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Chapter 3. Long Term Improvements

This chapter describes the Long Term Transit Improvements recommended by the City
Council. The longer term improvements require major capital purchases or significant
increases to operating costs. These longer term recommendations should be considered by
UCT during the next update to the Short Range Transit Plan.

The following is a prioritized list of the long term transit alternatives:

Real Time Information: With a real time information system, passengers waiting at stops are
informed about the actual time it will take for the next bus to arrive. This information can
also be made available via the internet, so that passengers can see how much time they have
before their bus arrives. Real time information has been shown to increase transit ridership
by about 5% in places where it has been implemented without other substantial service
improvements.

UCT can work with a vendor to install the transponders on buses, install digital signs at stops
and update the network with necessary hardware and software. Implementation is primarily
done through the vendor with very little work by UCT staff.

NextBus would cost about $100,000 to set up on the entire fleet and in seven shelters and
$2,400 a month for system operations. Shelter maintenance costs would likely increase at
shelters where NextBus is deployed to keep signs clean and free from vandalism. The cost
breakdown is displayed in the figure below.

Figure 3-1 NextBus Costs

Total Total
Service/ltem One-Time Cost Cost Service/ltem Cost Monthly Cost
GPS Hardware for $3,050 perbus | $45,750 | Monthly $110 per bus and $2,420
Bus* (15 buses) Administrative | sign (22 buses
Charge and signs)
Website $6,000 per route | $30,000
(5 routes)
Software $100 per bus $1,500
(15 buses)
Digital Bus Stop $3,300 per sign | $23,100
Sign* (7 signs)
Total $100,350 $2,420/month

*Includes installation
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Marketing Assistance Contract: The UCT staff does not have a marketing position and most
outreach is done only when time is available at other positions. Over the years UCT has
been operating without really focusing on marketing the bus service to the community.
New marketing strategies will need to be adopted to reach out to the community and to
build and maintain a positive reputation.

Without the necessary staff time to dedicate to marketing, UCT should consider hiring a
consultant to assist with marketing strategies and planning. A marketing consultant can cost
from about $20,000 to help establish a basic plan to about $60,000 to assist with
implementation and creating brochures, etc. A Request for Proposal should be released to
find a consultant with the necessary experience and approach.

Bus Stop Amenities: Union City Transit should develop criteria for adding amenities to stops
based on the volume of passengers that utilize the stop. Additional factors can also play an
important role in the process, such as proximity to senior housing and if the shelters (or
other amenities) are funded by other sources. Amenities can be added based on needs
shown through the bus stop database as recommended in the short term alternatives. UCT
should work with the Public Works Department to coordinate the implementation of new
amenities.

A typical high volume bus stop should include:

Bench

Shelter

=

Route Information

=

Trash Receptacle

=

Lighting

P

The estimated cost to outfit a bus stop in the UCT system is about $17,000. This total is
based on the following costs:

Figure 3-2 Total Bus Stop Enhancement Costs

Product Cost | Installation | Total
Sign and Post $200 $100 $300
Bench $1,000 $450 | $1,450
Shelter $10,000 $3,500 | $13,500
'\H/'C‘?l% :r”d Schedule $700 $300 | $1,000
Trash Can $300 N/A $300
Total $16,550
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Smaller Buses: Smaller buses will be able to carry the necessary passenger loads while
providing a better fit for services in the neighborhoods on Routes 3 and 4. Providing a user
friendly bus will encourage riders of all types and levels of physical ability.

UCT should put out a Request for Proposal for 30 foot low floor buses either with a diesel or
hybrid engines. A total of two buses would be required for Routes 3 and 4. The new 30
foot low floor buses cost approximately $450,000 per vehicle and could be funded largely
through federal funds, if they are purchased as bus replacements. Finding capital funds for
fleet expansion, rather than replacement is more difficult, and may not be realistic without
also expanding service.

Rider Appreciation Day: An annual rider appreciation day would be a single “free fare” day
on Union City Transit, combined with small giveaways of Union City gifts. The Rider
Appreciation Day would also give the City an opportunity to provide information about the
service and emphasize the positive elements of public transit and its value to the
community.

As with any special event, staff time is needed to organize, plan and implement the event.
Most importantly, the greatest cost will be the loss of farebox revenue for the free fare day.
Average daily farebox receipts for Union City Transit are currently about $1,400. Additional
costs could be approximately $25,000. The cost of the event could be paid for through a
combination of funding by business sponsors and UCT reserves.

Rider appreciation day events were not included in the short term program because they
have little long term impact on ridership; however, a rider appreciation event tied to another
public event such as the opening of the sports facility could be considered in the short term.

Bus Branding: Creating a new and unique identity or “brand” for UCT buses should
improve the transit system’s image. Bus branding should go beyond the logo and exterior of
the buses. The new design can also be displayed on the shelters, the bus stop signs, the
marketing materials and the website. Bus branding does not have to be implemented at one
time. The implementation process can take several years to paint or replace buses and
update shelters and decals.

The cost to re-paint a bus is about $8,000 per vehicle. For a fleet or about 15 buses, the
total would be $120,000. Bus stop signs could be updated during the scheduled
replacement process.

Union City Boulevard Route: Union City Boulevard is the only major arterial in Union City
without transit service. The planned route would also provide a direct link to the transit
generators in South Hayward such as medical centers and the BART station Service (see
Figure 3-3 below). UCT discontinued a similar service approximately three years ago due to
lack of ridership. However, new development, especially west of Union City Boulevard and
near Lido Faire may now make service feasible. In addition, the proposed route would
operate all day instead of the peak-only service of the previous Route 5. Prior to
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implementation, UCT would need to market the route to the public, update schedules and
maps, create a schedule and cut runs for the drivers.

The new Union City Boulevard service would add operating costs for two additional buses
on weekdays or a total of about $596,000 per year. The cost of adding new bus stops along
the route will be at least $90,000.

Westside Circulator: A mid-day only shuttle that circulates in the Westside neighborhood
should be introduced when operating resources are available. The route would provide
service to the Kaiser Hospital on Union City Boulevard, Union Landing, Four Corners
Shopping Centers, and the Pioneer neighborhood. The service could operate as a flex route,
providing limited fixed stops and a demand response door to door service in the flex zones.

As with any new service, UCT would need to time the route, identify bus stops and flex
zones, market the route to the public, update schedules and maps, create a schedule and cut
runs for the drivers. UCT should introduce the service at 60-minute headways with one bus
in service. The route should operate from 9:30 AM to 3:30PM Mondays through Fridays.

The new Westside Circulator service would add operating costs for one additional bus on
weekdays or a total of about $100,000 per year.
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