY2024.

Ongoing efforts should be made by SFMTA to improve its maintenance
functions to increase vehicle reliability and reduce the growing rates of

mechanical failures.

2. TAKE FURTHER STEPS TO REDUCE PREVENTABLE ACCIDENTS ON
SFMTA’'S MOTOR COACH AND TROLLEY COACH SERVICES.
[Reference Section: VI. Functional Performance Indicator Trends]

Recent increases in the rates of preventable accidents on SFMTA services
point to a potentially burgeoning safety issue which SFMTA should
address. For motor coach, the rate of preventable accidents increased in
each audit year, rising from 1.85 per 100,000 miles traveled in the first year
to 2.66 in FY2024 (44 percent). For trolley coach, the rate of preventable
accidents rose from three or fewer per 100,000 miles traveled in the first two
years to about four in FY2024 (33 percent overall). Although, the rate of
preventable accidents on Cable Car increased by more than 150 percent
overall, the actual number of accidents was low, between one and four per

year.

Final Audit Report -125- Triennial Performance Audit of SEMTA



SFMTA'’s Safety Division reported that it has collaborated with Operator
Training, Division Management and Street Inspectors (Supervision) to
work with operators involved in preventable collisions. The particular
operators are selected through incident investigations, operator compliance
checks, and a video analytics camera system. However, it appears that the
primary focus is on corrective measures on a case by case basis rather than
a more comprehensive general prevention approach. Further efforts
toward the latter might include additional strategies to improve operator
training and enhance monitoring activities to ensure that safety issues are

identified and corrected before they have a chance to escalate further.

3. CONTINUE TO ADDRESS SIGNIFICANT INCREASES IN LOST HOURS
DUE TO INDUSTRIAL ACCIDENTS.
[Reference Section: VI. Functional Performance Indicator Trends]

A significant worker safety issue observed during the audit period was the
increasing incidence of lost hours due to industrial accidents, impacting
many of SEMTA'’s services. For trolley coach, there was a 35 percent
increase in work hours lost due to industrial accidents, from 11,177 hours
in FY2022 to 15,125 hours in the last year. For light rail, there was an
increase of nearly 50 percent in FY2023, though there was a ten percent
decrease to 9,130 hours in the last year. For cable car, there was an increase

of 26.6 percent over the three years, reaching 5,818 hours in the last year.

SFMTA staff expressed awareness of the situation and recognition of the
critical importance of mitigating workplace injuries. A comprehensive set

of initiatives reportedly has been implemented to enhance worker safety
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and support employee recovery. Further, several targeted programs have
been launched and in-depth trend analyses conducted to address injury
prevention and management. At the same time, it was noted that during
the audit period, SFMTA was still in a recovery phase from the COVID-19
pandemic, gradually ramping up services to pre-pandemic levels. As
service hours have increased, so have employee work hours, thus raising
exposure to workplace injuries. In any event, SFMTA should continue to
investigate the reasons for the above increases in lost hours due to
industrial accidents and expand its efforts to reduce those occurrences and

provide a safer workplace for all employees.
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APPENDIX A:
INPUT STATISTICS FOR
FUNCTIONAL PERFORMANCE MEASURES
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Functional Performance Inputs - Systemwide (All Modes)

Data Item FY2022 FY2023 FY2024 Source

Total Operating Costs $921,277,335 | $974,494,589 | $1,128,132,162 | NTD F-40

Administrative Costs $177,651,917 | $175,775,036 $299,556,309 | NTD F-40

Vehicle Service Hours 3,006,617 3,302,230 3,445,825 | NTD S-10 (all modes)
Marketing Costs $35,787 $53,775 $100,585 | Gen'l Ledger - Advertising
Unlinked Passenger Trips 102,696,310 139,144,453 160,543,993 | NTD S-10 (all modes)
Farebox Revenue (All Modes) $61,431,003 $88,344,585 $97,185,028 | NTD F-10
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Functional Performance Inputs — Motor Coach

