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EXECUTIVE SUMMARY 

BACKGROUND INFORMATION 

Fairfield and Suisun Transit (FAST) currently operates transit service in Fairfield and Suisun City, 

California. The agency started in 1975 and operates public fixed route, Americans with Disabilities 

Act (ADA) paratransit, and a reduced fare local taxi program. Services are offered Monday through 

Saturday as early as 6 am on weekdays and 9 am on Saturdays and as late as 8 pm on weekdays and 

5 pm on Saturdays. 

Like most transit agencies across the country and worldwide, the COVID-19 pandemic has been the 

primary focus of FAST administrative and operations staff since March 2020. Transit ridership 

nationwide plummeted during the early days of the pandemic and has only recently begun to slowly 

recover.  

MICROTRANSIT 

Amid the drastic adjustments and changes due to the COVID-19 pandemic, FAST recognized a need 

to proactively reimagine and adjust its services post-pandemic.   In December 2020, the Fairfield City 

Council directed staff to initiate its first Comprehensive Operational Analysis (COA) called FAST 

Forward to provide the City of Fairfield (City) with a ten-year road map identifying changes needed 

for FAST to be a high functioning and sustainable transit network post-pandemic.  The City of Suisun 

City (Suisun City) initially participated in this initiative, but its City Council has since decided to 

separately develop and implement other transportation options for its residents beginning 

January 1, 2023.   One of FAST Forward ӏK E9BGJrecommendations to its post-pandemic recovery was 

to continue fixed route on major corridors but also phase implementation of a new service model 

called microtransit that would better serve Fairfield residents.  FAST $GJO9J<ɃK recommendations 

were approved by the Fairfield City Council on September 6, 2022. 

Microtransit is a form of Demand Responsive Transit (DRT). These transit services offer flexible 

routing and/or flexible scheduling of vehicles, typically booked through a smartphone application. 

Microtransit providers build routes to match demand (trip) and supply (driven vehicle) and extend 

the efficiency and accessibility of the transit service. Possible pick up/drop off stops are restricted, 

usually within a geofenced area. Vehicle type can vary, but microtransit is often operated with a van 

or minibus. Conceptually, microtransit fits somewhere between private individual transportation 

(cars or taxicabs) and public mass transit (bus). Trips are typically subsidized by a city government 

or transit agency.  Microtransit improves access to mobility by offering high-quality service where 
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fixed-JGML= :MK=K ;9FӐL GH=J9L= =>>A;A=FLDQӅ :Q MH?J9<AF? <A9D-a-ride and paratransit services, or by 

providing critical first-mile/last-mile connections to fixed-route transit.  

When customers request a ride using a smartphone application or by calling a dispatcher, a vehicle 

is dynamically routed to pick up a rider near their location and take them to their destination, while 

picking up and dropping off other passengers along the way, balancing rider convenience and overall 

service efficiency. 

Microtransit services that are run through partnerships with transit authorities and municipal 

governments address the equity, accessibility, and environmental needs of the public more 

comprehensively than private ride pooling services operated by transportation network companies 

(TNCs) such as Uber or Lyft.  Microtransit is purpose-built for seamless sharing at scale and designed 

to provide the following benefits: 

ǒ More efficient sharing reduces congestion and CO2 emissions 

ǒ Accessible vehicles are available for people with mobility challenges 

ǒ Riders without smartphones can dial into a dispatch number or book online 

ǒ People without credit cards can pay with cash 

According to $ 12 $GJO9J<ɃK guiding principles, deploying microtransit would provide increased 

citywide transportation coverage as microtransit operates on-demand rather than on a fixed 

schedule. Microtransit would connect residents to more areas within Fairfield and would also 

increase connectivity with SolanoExpress and Amtrak. By adding a microtransit component, FAST 

would also address equity, access, real-world travel patterns, and traffic, while improving wait and 

travel times.   Microtransit would also allow increased flexibility for Americans with Disabilities Act 

(ADA) riders by offering more frequent and direct service at a lower cost as microtransit would utilize 

existing smaller paratransit vehicles and carry more passengers per hour than a traditional 

paratransit service.   

