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Public Transportation: How SF Rolls

Providing reliable Muni service has never been more essential to meeting the City's
economic, quality of life, environmental and equity goals.

Over the next two decades,
the population of San
Francisco is expected to swell
by an additional 26 percent.
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As the managers of San Francisco’s transportation system, we have an obligation to provide public transit service that is safe, reliable and equitable. Muni is part of the fabric of life in San Francisco and a critical public service for those who rely on us to help them get them where they need to go. When service suffers, as it did over the summer, it means that we need to work harder to ensure that we are living up to our promise. 

All you need to do is walk down the street to see that San Francisco is continuing to grow. Over the next two decades, the population city is projected to swell by an additional 26% and with it, the demands on our transportation system. In many respects, this summer was an important wake up call for Muni. Today we have an opportunity to build on what we have accomplished over the past few years and fast-track some of the improvements that will help us meet the city’s current and future needs.

That is what we have done over the  past 90 days and what we will always continue to do. 


Investments Driving Ridership

San Francisco has made historic investments in Muni in the past five years.
As a result, ridership has increased rapidly where we’'ve made Muni
Forward improvements. \While transit systems nationwide have lost

riders, Muni ridership has held steady.
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Over the past five years, the city has made historic investments in public transit, adding more service, beginning to replace the entire fleet of buses and light rail vehicles and putting more priority on the street to protect transit from congestion. And, in 2013, we introduced Free Muni for low and moderate youth, seniors and people with disabilities. 

Introduced new vehicles across the fleet and overhauled older vehicles
Increased service to record levels and created new connections
Rolled out the country’s most ambitious transit priority street network to reduce delays from traffic congestion by up to 20% on Rapid lines
Upgraded aging transit infrastructure, including the Twin Peaks Tunnel
Embraced new technology to manage service, including launching the fully integrated Transportation Management Center
Focused service improvements in Equity Strategy neighborhoods

As a result, last year, for the second year in a row, Muni achieved the highest customer service ratings since we started tracking this metric in 2001. 



Public Roots, Green Future

Muni was the first publicly-owned and operated transit
system in the United States. Now its fleet is greenest.
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1912: Muni established 2018: 100% of fleet uses zero-emissions or renewable energy
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Muni was the first public transit operator in the nation. Ten years ago, we had one of the oldest fleets in the country, but today, thanks to continued investment, we have the newest (and the greenest) fleet of ANY city in North America. 
In addition to our 100% clean-fuel fleet of light rail trains, streetcars, and trolley buses, we have been rolling out hybrid electric vehicles on our motor coach fleet.
SFMTA is leading the way on electric vehicles on multiple fronts. As we move toward electrifying the entire fleet by 2030, we have been taking other interim steps to reduce emissions. We are preparing to launch a “Green Zone” pilot that will allow electric hybrid buses to run with zero emissions in designated zones. This will be especially focused on Equity Strategy neighborhoods to reduce emissions.
Fun fact: Muni carries 26 percent of all trips in the city, but accounts for less than two percent of these emissions.


Our Commitment

The SFMTA Plan to Improve Muni sets out near-term and
longer-term goals to deliver excellent service

By November 30
* Meet 90-day
performance targets

In One to Three Years

* Consistently exceed
Prop. E goal (98.5%)
for service delivery

* Continued progress
towards Strategic Plan
targets for wait times,
reliability, safety
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In response to public frustration and concerns raised by Mayor Bree in August, we responded with the SFMTA Plan to Improve Muni, which aimed to resolve short-term service issues as well as outlined longer-term plans to keep Muni on the path to being the favored transportation choice for San Franciscans. 


90-Day Performance Targets

The SFMTA Plan to Improve Muni performance program lays out a concrete,
measurable set of targets and near-term actions to accelerate progress and deliver the
Muni system that San Francisco deserves

Increase service delivery by 5% (96% or above)

Reduce gaps on Rapid bus lines by 5% (12% or below)

Reduce gaps on Metro rail by 3% (20% or below)

Improve on-time performance on low frequency routes by 5%
(63% or above)

Reduce preventable collisions by 5% (68 per month or fewer)
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Increasing service delivery to 96 percent to reduce gaps in service across the Muni system
Reducing gaps on Rapid bus lines (5R, 9R, 14R 29R and 38R) by 5 percent and on Muni Metro rail by 3 percent to enhance service reliability
Improving on-time performance on bus routes with a frequency of 15 minutes or less (e.g., most Connector, Local, Express and Owl bus routes) by 5 percent
Continuing to prioritize safety as our top priority by further reducing preventable collisions system wide by 5 percent



Putting Service on the Street

To address an ongoing shortage of operators and meet the
90-day goal of delivering 96% of scheduled service (and
ultimately 100%), the SFMTA pursued a series of actions.