Data Item FY2022 FY2023 FY2024 Source
Vehicle Service Miles 12,259,450 13,046,816 13,378,563 | NTD S-10 MB
Total Vehicle Miles 13,514,260 14,254,749 14,702,415 NTD S-10 MB
Vehicle Service Hours 1,555,039 1,661,223 1,702,426 | NTD S-10 MB
Total Vehicle Hours 1,645,677 1,749,506 1,798,095 | NTD S-10 MB
Unlinked Passenger Trips 54,363,946 71,851,901 77,857,337 | NTD S-10 MB
Farebox Revenue $27,198,541 $36,940,495 $39,113,086 | NTD F-10
Total Operating Costs $412,244,509 | $433,123,945 | $518,978,683 | NTD F-30 MB
Passenger Miles 109,579,631 144,667,638 168,811,279 | NTD S-10 MB
Vehicle Operations Costs $231,942,350 | $248,820,563 | $258,156,012 | NTD F-30 MB
Total Operator Time (Hours) 2,003,305 2,247,402 2,349,804 | Trapeze
Operator Scheduled Absences
(Hours) 287,234 278,503 282,802 | Trapeze
Operator Unscheduled Absences
(Hours) 123,529 119,379 106,136 | Trapeze
SFMTA Transtat

Trips On-Time (Headway Adherence) 81% 85% 87% | OTP
Complaints 3,524 3,222 4,052 PSR/Salesforce
Missed Trips 11% 5% 3% OrbCAD
Mechanic Pay Hours 421,898 457,757 472,078 Payroll
Total Maintenance Employee Time
(Hours) 707,927 757,263 902,574 | NTDR-10
Maint. Employee Sched. Absences
(Hours) 53,749 51,957 49,808 Payroll
Maint. Employee Unsched. Absences
(Hours) 26,553 23,393 22,392 Payroll
Vehicle Maintenance Costs $87,733,151 $95,214,845 | $101,508,241 | NTD F-30 MB
Non-Vehicle Maintenance Costs $16,843,597 $10,635,634 $25,908,731 NTD F-30 MB
Spare Vehicles (Total less Maximum
Service) 221 225 210 | NTD S-10 MB
Total Vehicles 570 579 574 | NTD S-10 MB
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Data Item

FY2022 FY2023 FY2024 Source
Revenue Vehicle Mechanical System
Failures - Total 3,257 3,817 3,887 | SFMTA Staff
Revenue Vehicle Mechanical System
Failures - Major 2,466 2,974 3,012 | SFMTA Staff
SFMTA Safety
Preventable Accidents 250 298 391 | Intellex Report
Casualty/Liability Costs $5,179,832 $11,220,157 $23,857,772 | NTD F-30 MB
SFMTA HR
Lost Hours - Industrial Accidents 51,443 56,227 44,416 | Workers Comp
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Functional Performance Inputs — Trolley Coach

Data Iltem FY2022 FY2023 FY2024 Source
Vehicle Service Miles 4,062,341 4,631,395 5,087,866 | NTD S-10 TB
Total Vehicle Miles 4,197,563 4,780,221 5,245,392 | NTD S-10 TB
Vehicle Service Hours 672,334 769,101 845,811 NTD S-10 TB
Total Vehicle Hours 690,406 789,274 866,889 | NTD S-10 TB
Unlinked Passenger Trips 29,389,681 37,694,490 46,447,945 | NTD S-10 TB
Farebox Revenue $14,703,797 $19,379,489 | $23,333,992 | NTD F-10
Total Operating Costs $182,086,368 | $198,854,397 | $235,245,673 | NTD F-30 TB
Passenger Miles 43,551,338 55,160,062 65,859,106 | NTD S-10 TB
Vehicle Operations Costs $98,605,784 | $109,299,012 | $117,363,115 | NTD F-30 TB
Total Operator Time (Hours) 847,531 951,995 1,080,712 | Trapeze
Operator Scheduled Absences (Hours) 125,327 119,737 121,774 | Trapeze
Operator Unscheduled Absences
(Hours) 57,021 53,113 53,833 | Trapeze
SFMTA Transtat