The Metropolitan Transportation Commission (MTC) has been emphasizing increased county and 

regional connectivity and coordination post-pandemic.   Suisun City choosing to discontinue 

coordination with FAST limits the intercity connectivity and coordination that existed for more than 

thirty years between the two cities. This will have the added adverse impact of reducing ease of travel 

between the two cities for both Fairfield and Suisun City residents. FAST will look for other intracity 

and intercity partnering opportunities to demonstrate to MTC that Solano County services are 

becoming more and not less integrated.    
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LOOKING AHEAD 

To better plan for an uncertain future, the Metropolitan Transportation Commission (MTC), asked its 

transportation agencies to complete a five-year Short Range Transit Plan (SRTP) covering FY 2023-

FY 2028.  As part of completing the SRTP, MTC asked agencies to considered how the following three 

potential scenarios would impact their services over the next five years: 

1. Robust Recovery ӛ full recovery of revenue and ridership with modest annual increases. 

2. Revenue Recovery with Fewer Trips ӛ full recovery of operations assistance revenue, but a 

sluggish ridership recovery. 

3. Some Progress ӛ slightly decreased operations assistance revenue with slow ridership 

recovery. 

FAST believes Scenario 2 is the most likely outcome for this small operator to experience during this 

Short Range Transit Plan (SRTP) period.  Scenario 2 would result in FAST receiving reduced farebox 

revenue while ridership slowly recovers, but it would precipitate $ 12ӐK return to pre-pandemic 

operational levels.  

The MTC forecasts provided for the purposes of evaluating this scenario would allow FAST to provide 

reconfigured and focused fixed route and ADA paratransit services, while also dedicating fixed route 

revenue savings to implementing a microtransit program. Microtransit would initially be piloted in 

two areas of Fairfield in early 2023.  In the second phase, the program would be expanded citywide 

to areas where there is currently no fixed route transit. 

As proposed, this scenario would include significant changes to the existing fixed route system. Plans 

for Phase I starting in early 2023 would see microtransit rolled out to the two pilot areas located in 

Cordelia/Green Valley and Southeast Fairfield/Travis Air Force Base. Simultaneously, Routes 2, 4, and 

8 would cease operating as local routes to provide the necessary funding for the microtransit pilot. 

This change is projected to reduce travel time and improve quality of service for riders. 

Phase II would see the realignment of Routes 1 and 3 to offer improved connectivity for riders. Routes 

6 and 7 would also be condensed into a realigned and improved Route 6. The microtransit program 

would be expanded to provide citywide coverage and allow connections to the new local route 

system at well-used transfer points. 
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As currently proposed, the system would add approximately 1,470 revenue hours per year on 

average.  However, ridership is projected to increase 20% over the same period, resulting in a service 

productivity increase of an average of 3% per year during the five-year SRTP period. These increases 

are expected due to the improved service quality that riders would experience through reduced wait 

times and more direct trips. 

While the success of these initiatives will need to be evaluated over the next several years, these 

changes will likely be revolutionary to FAST and local residents.   This reimagined service model will  

provide important data that will hopefully assist other similar size transit agencies nationwide 

reinvent and right size their services. 
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PRE-PANDEMIC STATE OF SERVICE 

SERVICE LEVELS 

In FY 2019, Figure 1 shows FAST operated 185 weekday and 77 Saturday local revenue hours.   FAST 

operated 134 SolanoExpress weekday revenue hours and 31 Saturday revenue hours.  Service miles 

were significantly higher on SolanoExpress (see Figure 2). 
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Figure 1 - Pre-Pandemic Fixed-Route Service Hours 

Figure 2 - Pre-Pandemic Fixed-Route Service Miles 
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SERVICE EFFICIENCY AND EFFECTIVENESS 

The measures in this section reviewed L@= F=LOGJCӐK HJG<M;LANALQӅ ;GKLefficiency, and subsidies 

(farebox recovery ratio, revenue per revenue hour, cost per unlinked passenger, and subsidy per 

passenger) required during FY 2019 and FY 2020. Network data was used for productivity while route 

level data was used for productivity, farebox recovery ratio, cost per unlinked passenger, and subsidy 

per passenger.   

