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Executive Summary & Recommendation

The Annual Report includes a brief history of the LINKS shuttle and the West San Leandro
Shuttle Business Improvement District (BID), ridership statistics; current and planned
operations, the LINKS budget and the proposed BID assessment for 2023.

Organization

The West San Leandro Shuttle Business Improvement District was formed in 2000 to provide
management and funding for the LINKS Shuttle Program. In 2015, the BID was reauthorized for
a period of 15 years and the service area was expanded. In addition to the BID, LINKS is funded
by grants, advertising revenue and contribution from City of San Leandro.

The LINKS Shuttle service is administered by the San Leandro Transportation Management
Organization (SLTMO), a 501(C) 4 non-profit corporation.

Oversight of the BID is conducted by the West San Leandro Business Improvement District
Advisory Board (Advisory Board). The five to seven member Advisory Board includes two City
staff designees and three to five business representatives. The Advisory Board’s duties include
annual review of the LINKS performance for submission to the City Council and annual BID
rate recommendation.

LINKS Shuttle Service

The free shuttle provides critical first-last mile transportation from the San Leandro BART
station to the industrial area west of 1-880 and Marina Blvd. LINKS operates Monday — Friday
during peak commute hours (5:45 — 9:45 am and 3:00 — 7:00 pm). With 20 years of service to
the community, LINKS has provided over 3 million rides.

FY 2021-22 Activities

Over the last year, the SLTMO provided reliable transportation to LINKS riders during the
Covid-19 pandemic. Although operations and ridership were impacted, the service continued to
operate without reductions or changes to its normal schedule. While large transit providers like
AC Transit or BART serve more riders, LINKS ridership rebounded much more quickly during

2020 and 2021. LINKS provides approximately 500 rides per day.
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In 2021, the SLTMO identified a projected budget shortfall beginning in FY 2022-23 resulting
from funding decreases and cost increases. The Alameda County Transportation Commission
increased the matching requirement for shuttle operations to 75%, effectively reducing the grant
allocation by 50%. Additionally, the SLTMO projected increased transportation costs in FY
2022-23.

In response, the SLTMO contracted with a transit consulting firm to review the LINKS service
and develop service options that would maximize service levels while reducing service costs.

The consultant team recommended a Dual Interlaced Loop service using two buses with 30-
minute headways. This alternative provides the most service under projected funding levels,
reduces cost by approximately 50% with only a 10-minute decrease in frequency. Most
important, there is no change to stops, service area or operating hours.

The contract was successfully renegotiated with the LINKS transportation provider. The Dual
Loop service was implemented July 1, 2022 and has been operating successfully with little
impact to riders and few rider complaints.

FY 2022-23 Planned Activities

Following is a summary of planned activities for FY 2022-23:

Rider Safety — Continue to provide much needed transportation following current Covid-19
safety protocols.

Dual Interlaced Loop — Continue to monitor and modify the service as needed to meet rider
needs.

Outreach — Increase outreach to employers and employees to promote LINKS ridership now that
riders are coming back to public transportation.

Grants - Aggressively seek grant and other funding opportunities. The Board will continue to
work with the City of San Leandro and Alameda County Transportation Commission to secure
critical funding.

Revenue Diversification — Continue to diversify revenue sources by maintaining current contract
with Marina Square (advertising) and seek other revenue generating opportunities.

West San Leandro Business Improvement District (BID)

The enabling BID Ordinance requires that the Advisory Board annually review the performance
of LINKS service and recommended BID rate adjustment for submission to the City Council.
The Ordinance provides that the City Council may increase the annual assessment in an amount
not to exceed the increase of the Consumer Price Index (San Francisco, Oakland, San Jose), as
part of its review of the annual report.
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BID Advisory Board - Rate Recommendation

Increase the BID per employee assessment rate equal to the increase in the Consumer Price
Index (CPI) as provided for in Ordinance No. 2009-002. For 2023 the applicable CPI factor is
6.8 percent. This would result in the BID per employee rate increasing from $25.87 to $27.63.
Businesses with three or fewer owner/employees, landlords, and non-profits will continue to
be exempt from the BID assessment. The CPI adjustment will raise approximately $26,000.
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Annual Report

Background

In 2000, the City of San Leandro evaluated the feasibility of implementing a commuter shuttle
service connecting west San Leandro employment sites with the San Leandro BART station.
Based on the results of that study, the San Leandro Transportation Management Organization
(SLTMO) and a Business Improvement District (BID) were formed to provide management and
funding for the LINKS Shuttle program.

The SLTMO is a 501(C) 4 non-profit corporation governed by a Board of Directors that includes
representation from businesses included in the BID and the City of San Leandro. The SLTMO
administers the LINKS Shuttle program.

Oversight of the BID is conducted by the West San Leandro Shuttle Business Improvement
District Advisory Board (Advisory Board). The five to seven member Advisory Board includes
two City staff designees and three to five business representatives. The Advisory Board’s duties
include annual review of the LINKS performance for submission to the City Council. The
Ordinance authorizing the BID also provides that the City Council may increase the annual BID
assessment in an amount not to exceed the increase of the Consumer Price Index as part of its
review of the annual report.