Trips On-Time (Headway Adherence) 87% 88% 89% | OTP
Complaints 2,445 2,283 2,754 PSR/Salesforce
Missed Trips 12% 4% 2% OrbCAD
Mechanic Pay Hours 155,576 168,314 157,510 Payroll
Total Maintenance Employee Time
(Hours) 335,815 359,399 329,182 | NTD R-10
Maint. Employee Sched. Absences
(Hours) 17,329 18,563 15,623 Payroll
Maint. Employee Unsched. Absences
(Hours) 9,795 6,725 6,170 Payroll
Vehicle Maintenance Costs $30,091,260 $35,136,558 $36,124,122 | NTD F-30 TB
Non-Vehicle Maintenance Costs $15,917,088 $14,788,750 $10,161,736 | NTD F-30 TB
Spare Vehicles (Total less Maximum
Service) 120 122 120 | NTD S-10 TB
Total Vehicles 278 278 278 | NTD S-10 TB
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Data Iltem FY2022 FY2023 FY2024 Source
Revenue Vehicle Mechanical System
Failures - Total 1,372 1,721 2,148 | SFMTA Staff
Revenue Vehicle Mechanical System
Failures - Major 1,032 1,286 1,655 | SFMTA Staff
SFMTA Safety
Preventable Accidents 125 128 208 | Intellex Report
Casualty/Liability Costs $1,716,410 $3,984,638 | $12,735,732 | NTD F-30 TB
SFMTA HR
Lost Hours - Industrial Accidents 11,177 13,846 15,123 | Workers Comp
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Functional Performance Inputs — Light Rail

Data Item FY2022 FY2023 FY2024 Source

Car Service Miles 4,520,794 5,080,285 5,229,312 | NTD S-10 LR/SR
Total Car Miles 4,525,669 5,085,041 5,234,037 | NTD S-10 LR/SR
Car Service Hours 559,779 612,704 634,659 | NTD S-10 LR/SR
Total Car Hours 561,906 614,807 636,919 | NTD S-10 LR/SR
Unlinked Passenger Trips 16,603,766 26,417,454 32,058,795 | NTD S-10 LR/SR
Farebox Revenue $8,306,945 $12,669,051 $16,105,334 | NTD F-10
Total Operating Costs $231,978,348 | $245,877,378 $269,808,184 | NTD F-30 LR/SR
Passenger Miles 33,673,044 60,892,644 71,131,060 NTD S-10 LR/SR
Vehicle Operations Costs $93,608,177 | $104,284,440 $109,827,880 | NTD F-30 LR/SR
Total Operator Time (Hours) 531,931 515,222 551,341 Trapeze
Operator Scheduled Absences
(Hours) 88,479 78,952 78,918 | Trapeze
Operator Unscheduled Absences
(Hours) 31,614 27,324 26,410 | Trapeze
Trips On-Time SFMTA Transtat
(Headway Adherence) (a) 87% 86% 89% | OTP
Complaints 858 848 887 PSR/Salesforce
Missed Trips 25% 29% 7% OrbCAD
Mechanic Pay Hours 371,213 408,387 419,204 Payroll
Total Maintenance Employee Time
(Hours) 758,951 810,181 796,843 | NTD R-10
Maint. Employee Sched. Absences
(Hours) 46,589 46,383 42,366 Payroll
Maint. Employee Unsched. Absences
(Hours) 21,338 29,717 22,555 Payroll
Vehicle Maintenance Costs $65,208,912 $70,160,370 $66,179,760 | NTD F-30 LR/SR
Non-Vehicle Maintenance Costs $32,203,023 $31,593,318 $24,378,874 | NTD F-30 LR/SR
Spare Cars (Total less Maximum
Service) 134 134 140 | NTD S-10 LR/SR
Total Cars 261 261 263 | NTD S-10 LR/SR
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Data Item FY2022 FY2023 FY2024 Source
Revenue Vehicle Mechanical System
Failures - Total 1,389 1,160 880 | NTD R-20
Revenue Vehicle Mechanical System
Failures - Major 1,167 880 673 | NTD R-20
SFMTA Safety
Preventable Accidents 38 31 21 | Intellex Report
Casualty/Liability Costs $1,910,115 $4,367,121 $10,464,310 | NTD F-30 LR/SR
SFMTA HR
Lost Hours - Industrial Accidents 6,874 10,225 9,130 | Workers Comp
(a) Excludes streetcar
Final Audit Report A-8 Triennial Performance Audit of SEMTA