Productivity measures how many passengers on average use the service each revenue hour.  The 

goal is to have higher productivity numbers as it correlates with greater use of the services.   As Figure 

3 below reflects, local weekday service had the highest fixed route use pre-pandemic. 

Figure 3 - Pre-Pandemic Fixed-Route Productivity 

 

At the weekday route level, Figure 4 highlights the Green Express (commuter) and Route 1 (local) 

were the most productive routes in the FAST network. Route 4 (local) and the Blue Line (commuter) 

were the least productive. 
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Figure 4 - Pre-Pandemic Fixed-Route Weekday Productivity by Route 



 

 
PRE-PANDEMIC STATE OF SERVICE PAGE 11 

On Saturday, Figure 5 reflects Routes 1, 2, and 3 were the most productive routes in the FAST 

network. Routes 4, 8, and the Blue Line (commuter) were the least productive. Similar to weekdays, 

Route 8 increased its passenger productivity from FY 2019 to FY 2020. The Green Express did not 

operate on Saturday.  

Figure 5 Ɏ Pre-Pandemic Fixed-Route Saturday Productivity 

 

Farebox Recovery Ratio (FBR) measures how much of $ 12ӐK operating costs are paid from passenger 

fares. A higher ratio means the service is less reliant on subsidies to operate.  Figure 6 demonstrated 

the Green Express had the highest farebox recovery ratio in the fixed-route system, partly due to its 

higher $5.75 per trip fare. Route 1 had the second highest overall ridership and the highest local FBR.  

Figure 6 Ɏ Pre-Pandemic Farebox Recovery Ratio 

 

Revenue per revenue hour measures the amount of fare revenue FAST collects for every revenue hour 

of service.  As shown in Figure 7, the Green Express, with a $5.75 fare and higher average productivity 

had the highest revenue per revenue hour.  Route 1 generated the highest revenue for local routes.  
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Figure 7 Ɏ Pre-Pandemic Revenue Per Revenue Hour 

 

Revenue per revenue mile measures the amount of fare revenue FAST collects for every revenue mile 

of service (see Figure 8). The Green Express, with its higher average fare and higher ridership, had 

the highest revenue per revenue mile. Route 1 had the second highest revenue per revenue mile 

overall and the highest for the local routes.  

Figure 8 - Pre-Pandemic Revenue Per Revenue Mile 
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!GKL H=J J=N=FM= @GMJ E=9KMJ=K L@= ;GKL G> GH=J9LAF? =9;@ J=N=FM= @GMJ GF $ 12ӐK K=JNA;=Kӄ Figure 

9 shows SolanoExpress had the highest cost per revenue hour, while Route 7 had the highest local 

cost per revenue hour.  

Figure 9 - Pre-Pandemic Cost Per Revenue Hour 

 

Subsidy per passenger measures how much additional subsidy is required for what is not covered by 

passenger fares. The goal is to have a lower subsidy as it signifies a self-sustaining route. Figure 10 

reflects the Green Express had the lowest subsidy among all routes. Route 1 had the lowest subsidy 

per passenger for local routes. Route 4 has the highest overall subsidy per passenger.  

Figure 10 - Pre-Pandemic Subsidy per Passenger 

 

$
1
1
2
.9

5

$
1
1
4
.8

4

$
1
1
2
.5

4

$
1
1
6
.5

7

$
1
1
3
.0

0

$
1
1
2
.9

5

$
1
1
7
.1

7

$
1
1
5
.6

0

$
1
2
6
.5

7

$
1
3
0
.2

0

$
1
3
3
.1

2

$
1
3
4
.7

5

$
1
3
2
.7

4

$
1
3
6
.2

7

$
1
3
3
.0

1

$
1
3
3
.1

6

$
1
3
6
.1

8

$
1
3
5
.8

5

$
1
4
5
.6

4

$
1
4
8
.5

5

R O U T E  1 R O U T E  2 R O U T E  3 R O U T E  4 R O U T E  5 R O U T E  6 R O U T E  7 R O U T E  8 B L U E  
L I N E

