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CITY OF LODI

Amtrak’s San Joaquins Route provides rail service between Bakersfield, Sacramento, and
Oakland.

Greyhound offers direct bus service between Sacramento and Bakersfield from Lodi.

GrapelLine also offers a general public, door-to-door, Dial-A-Ride service. The service provides
coverage throughout Lodi, Acampo, and Woodbridge. Dial-A-Ride operates seven days a week
with varying service hours. Service with a reservation is available from 6:15 AM to 9:00 PM on
weekdays, 7:45 AM to 6:00 PM on Saturdays, and Sundays from 7:45 AM to 4:00 PM. Without a
reservation, service availability is more limited.

GrapelLine offers a cash fare, 10-ride pass, and monthly pass. The general Fixed-Route fare is
$1.00 and $0.50 for seniors and passengers with disabilities. Dial-A-Ride fares are $1.50 for
seniors and passengers with disabilities and $5.00 for the general public.
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Figure ES-1 Existing GrapeLine Fixed-Route Service
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GrapelLine Short Range Transit Plan Draft Report
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System Performance

Fixed-Route ridership has declined 44% since FY 2002/03. Staff attributes the decline to a fare
increase in 2005, tightening of the fare and transfer policies, and inaccurate passenger counting
in previous fiscal years. Staff reports that ridership is expected to increase in FY 2008/09. The
Fixed-Route farebox recovery ratio, or the proportion of Fixed-Route operating costs paid for by
passenger fares, has increased significantly (45%) since FY 2002/03 despite declining ridership.

The number of Fixed-Route passengers per revenue hour declined between FY 2002/03 and FY
2007/08 by 38% from 18.4 passengers per hour to 11.4. Operating cost per hour declined slightly
during the last six years due to operating costs decreasing faster than revenue hours. Despite
declining costs however, the operating cost per passenger increased to $4.88 in FY 2007/08 from
$3.17 in FY 2002/03 because of the large decrease in total ridership.

As we saw with Fixed-Route service, Dial-A-Ride ridership and operating cost decreased over the
last six years. Because Dial-A-Ride is more expensive per passenger to operate than Fixed-
Route service, a decline in Dial-A-Ride ridership is viewed positively. With declining costs, the
operating cost per revenue hour fell from $55.90 in FY 2002/03 to $47.86 in FY 2007/08. The
operating cost per passenger, however, has increased from $16.73 in FY 2002/03 to $20.93 in
FY 2007/08. Service efficiency has also suffered with Dial-A-Ride carrying only 2.3 passengers
per hour in FY 2007/08 compared to 3.3 passengers per hour in FY 2002/03. This suggests that
too many Dial-A-Ride vehicles may be in operation relative to the service demand level.

In order to more accurately gauge boarding patterns and on-time performance, the consulting
team performed a ridecheck on all GrapeLine Fixed-Routes, and on all San Joaquin RTD routes
that serve Lodi (just the portion of the routes within the city). Chapter 3 of the report presents
boarding counts by stop and by trip, and on-time performance data based on the results of the
ridecheck.

Fixed-Route Passenger Surveys

In conjunction with the ridecheck, Nelson\Nygaard conducted an on-board passenger survey. All
GrapelLine Fixed-Route passengers were offered surveys, as were RTD riders boarding or
alighting in Lodi. An on-board survey is the best way to obtain reliable information about current
riders and their travel choices. The passenger survey asked detailed questions about how each
passenger completes his or her trip and opinions on the existing services. The survey also
collected information on riders’ personal characteristics, such as age, income, and employment
status.

Overall, the survey revealed that passengers are pleased with GrapeLine services. A large
portion (84%) rated the service as “good” or “excellent”. Although most thought highly of the
service, improvements were requested including more weekend service and later evening
service.

Most passengers are using the service to travel between home, work, and shopping. A majority of
passengers (72%) responded that they walk to their bus stop and from their bus stop to their
destination. Almost 80% of respondents stated that they made less than $25,000 per year.

The survey of RTD passengers in Lodi revealed that 21% of respondents used RTD service
exclusively within the City of Lodi. This suggests that RTD offers a service in Lodi which
Grapeline does not. Everyone else surveyed on RTD was traveling between two cities. Of the
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trips with an origin or destination outside of Lodi, a majority (64%) were between Stockton and
Lodi. This connection is the focal point of all current RTD routes in Lodi. A smaller number of trips
were between Lodi and Thornton (12%) and Lodi and French Camp (3%).

Stakeholder Input
Public Outreach Meetings

In addition to the passenger survey, the consultant conducted interviews with community
stakeholders. City of Lodi staff identified stakeholders that could reflect the concerns of the
community at large. While these individuals were not expected to represent the concerns of all
residents, they were relied upon to describe the “pulse of the community.”

Stakeholders identified what they thought GrapeLine’s top priorities should be in the next five to
ten years. These included:

Expand Dial-A-Ride service to more rural areas

Offer longer service hours

Provide better service to major employers and new developments

Maintain on-demand Dial-A-Ride service and current passenger fare
In addition to the identified top priorities for the service, stakeholders mentioned that GrapeLine
should consider partnering with local wineries to offer a shuttle service connecting local wineries

and seek ways to improve advertising and market to visitors. Stakeholders were pleased with the
level and quality of the service.