LINKS Shuttle Service

The LINKS Shuttle provides free transportation from the San Leandro BART station to the
industrial area west of 1-880 and Marina Blvd., a major employment center of the City and the
region. LINKS operates Monday — Friday during peak commute hours (5:45 — 9:45 am and 3:00
— 7:00 pm). In July 2022, the service was modified to a Dual Interlaced Loop configuration
operating two buses, both of which travel on a North and South Loop. Historically, Links
provides 200,000 rides per year with an average of 700 rides per day. Like all public
transportation services, the number of rides dropped since Covid. Ridership is gradually
increasing and was over 500 rides per day by the end of FY 21-22.

LINKS provides critical “first and last mile” connection between transit and employers in West
San Leandro, serving major employers including Amazon, Walmart and Costco, as well as small
employers. There are over 800 businesses and almost 15,000 employees in the LINKS service
area. LINKS also provides transportation to commercial nodes including Marina Square
Shopping Center and community services such as Davis Street Family Resource Center which
serves 10,000 low-income people each year.

Participation in the LINKS BID service area helps businesses comply with the BAAQMD
Commuter Benefit requirements. In 2014, the Bay Area Air Quality Management District
(BAAQMD) implemented the Commuter Benefits Program that requires all employers with 50
or more full-time employees to provide commuter benefits to their employees. To comply with
the Program, employers must select one (or more) of four commuter benefit options and register
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with BAAQMD. Participation in the LINKS BID satisfies Option 3 (“Employer Provided
Transit™) under the requirements, allowing businesses to save time and money.

BID Renewal

In 2015, the Business Improvement District was re-authorized for 15-years. When the BID was
renewed, the service area was expanded providing more frequent service, shorter round-trip rides
and connections to businesses that previously could not access LINKS. BID fees are collected
through the City’s business license process.

Summary of Annual Activities

FY 2015-16 — The SLTMO focused on getting the expanded service up and running smoothly
and updating the LINKS branding with new signage, brochure and website. Bus benches and
new signs were installed.

FY 2016-17 — The SLTMO focused on stabilizing LINKS funding by applying for grants and
renewing service contracts with Kaiser Permanente and Marina Square Shopping Center.
LINKS received a five year Measure BB grant which helped to stabilize funding for the next
several years.

FY 2017-18 — The SLTMO focused on further enhancing the service through the installation of
Nextbus technology. Using a mobile app, Nextbus allows riders to find real time arrival
predictions for nearby stops instantly, find stops and vehicles on a map, get walking directions
and set alerts for favorite stops and times. Nextbus also provides useful administrative reports
including on-time performance and passenger count information. Google translate and
transportation resources were also added to the website further increasing accessibility to riders.

FY 2018-19 — The SLTMO continued its focus on improved performance and rider experience,
replacing the LINKS fleet with four new buses. The exterior bus branding was updated, signage
on the bus exterior was improved and information racks added to the bus interior. Each bus was
fitted with a drive cam which can record the interior and exterior of the bus in the event of an
incident.

FY 201920 - The SLTMO focused on continuing service reliability, securing grants and
responding to the Covid-19 pandemic. The SLTMO implemented a variety of safety protocols
allowing the shuttle to continue to operate on its normal schedule during the uncertainty of the
pandemic.

FY 2020-21 — The SLTMO continued to focus on providing reliable transportation to LINKS
riders during the Covid-19 pandemic. Although ridership dropped, LINKS ridership rebounded
much more quickly than larger transportation providers. As part of the reconfiguration of the
San Leandro BART Station, the LINKS shuttle stops were permanently moved to a convenient
location on San Leandro Blvd with access to cross walk and benches.

2021-22 Activities
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Over the last year, the SLTMO provided reliable transportation to LINKS riders during the
Covid-19 pandemic. Although operations and ridership were impacted by Covid-19, the service
continued to operate without reductions or changes to its normal schedule providing first and last
mile connections to facilitate transit use to access employment and commercial centers.

Average daily ridership dropped from 771 in February 2020 to a low of 200 in April. Since then,
ridership steadily increased with average daily ridership in June 2022 of 518 rides or 71% of pre-
Covid levels. LINKS ridership rebounded much more quickly during 2020 and 2021 than large
transit operators such as AC Transit and BART. LINKS ridership during Covid demonstrated
that the LINKS Shuttle provides essential transportation to San Leandro businesses, employees
and the community.

In 2021, AT&T discontinued 3G service impacting the Nextbus app used by LINKS riders. The
Nextbus app allows riders to monitor real time bus arrivals on a mobile device. The change
required an equipment upgrade to 4G. It was challenging to get the equipment during Covid, but
the system was updated with only a short disruption in service to riders.

The SLTMO identified a projected budget shortfall beginning in FY 2022-23 resulting from
funding decreases and cost increases. The Alameda County Transportation Commission
increased the matching requirement for shuttle operations to 75%, effectively reducing the grant
allocation by 50%. Additionally, the SLTMO projected increased transportation costs when the
transportation contract expired in FY 2022-23.