G R E E N  
E X P R E S S

FY 2019 FY 2020

$
5
.5

5
 $

1
0
.2

2
 

$
8
.0

6
 

$
2
1
.7

4
 

$
1
1
.6

1
 

$
1
2
.6

2
 

$
1
0
.8

6
 $
1
5
.6

4
 

$
1
7
.9

2
 

$
2
.3

7
 $

6
.9

4
 

$
1
3
.3

1
 

$
1
0
.5

6
 

$
2
6
.8

4
 

$
1
2
.2

4
 

$
1
5
.9

0
 

$
1
2
.4

3
 

$
1
4
.1

5
 

$
2
2
.5

0
 

$
4
.5

9
 

R O U T E  1 R O U T E  2 R O U T E  3 R O U T E  4 R O U T E  5 R O U T E  6 R O U T E  7 R O U T E  8 B L U E  
L I N E

G R E E N  
E X P R E S S

FY 2019 FY2020



 

 
PRE-PANDEMIC STATE OF SERVICE PAGE 14 

RIDERSHIP 

2@AK K=;LAGF ;GN=JK JA<=JK@AHӅ O@A;@ E=9KMJ=K L@= LGL9D FME:=J G> LJAHK L9C=F :Q ;MKLGE=JK GF $ 12ӐK

network. Figure 11 shows total local ridership exceeded total commuter ridership both on weekdays 

and on Saturday. 

Figure 11 - Pre-Pandemic Fixed-Route Daily Ridership 

 

Before FY 2021, Figure 12 demonstrates the highest weekday ridership by route were the Green 

Express and Blue Line with Route 1 having the highest local ridership. 
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Figure 12 -Pre-Pandemic Fixed-Route Weekday Ridership by Route 
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On Saturday, Figure 13 shows Route 1 consistently had the highest ridership, followed by the Blue 

Line and Routes 3 and 6. These four routes totaled GN=J ғҎổ G> L@= F=LOGJCӐK 19LMJ<9Q JA<=JK@AHӄ

Routes 4 and 8 had the lowest system ridership. The Green Express does not operate on Saturday.  

Figure 13 - Pre-Pandemic Fixed-Route Saturday Ridership by Route 

 

SERVICE QUALITY 

The measures in this section review the service quality from the ;MKLGE=JӐKperspective.  The specific 

indicators measured are travel time, on-time performance, and load factor.  These three indicators 

E=9KMJ= 9 ;MKLGE=JӐK =PH=JA=F;= 9F< OADDAF?F=KK LG J=LMJF LG MKAF? L@= K=JNA;=ӄ !MKLGE=JK O@G @9N= 

had a better experience would be more likely to trust the FAST brand when new services are 

developed and implemented. 

Because on-time performance per route was being measured during a depressed ridership period, 

and Fairfield and Suisun City were recovering from a pandemic, the Figure 14 data collected in 

winter and spring 2021 for FAST Forward did not necessarily reflect real-world performance.  Despite 

this caveatӅ $ 12ӐK >AP=< JGML=Kin 2021 operated mostly on time with no observed early departures 

when looking at scheduled route travel time to actual route travel time.  For example, Route 1, had 

a scheduled travel time of 26.5 minutes.  The actual travel time observed was 25.9 minutes indicating 

an on-time performance of 97% (25.9/26.5). 
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Figure 14 - On-time Performance by Route 

 

Figure 15 outlines the average time riders spent traveling on local routes.  CMKLGE=JK MKAF? $ 12ӐK

local services traveled 3.32 miles per trip and spent an average of 12 minutes on the bus. 

Table 1 demonstrates 50% of all Fairfield trips in 2019 occurred between the hours of 10 am and 8 

pm.  The large number of midday trips supported FairfieldӐK H=J;=HLAGF as a hub in addition to being 

a spoke to the Bay Area and Sacramento. 78% of all trips originated or traveled to central Fairfield. 

Table 1 - 2019 Travel Patterns by Time Period 

Time Period Trips per Hour Average Trip Distance Average Travel Time 

Early AM 4,265 3.9 9.0 

AM Peak 4,606 4.0 9.1 

Midday 6,376 4.2 9.5 

PM Peak 10,852 4.1 9.3 

Late Night 9,026 3.9 9.2 
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Figure 16 - 2019 Travel Patterns 

Figure 16 shows overall travel 

demand in 2019 took place in the 

central part of Fairfield.  New 

developments in Green Valley and 

Cordelia) also saw travel demand 

growth.   