Functional Performance Inputs — Cable Car

Data Iltem FY2022 FY2023 FY2024 Source
Car Service Miles 169,217 198,912 199,513 | NTD S-10 CC
Total Car Miles 169,217 198,912 199,513 | NTD S-10 CC
Car Service Hours 78,879 92,722 93,003 | NTD S-10 CC
Total Car Hours 78,879 92,722 93,003 | NTD S-10 CC
Unlinked Passenger Trips 2,154,157 2,926,495 3,925,803 | NTD S-10 CC
Farebox Revenue $10,801,075 | $18,813,552 $18,061,370 | NTD F-10
Total Operating Costs $74,193,395 | $74,057,382 $80,925,824 | NTD F-30 CC
Passenger Miles 2,802,765 3,879,736 4,875,106 | NTD S-10 CC
Vehicle Operations Costs $32,893,829 | $36,855,545 $38,454,772 | NTD F-30 CC
Total Operator Time (Hours) 266,829 292,789 300,580 | Trapeze
Operator Scheduled Absences
(Hours) 46,969 43,288 39,964 | Trapeze
Operator Unscheduled Absences
(Hours) 17,024 13,772 13,951 | Trapeze
SFMTA Transtat
Trips On-Time (a) (a) (a) | OTP
Complaints 203 148 188 PSR/Salesforce
Missed Trips (a) 40% 41% OrbCAD
Mechanic Pay Hours 82,134 112,851 108,594 Payroll
Total Maintenance Employee
Time (Hours) 225,818 240,608 229,901 | NTD R-10
Maint. Employee Sched.
Absences (Hours) 16,099 17,025 12,640 Payroll
Maint. Employee Unsched.
Absences (Hours) 6,872 22,100 21,049 Payroll
Vehicle Maintenance Costs $13,536,681 | $13,612,105 $12,853,591 | NTD F-30 CC
Non-Vehicle Maintenance Costs $10,190,862 | $11,501,458 $10,709,858 | NTD F-30 CC
Spare Cars (Total less Maximum
Service) 16 14 14 | NTD S-10 CC
Total Cars 40 40 40 | NTD S-10 CC
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Data Iltem FY2022 FY2023 FY2024 Source
Revenue Vehicle Mechanical
System Failures - Total 773 1,035 349 | NTD R-20
Revenue Vehicle Mechanical
System Failures - Major 202 284 324 | NTD R-20
SFMTA Safety
Preventable Accidents 1 4 3 | Intellex Report
Casualty/Liability Costs $71,497 $170,990 $399,243 | NTD F-30 CC
SFMTA HR
Lost Hours - Industrial Accidents 4,597 5,243 5,818 | Workers Comp
(a) Not available
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Functional Performance Inputs — Paratransit

Data Iltem FY2022 FY2023 FY2024 Source

Vehicle Service Miles 1,018,545 1,248,469 1,271,406 | NTD S-10 DR
Total Vehicle Miles 1,326,026 1,655,256 1,844,094 | NTD S-10 DR
Vehicle Service Hours 140,586 166,480 169,926 | NTD S-10 DR
Total Vehicle Hours 175,442 211,484 224,816 | NTD S-10 DR
Unlinked Passenger Trips 184,760 237,353 254,113 | NTD S-10 DR
Farebox Revenue $420,645 $541,998 $571,246 | NTD F-10
Total Operating Costs $20,774,720 | $22,581,490 $23,173,798 | NTD F-30 DR
Passenger Miles 1,144,958 1,376,402 1,469,112 | NTD S-10 DR
Vehicle Operations Costs $13,046,905 | $14,716,009 $14,924,226 | NTD F-30 DR
Trips On-Time (a) (a) (a) | SFMTA Staff

Para Yr-End Monthly
Total Trips 187,564 239,831 256,505 | Rpts

Para Yr-End Monthly
Complaints 165 172 159 | Rpts

Expanded Monthly Rpt
Missed Trips 116 345 1,776 | (XMR)
Total ADA Trips 184,760 237,353 254,113 NTD S-10 DR

Expanded Monthly Rpt
ADA Trip Denials 0 0 0 | (XMR)

Expanded Monthly Rpt
Trip Cancellations 48,301 45,880 49,106 | (XMR)

Expanded Monthly Rpt
Late Trip Cancellations 11,974 13,680 13,350 | (XMR)

Expanded Monthly Rpt
No Shows 10,178 11,975 10,111 | (XMR)
Vehicle Maintenance Costs $1,476,049 $1,763,075 $1,707,381 | NTD F-30 DR
Non-Vehicle Maintenance Costs $327,750 $337,871 $317,554 | NTD F-30 DR
Spare Vehicles 77 44 67 | NTD S-10DR
Total Vehicles 171 155 173 | NTD S-10 DR
Rev Veh Mech System Failures -
Total 33 27 33 | NTD R-20

Final Audit Report A-11 Triennial Performance Audit of SEFEMTA




Data Iltem FY2022 FY2023 FY2024 Source
Rev Veh Mech System Failures -
Major 18 13 16 | NTD R-20
Para Yr-End Monthly
FTA Reportable Accidents 6 3 2 | Rpts
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