In response, the San Leandro Transportation Management Organization contracted with a transit
consulting firm to review the LINKS service and develop service options that would maximize
service levels while reducing service costs.

The consultant team recommended a Dual Interlaced Loop service reducing the number of buses
from four to two. The Dual Loop configuration maintains the existing North and South loops
with the central stop at BART where both routes meet. The configuration allows for a one-seat
ride for customers without having to transfer between routes. Headway time is saved by
reducing the dwell time between loops. With the Dual Loop services, buses run every 30
minutes rather than every 20 minutes. This alternative provides the most service under projected
funding levels, reduces operational costs by approximately 50% with only a 10-minute decrease
in shuttle frequency and allows for expansion in service if new funding is identified. There is no
change to shuttle stops, service area or operating hours.

The contract was successfully renegotiated with the LINKS transportation provider. The Dual
Loop service was implemented July 1, 2022 and has been operating successfully with little
impact to riders and few rider complaints.

LINKS Budget

Funding for LINKS comes from the BID, grants, the City of San Leandro and advertisingMarina
Square Shopping Center purchases advertising on the LINKS buses.

2022 Alameda CTC CIP Grant (Measure BB & TFCA) - $1.180.088
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The SLTMO recieved a 2022 Alameda CTC CIP grant for the period is FY 2021-22 through FY
2025-26 in the amount of $1,180,088. Although the full grant request was allocated, the
matching requirement for this grant cycle went from 50% to 75% reducing the allowable request
and significantly impacting the LINKS budget for the next five years.

2024 Alameda CTC CIP Grant (Measure BB & TFCA) - $331,000
The SLTMO applied for FY 2026-27 and 2027-28 CIP grant funds (Measure BB & TFCA) in
the amount of $331,000. The application is pending.

Business Improvement District Revenue
BID revenue declined significantly year over year in 2020 but 2021 & 2022 revenue has
increased back to pre-Covid levels of approximately $400,000.

Projected Budget Deficit
The SLTMO projected a budget deficit beginning in FY 2022-23 as a result of:

e New Alameda CTC matching requirements that limit the allowable grant request.
e Unpredictable drop in BID revenue.
e Projected transportation cost increases.

Budget Reduction — Service Modification

Implementation of the Dual Loop configuration provides the most service under projected
funding levels and reduces operational costs by approximately 50% with the goal of stabilizing
LINKS funding for the next five years.

2022-23 Planned Activities

Rider Safety — Continue to provide much needed transportation following current Covid-19
safety protocols.

Dual Interlaced Loop — Continue to monitor and modify the service as needed to meet rider
needs.

Qutreach — Increased outreach to employers and employees to promote LINKS ridership now
that riders are coming back to public transportation.

Grants - Aggressively seek grant and other funding opportunities. The Board will continue to
work with the City of San Leandro and Alameda County Transportation Commission to secure
critical funding.

Revenue Diversification — Continue to diversify revenue sources by maintaining current contract
with Marina Square (advertising) and seek other revenue generating opportunities.

Business Improvement District Authorization

The BID is a levied benefit assessment on businesses within the BID Area, the proceeds of
which shall be used for the public purpose benefit of the businesses in the BID, pursuant to the
Parking and Business Improvement Area Law of 1989 Section 36500 et seq. of Division 18 of
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the California Streets and Highways Code. All of the assessments imposed by the BID
Ordinance shall be reviewed by the City Council annually based upon the annual report prepared
by the advisory board appointed pursuant to Sections 36530 and 36533 of the California Streets
and Highways Code. Pursuant to Section 36533(c), the City Council may approve the report as
filed by the advisory board or may modify any particular contained in the report and approve it
as modified.

The ordinance defines the boundaries of the BID, the amount of the annual assessment, the
approved use of the assessment funds, and the effective period of the assessment. The Ordinance
requires that an Advisory Board annually review the performance of LINKS for submission to
the City Council. In addition, the Ordinance provides that the City Council may increase the
annual assessment in an amount not to exceed the increase of the Consumer Price Index (San
Francisco, Oakland, San Jose), as part of its review of the annual report.

Annual BID Rate Recommendation — 2022 Business Improvement District Assessment

In order to ensure that funding for LINKS stays current with operating costs, it is recommended
that the 2023 BID rate be adjusted by the applicable Consumer Price Index (CPI).

Per the approved Ordinance, the BID per employee rate may be increased annually by the
increase in the Consumer Price Index (CPI). For 2023 the applicable CPI factor is 6.8 percent.
This would result in the BID per employee rate increasing from $25.87 to $27.63. Businesses
with three or fewer owner/employees, landlords, and non-profits will continue to be exempt
from the BID assessment. The CPI adjustment will raise approximately $26,000.

EXHIBIT A - Ridership Statistics
EXHIBIT B—  LINKS Shuttle Map

EXHIBIT C— Budget
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