 

Figure 17 Ɏ 2019 Trip Distribution 

 

 Figure 17 shows 78% of all travel 

in 2019 occurred within central 
Fairfield.  Trips within this area 

were shorter than the remaining 

22% travel demand indicating that 
transit would continue being 

viable post-pandemic. 
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Figure 18 - Pre-Pandemic Hourly Trip Distribution 

 

As Figure 18 shows, pre-pandemic trips started later in the day.  Early evening trips peaked at 8 pm 

and then gradually dropped off at the end of the day.  This pre-pandemic information provided 

insight and a baseline to evaluate how travel patterns have changed as a result of the COVID-19 

pandemic. 
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CURRENT STATE OF SERVICE 

During FY 2020 service was suspended on several routes throughout the network, resulting in fewer 

revenue hours operated for both local and SolanoExpress routes.  In FY 2021 (starting July 6, 2020), 

FAST partially restored service levels on both local and SolanoExpress commuter routes.    Other 

changes in service occurred in August 2021 and in 2022 when FAST transitioned operation of two 

commuter routes to SolTrans.   SolTrans began operating the Green Express in April 2022 and the 

Blue Line in August 2022.  

Figure 19 reflects that during the pandemic FAST reduced its fixed-route service hours by 26%. Local 

routes in FY 2021 had 19% fewer weekday revenue hours and 21% fewer Saturday revenue hours 

than FY 2019. SolanoExpress routes in FY 2021 had 43% fewer weekday revenue hours and 33% less 

Saturday revenue hours than in FY 2019.   

Although service hours were partially restored in July 2020, Solano Express ridership has not 

significantly rebounded due to residents still avoiding non-essential transit interactions and travel.  

Many residents have also continued to work at home or chosen to drive if they have returned to work.    

As described and visually reflected in Figures 11 and 12, the COVID-19 pandemic has had significant 

AEH9;L GF $ 12ӐKlocal ridership. On local routes, FAST service was temporarily suspended on Routes 

2, 4, 5, and 8 between March and June 2020 due to depressed ridership.   1AF;= L@= H9F<=EA;ӐK GFK=LӅ

Route 1 has continued having the highest overall ridership with Routes 4 and 8 consistently having 

the lowest ridership. 

Figure 19 - Current Revenue Hours by Day 
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Figure 20 shows SolanoExpress ridership was even more significantly impacted by the COVID-19 

pandemic than local routes.  Even though the Blue Line operated more service hours, the Green 

Express continued having the highest overall ridership during the pandemic 

FAST provided free fares on local and DART service beginning March 25, 2020.  Free fares were 

initiated on April 1, 2020, for the Reduced Local Taxi Program.  Fares were not reinstated until June 1, 

2021. 

SolanoExpress provided free fares until June 15, 2020, and then resumed regular fare collection. 

Figure 20 - Fixed-Route Ridership 

 

As shown in Figure 21, the Green Express, Blue Line, and Route 1 totaled GN=J ғҎổ G> L@= F=LOGJCӐK

weekday ridership. The APC data collected in Winter 2021 reflected a consistent rebound in ridership 

as more riders returned to the system. 
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Figure 21 Ɏ Ridership by Route 
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CURRENT POPULATION TRAVEL PATTERNS 

Current travel patterns reflect changes that started taking hold during the pandemic.  With a higher 

work from home population, it is expected that the peak seen in 2019 will shift. As shown in Figure 

22, travel patterns are now more intense all day.   $ 12ӐK 102. observed 31% more regional trips 

were taken in 2022 versus 2019. 

 

Figure 22 - Current Travel Distribution by Hour 

 

When comparing 2019 to 2022, Figure 22 demonstrates trips start earlier in the day than prior to the 

pandemic.  There are also more late-night trips, however, this could be a result of abnormal data for 

the period. 

Figure 23 Ɏ Pre and Post Pandemic Travel Demand by Hour Compared 

 

Figure 23 reflects the number of trips per hour by day (ҎҎҎӐKӧӄ 'F ҐҎҐҐӅalmost double the trips (11,500 

total versus 5,200) were taken in the early hours (between 6 am and 10 am).  
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Figure 24 - 2022 Travel Patterns 

 

As shown above in Figure 24, 62% of trips taken occurred within central Fairfield with an additional 

19% of trips taken in the Cordelia/Green Valley area.  Most trips from Cordelia/Green Valley went to 

central Fairfield. 