@ e e WY
Familiarized 275 operators Reduced number of Converted part-time
with new LRV4 vehicles operators on long-term leave operators to full time

Increasing operator hiring will continue to be a key need as service needs
and major construction projects strain the system in the coming year
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Highlights:
Converted part-time operators to full-time
Trained 275 operators to use the new Siemens LRV4 cars
Worked to ensure that the operators we have are available for work
The SFMTA is also partnering with OEWD on a pilot to create a pool of qualified Class B licensed drivers that will expedite the Muni operator hiring process


Enhancing Service Reliability

To reduce gaps and increase on-time performance, we
focused on targeted technology and staffing upgrades to
help avoid delays and respond faster.

Improved active
management of Rapid
network; common
incident playbook

Data-driven Replaced Church/
preventative Duboce switches,
maintenance root of major delays

Completed Geary
Rapid early
improvements

Fully realizing the potential of the Transportation Management Center will
require continued training on new tools and moving rail to the TMC
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Over a third of ETI 40-foot trolleys are now retired!
Completing the SFMTA’s state-of-the-art Transportation Management Center
Analyzing data to prevent vehicle breakdowns and repair vehicles faster
Replacing aging infrastructure, which is at the root of many service delays
Developing a playbook to respond to major service incidents rapidly
Completing near-term transit priority improvements on Geary



Getting You There Safely

Muni customers deserve to feel
safe, whether on Muni vehicles
or in stations or shelters, and

the SFMTA has worked to

enhance public safety through _ / M\\\
a variety of measures, | owcost station
including: enhancements

- Low-cost station
enhancements; and

- Launching a collision
reduction campaign

Collision-reduction campaign
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Centralizing video monitoring and installing a new real-time remote announcement system in subway systems that now allows SFMTA’s control center to speak directly to customers to reduce anti-social behaviors
Making targeted improvements to stations, including enhanced lighting and refreshed painting
Aggressive campaign to focus on the top causes of collisions



90-Day Performance Targets: Outcomes

Increase service delivery by 5% (96% or above)

Reduce gaps on Rapid bus lines by 5% (12% or below)

Reduce gaps on Metro rail by 3% (20% or below)

Improve on-time performance on low frequency routes by
5% (63% or above)

Reduce preventable collisions by 5% (68 per month or fewer)

*Final collision data is still pending, but is currently projected to meet the target. Data shown is October data
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Muni has an obligation to its customers to provide reliable transit service and will continue to strive to ensure it is meeting the needs of San Franciscans. We SHOULD be held accountable for our performance. 
However, how the reliability metrics should reflect how customers experience our service. Since we don’t publish schedules, our ability to achieve our published headways (or intervals between vehicles) as well as the accuracy of NextBus may be more relevant indicator for how customers experience or judge reliability.
While we will always strive to improve the customer experience, especially as it related to reliability, the reality is that no transit agency in the United States comes close to achieving 85 percent on-time performance. 
Portland, at 75 percent, is the highest performing system in the United States. Other cities with a comparable density to San Francisco, including Baltimore, New York, and Boston range between 44 and 45 percent, while Chicago and Los Angeles are performing at 62 and 64 percent, respectively. Traffic delays are a part of life in large cities, but there are steps we ARE taking we ensure that our buses and trains are evenly spaced and coming at consistent intervals.
The rail performance is driven in part by reaching 100% service delivery. 


Next Steps:

Continue breaking Strategic Plan goals into quarterly
“bite-size pieces” with concrete actions and interim goals

* The next 90-day cycle will begin in the
new year and will focus on our major
challenges: Breda reliability, subway
infrastructure, and operator hiring.

* Some ongoing actions will roll over
from the last 90 days, while others wiill
come from the SFMTA Plan to Improve
Muni’s medium-term and long-term
actions and staff input.

* Metrics will be expanded to include days without a major subway delay

* We anticipate that service delivery will continue to be a challenge with
upcoming construction projects, requiring persistent focus and planning
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We are continuing to track medium- and long-term goals from the SFMTA Plan to Improve Muni as well. These will roll into future 90-day plans.
We will also be evaluating areas that didn’t see as much improvement, such as on-time performance for less-frequent service, and evaluating specific actions to better move the needle this time. 
The next cycle’s actions will be developed with a strong bottom-up approach
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