From: Elias Mathes <emathes@ashevillenc.gov>

Sent: 7/23/2018 11:54:46 AM
Adam Charnack <charnack@gmail.com>,Bruce Emory <emory22@charter.net>,Kim Roney <mskimroney@gmail.com>,Hearthfire <wnchomeless@gmail.com>,Edward Johnson <ejohnsonl869@gmail.com>,Gary Ray <gary.hubert.ray@gmail.com>, Thomas Lodwick <lodwick.t@gma

Subject: Update on Service Interruptions
Attachments: Transit Service Interruptions Memo 20180719 (1) .pdf

Transit Committee,

Just FYI, here is a memo on the service interruptions we have been experiencing that was sent to Council.A We discussed this at the Transit Committee meeting last week, but this memo
might be a better summary of the issues.A Please let me know if you have any questions.

Elias Mathes

Transit Planning Manager
City of Asheville
828-232-4522
EMathes@Ashevillenc.gov




THECITYOF

ASHEVILLE
MEMORANDUM TO: Scott Burnette, Interim Assistant City Manager
FROM: Elias Mathes, Transit Planning Manager
DATE: July 19, 2018
SUBJECT: Transit Service Interruptions

Over the past several weeks, ART has experienced service interruptions on a number of routes
due to mechanical issues. These interruptions have happened periodically in the past, but as
the age of the fleet has increased, and with the expansion of service in January 2018, the
situation has been exacerbated. This was a concern brought up by Staff during the budget work
session in March 2017, and why Staff did not recommend any expansion of service until new
buses were added to the fleet. This memo will provide some additional details on the current
situation and what immediate and long term actions Staff are taking to address the situation.

Fleet Status

ART has a total of 23 buses in the fleet. Peek fleet, or maximum number of buses in service at
any given time during the day, is 17. We have a total of six spare vehicles. Of those six, four
are "hard-down" for engine overhauls and other major repairs that can take weeks to complete.
At any given point in a day, there will generally be at least two vehicles out of service for routine
maintenance, so in reality there few, if any, spare vehicles at this time. This has put ART in a
situation where any type of relatively minor mechanical issue, like a broken mirror or check
engine light, is causing service to be interrupted.

Immediate Corrective Actions

ART Staff are doing everything they can to get buses back in service. They are attempting to
bring in additional staff on site, and the current staff are working overtime for the more minor
repairs. For major repairs like engine overhauls, buses are being sent to outside repair centers
that are specifically equipped for this type of work and can help expedite the process. Three of
the four vehicles that are down for major repairs are expected to be back in service by
September 1; the fourth vehicle does not have an expected return date at this time.

The management company is also looking into the option of leasing a smaller 12 passenger,
ADA-equipped shuttle that could provide some temporary relief until these major repairs are
completed and additional vehicles arrive. This 12 passenger shuttle could potentially provide
service on S2 which has low ridership and would likely not have major capacity issues with a
smaller vehicle. Additional information can be provided on this option as it becomes available.





Long Term Actions

It is important to understand that one of the primary issues that is causing the current situation is
the overall age of the fleet, and that a large number of vehicles are reaching their useful life at
the same time. Previous bus purchases were done infrequently with relatively large numbers of
buses purchased at the same time. As a result, over 30% of the fleet is at or near its useful life.

With the new replacement schedule, ART will be on a regular track of buying buses every year,
so the system will maintain a relatively even age of the fleet. This will reduce the frequency of
major overhauls happening on multiple buses at the same time. To give some perspective, the
current average age of the fleet is 8.35 years; in the future with regular bus purchases, that
average age will go down to 3.5 years.

Five buses ordered in FY18 are scheduled to enter service in January 2019. These will be a
huge relief and will increase the spare ratio considerably. The fleet replacement schedule has
the system on track to purchase an additional five buses per year for the foreseeable future.
These bus purchases are both for replacement vehicles and expansion vehicles to
accommodate new service. The 20% local match for all bus needs for the next five years has
been programmed into the CIP, and staff are actively pursuing any and all federal grant funds to
obtain the other 80%.

The long term fleet needs appear to be secure, but in the short term, ART Staff are doing what
they can to keep the current buses running. City Staff are working closely with the management
company to ensure that every option is being considered to address these issues. Staff are
working to mitigate the impact of these service interruptions by sharing the information with the
public as quickly as possible.

Please let me know if additional information is needed.