TRAVEL DEMAND BY TIME OF DAY 

To understand and identify transit gaps, the City compared transit service trips to travel demand (see 

results in Table 2 on the next page).  Transit trips are considered those that start or end within ¼ mile 

of an existing transit route.  In addition, average distance and travel time was compared between 

transit and non-transit trips.  Currently, FAST does not operate late evening service or owl service, 

which is overnight service running midnight to 5 am.   
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Table 2 - Travel Demand by Time Period Compared 

 % Of 
Trips 

Average 
Distance 

Average 
Time 

Transit 
Potential 

Transit 
Share 

Transit 
Distance 

Transit 
Duration 

AM Peak 
6am-10am 

27% 4.4 10.03 66,726 23% 3.51 17.55 

Midday 
10am-4pm 

23% 4.4 9.98 98,971 40% 3.58 17.91 

PM Peak 
4pm-8pm 

27% 4.55 10.27 75,970 26% 3.66 18.3 

Evening 
8pm-12am 

12% 4.24 9.85 N/A N/A N/A N/A 

Owl 
12am-6am 

10% 4.17 9.75 N/A N/A N/A N/A 

Table 2 shows travel demand was even across the main time periods (AM Peak/Midday/PM Peak), 

with a slight reduction in midday travel.  On average, each trip taken by car within Fairfield was 

approximately 4.4 miles long and took 10 minutes.  Only 30% of all travel demand could be met by 

existing FAST service.  Again, this is measured by trips that start and end within ¼ mile of existing 

transit.  The trips that can be taken on transit were approximately 19% shorter and took almost 

double the time.  These indicators highlight that Fairfield residents have geographic and time 

constraints that need to be better addressed by FAST. 

 

 

 

 

 

 

Travel patterns between time periods did not change dramatically.   However, travel patterns did 

intensify in central Fairfield as the day approached the PM peak period. 

AM Peak Travel Demand Midday Travel Demand PM Peak Travel Demand 
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The figures above show FAST service was concentrated within central Fairfield and was where most 

trips start or end.  Only 23% of all current trips taken in the City could be completed using FAST 

service.  This was not an indication FAST was providing inadequate service, it was more an indication 

the population and employment centers in the Fairfield have grown and changed, and FAST through 

its Comprehensive Operational Analysis process needed to make changes to reflect these factors. 
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SCENARIO PLANNING CONCEPTS 

To comply with MTC SRTP guidelines, three scenarios were analyzed to determine how FAST service 

would be impacted by various reductions in funding.  A full cost allocation model was created to 

comprehensively complete this task. 

COST ALLOCATION MODELING 

The first evaluation step was to develop a cost allocation model to properly forecast local service 

costs, revenues, and ridership.  $ 12ӐK cost allocation model categorized annual operating expenses 

as either fixed or variable.  Fixed costs represented expenses the City of Fairfield would incur 

regardless of the level of service operated. Conversely, variable costs ebb and flow based on service 

levels.  Variable costs were categorized as either per hour costs or per mile costs.  Evaluating both 

sets of costs would be an important consideration when evaluating scenarios and developing local 

service recommendations. 

FIXED COSTS 

The following expense categories listed in Table 3 are considered fixed costs: 

Table 3 - Fixed Expenses 

Expense Category 

SALARIES/WAGES - ADMINISTRATION 

FRINGE BENEFITS 

SERVICES/MAINT - OPERATIONS 

ACCOUNTING 

LEGAL 

PRINTING/COPYING 

MISC SERVICES - ADMIN - Other 

OFFICE SUPPLIES 

UTILITIES  

DUES/SUBSCRIPTIONS 

TRAVEL/MEETINGS 

ADVERTISING/PROMOTION 

MISC EXPENSE 

 

In FY 2022-23, fixed expenses are estimated to account for approximately $871,767 or approximately 

11% G> L@= !ALQӐK 9FFM9D LJ9FKAL GH=J9LAF? :M<?=Lӄ 
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VARIABLE COSTS 

The great majority G> $ 12ӐK operating expenses are variable.  As stated previously and reflected 

below in Table 4, variable costs are broken into a per hour cost and a per mile cost.  The operating 

contract represents per hour expenses. Examples of per mile expenses include insurance, fuel, and 

tires/tubes. 