Marketing Plan

The report includes a review of GrapeLine’s current marketing materials and outreach efforts.
Based on the results of that analysis, the following marketing strategies are recommended as part
of a program to increase awareness of GrapelLine and to make GrapeLine more user-friendly:

Signage enhancements

Information and advertising campaign
Improve the schedule brochure
Update the website

Employer outreach

Summer bus pass

Figure ES-2 provides detailed information on the cost, timing, and outcome of each strategy.

Page ES-5 Nelson\Nygaard Consulting Associates Inc.



GrapelLine Short Range Transit Plan
CITY OF LODI

Figure ES-2 Summary of Recommended Program

Draft Report

Strategy Outcome Cost Timing
Signage Vehicle and bus stop signs One time: Up to $10,000 for significant enhancements  (When service
Enhancements to signage recommendations are

implemented

Information and
Advertising Campaign

Print ads, press releases, public
speaking engagements, etc.

Ongoing: $1,000 to $2,000 for print ads; up to $5,000
for direct mail campaign

Immediate and ongoing

Improve the Schedule
Brochure

New color brochure with
information about transit
services

One time: Up to $10,000 for design, development,
printing and distribution; Ongoing: Up to $5,000 for
revisions and reprints

When service
recommendations are
implemented

Update the Website

Enhanced, accessible website

One time: $500 to $4,000 for small scale overhaul of
website

Immediate and ongoing

Employer Outreach

Meetings and program
coordination with employers

Ongoing: N/A

Immediate and ongoing

Summer Bus Pass

Summer student pass

Ongoing: Up to $1,000 per printing depending on
quantity

Immediate and ongoing

Goals, Objectives, Measures and Standards

Lodi’s General Plan is the primary document guiding city policies on land use and transportation,
including the role of public transit in meeting mobility needs. While the General Plan serves as the

City’s guide, GrapeLine should have its own internal set of goals, objectives, measures, and

standards to evaluate and monitor transit service, and prior to the creation of this plan GrapeLine

had not yet developed any.

The consulting team recommends that the system organize goals and objectives into two
categories: Service Design and Service Delivery. Recommended goals, objectives, measures,
and standards are presented in Figure ES-3.
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Draft Report

Goals

Objectives

Measurements

Standards

Service Design (continued)

FY 2006/07
Performance

FY 2007/08
Performance

FY 2008/09 Target

4. Provide transit
service coverage to
most residential and
commercial
developments in
Lodi

a. Number of residential
units and commercial
development within
3/4 miles of a transit
route

90% of residential and
commercial development within
3/4 miles of a transit route in the
city limits

Meets criteria

Meets criteria

Continue to
provide adequate
coverage
throughout the city

2. Develop and
implement a transit
system which seeks
to maximize
passenger
convenience

1. Maximize the
efficient and
effective use of the
available financial
resources

1. Move towards higher
frequency services
(headways <= 30
minutes) on high
ridership routes

1. Operate in a manner
which maximizes
performance

a. Number of routes with
30 minute service

Development of one or more
routes with 30 minute headways
by FY 2010/11

Minimum service frequency of 60
minutes

All routes currently
at 45 minute
frequencies

Continue at 45
minute frequencies

Service Delivery

Continue at 45
minute frequencies

a. Operating Combined: maximum of $10.83 | Combined: $7.67 Combined: $8.29 | Combined:
Cost/Passenger Fixed-Route: maximum of $5.00 | Fixed-Route: $4.53 | Fixed-Route: $4.88 | established by
Dial-A-Ride: maximum of $22.00 | Dial-A-Ride: $19.33 | Dial-A-Ride: SJCOG
$20.93 Fixed-Route: $4.50
Dial-A-Ride:
$20.50
b. Operating Fixed-Route: maximum of Fixed-Route: $54.53 | Fixed-Route: Fixed-Route:
Cost/Revenue Hour $60.00 Dial-A-Ride: $45.77 | $55.57 $55.00
Dial-A-Ride: maximum of $50.00 Dial-A-Ride: Dial-A-Ride:
$47.86 $46.00
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Goals

Objectives

Measurements

Standards

Service Delivery (continued)

FY 2006/07
Performance

FY 2007/08
Performance

FY 2008/09 Target

. Farebox Recovery Fixed-Route: minimum of 20% Fixed-Route: 23.8% | Fixed-Route: Fixed-Route: 20%
Ratio (including Measure K) (14.8% without 22.4% Dial-A-Ride: 10%
Dial-A-Ride; minimum of 10% Measure K) Dial-A-Ride: 7.5%
Dial-A-Ride: 8.2%
2. Consistently earn 1. Operate a reliable . Preventative 100% of PMs completed within Fixed-Route: 100% | Fixed-Route: Fixed-Route:

the highest praise and safe service maintenance program | 10% of scheduled mileage Dial-A-Ride: 100% 100% 100%
from our Dial-A-Ride: 100% | Dial-A-Ride: 100%
passengers

. # of roadcalls

Fixed-Route: Less than 1 per
15,000 revenue miles
Dial-A-Ride: Less than 1 per
15,000 revenue miles

Fixed-Route: N/A
Dial-A-Ride: N/A

Fixed-Route: N/A
Dial-A-Ride: N/A

Fixed-Route: <1
per 15,000 miles
Dial-A-Ride: <1 per
15,000 miles

. On-time performance

Fixed-Route: 95% of scheduled

Fixed-Route: 73%

Fixed-Route: N/A

Fixed-Route: 95%

denials

departures on-time or less than 5 | (ridecheck data) Dial-A-Ride: N/A Dial-A-Ride: 95%
minutes late Dial-A-Ride: N/A
Dial-A-Ride: 95% of pick-ups
within 45 minute window
. Dial-A-Ride service Zero ADA annual denials N/A N/A Zero ADA denials
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Draft Report

Goals

Objectives

Measurements

Standards

Service Delivery (continued)

FY 2006/07
Performance

FY 2007/08
Performance

FY 2008/09 Target

2. Maximize passenger

comfort

program

sign with basic route information.
Each stop will be physically
checked, cleaned, and any
damage removed at least
once/week.

. Passenger load Fixed-Route: maximum peak N/A N/A Maximum peak
factors load-125%, maximum off-peak load <125%
load-100% Maximum off-peak
load <100%
. Vehicle Cleanliness All buses will be swept daily. Al N/A N/A 100% of buses
Program buses will have their exterior swept daily,
washed once/week. Graffiti and cleaned weekly,
interior damage will be repaired and detailed in
and removed immediately. specified time
Buses will be detailed every period. Graffiti and
3,000 miles. damage removed
immediately.
. Driver pre-trip vehicle | No equipment shall leave the N/A N/A Vehicles leave
inspections yard with damaged seats, yard in good
windows, heating/ventilation, pull operating
cords, radios, or headsigns. condition.
. Bus stop maintenance | Every stop will have a readable N/A N/A All stops checked

weekly.
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FY 2006/07 FY 2007/08
Goals Objectives Measurements Standards Performance Performance FY 2008/09 Target

Service Delivery (continued)

3. Provide high quality | a. Customer Service All customer service calls will be N/A N/A 100% of calls
and readily available Program answered within three minutes. answered within
information and All complaints will be five minutes and
marketing services investigated within 72 hours. 100% of
complaints
investigated within
72 hours.
b. Maps, brochures, and | Regularly provide a user-friendly N/A N/A Create a new map
displays map and brochure for distribution and schedule
to the general public and public brochure that more
agencies. Create user friendly clearly presents
information displays at Lodi routes and
Station. information.
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Service Plan

Transit planning often centers on a tradeoff between two competing goals: Coverage and
Productivity.

The Social Service Objective and the Coverage Strategy

Some people believe that transit is a social service which, like other social service agencies goes
wherever people need it. Since there are isolated people with mobility needs scattered
everywhere, this belief tends to produce systems that scatter their service very thinly, providing a
little bit of service everywhere. Many agencies are designed solely on this principle, providing
Dial-A-Ride service that goes anywhere in the area or hourly one-way Fixed-Routes that cover
the city but involve circuitous rides. The downside is that if you try to provide service everywhere
then you probably cannot afford to run good service anywhere, and thus will never generate
significant levels of ridership. From this standpoint, which we call the Coverage-Based Strategy,
ridership is simply not transit’s highest goal. The highest goal is to get to people who are
“stranded”, wherever they may be.

The Ridership Objective and the Productivity Strategy

Some people believe that transit’s purpose is simply to move as many people as possible as
cost-effectively as possible. High ridership tends to translate into higher impacts of vehicle trip
reduction. It also brings in higher fares. The Productivity Strategy states “deploy service for the
maximum possible ridership.” This strategy does not spread service out equally, but concentrates
it where demand is greatest: high density corridors and centers where the automobile is at a
disadvantage.

Based on operational issues and feedback from staff and the community, consulting staff has
identified two service alternatives—coverage based and productivity based.

Coverage-Based Alternative

The coverage-based system focuses on maintaining the current level of service coverage
throughout the city. The proposed route structure streamlines the current routes, reduces route
redundancy, and extends service to Reynolds Ranch once the development is complete.

Two separate maps are presented for the coverage-based alternative—one for service within the
next one to two years and one for service in two or more years. Maps are illustrated in Figures
ES-4 and ES-5.

Route 1

Route 1 service will remain unchanged in Alternative 1. The schedule is updated to reflect
current operating times and improve on-time performance. Updated timetables for all routes are
located in Appendix C.

The new Westside Development is planned west of Lower Sacramento Road between Lodi
Avenue and Vine Street and is located adjacent to Route 1. A majority of the housing in the
development is planned to be low density housing. A small area is zoned as high density
development and is located next to the Raley’s Shopping Center where Route 1 currently
operates. The consulting team does not recommend extending Route 1 service to directly serve
the development.
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Figure ES-4 rapeLine Coverage-Based Alternative 1-2 Years
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