Table 4 - Variable Expenses 

Expense Variable Per Hour Variable Per Mile 

FUEL/LUBRICANTS  X 

TIRES/TUBES  X 

MATERIALS/SUPPLIES OPERATIONS COVID-19 MATERIALS  X 

MATERIALS/SUPPLIES OPERATIONS - ...  X 

MATERIALS/SUPPLIES OPERATIONS  X 

CONTRACT SERVICES X  

INSURANCE  X 

 

For FY 2022-23, the City is estimating variable per hour expenses totaling $5.1 million dollars and 

$787,000 in variable per mile expenses. 

SCENARIO PLANNING 

As part of this five-year SRTP, the City considered the following three financial scenarios for local 

transit services.   

¶ Scenario 1 ӛ Robust Recovery: There is adequate funding to return overall revenue to 100% 

of pre-pandemic levels, with escalation. This would not assume proportionate recovery 

across all revenue sources. 

¶ Scenario 2 ӛ Revenue Recovery with Fewer Riders: Federal relief funds are eventually 

exhausted, although other funds recover to pre-pandemic levels. However, farebox revenue 

remains stagnant (20-50% below pre-pandemic levels, depending on current status) for the 

next five years.  

¶ Scenario 3 ӛ Some Progress: Federal relief funds are eventually exhausted and total revenue 

available to the agency is 15% below pre-pandemic levels for the next five years. 
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The cost allocation model outlined in Tables 3 and 4 evaluated $ 12ӐK ;MJJ=FL ;AJ;MEKL9F;=K 9F<

was able to reasonably estimate =9;@ K;=F9JAGӐK impact on future ridership. The model also allowed 

for consideration of important questions such as:  

V If revenue levels dropped, what would be the resulting hours of service?    

V How much would ridership drop due to reduced service hours?   

Besides addressing critical questions, the 

model considered the following additional 

sub-scenarios based on non-transit market 

factors that could influence L@= !ALQӐK 

decision making over the next decade.   

¶ Service Increases and Decreases 

¶ Fare Changes 

¶ Population Changes 

¶ Employment Changes 

¶ Gas Price Increase or Decrease 

¶ Work From Home Changes 

¶ Quality of Service Improvements 

¶ Income Changes 

Each of the sub-scenarios are also known 

variables that impact transit ridership. 

ASSUMPTIONS 

For each scenario planning assumptions considered in Figure 25, the City built three market level 

conditions into its projections to consider as major drivers for reduced and/or lost transit ridership: 

1. The increased number of employees work ing from home. As the City will not operate 

commuter service beyond August 2022, this service driver will  not have as significant of an 

impact as it would to a system that only operated commuter service. 

2. Increased gas prices do impact the choice to use transit.  Gas prices in 2022 are between 30-

50% higher than at any point in the last 5 years.  However, for potential riders to make the switch 

to transit, a third criteria must be considered. 

Revenue 7%

Gas Prices -5%

Economy -5%

Work From Home -2%

Service Levels 5%

Service Quality 4%

Per Hour Per Mile

Fixed Route 81.04$        1.18$        

Dial-A-Ride 77.11$        1.08$        

Variables Hours Miles Passengers

Fixed Route 54,901        578,023    553,197    

Dial-A-Ride 13,567        148,986    24,170      

Total 68,468        727,009    577,367    

Service Level +/ - 3,255          5%

Cost per Hour 106.19$      1.9%

Productivity 8.43            5.1%

Year 1

Assumptions

Figure 25 - Scenario Planning Example 
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3. The importance of service quality . Service quality must be aligned with where and when 

riders want to go.  For each scenario, a focus will be made not just on increasing service but 

improving service quality.   

Additionally, the City has had to consider other market factors such as inflation.  For example, 

increases in consumer prices have impacted contractor wage negotiations with its driversӄ 2@= !ALQӐK

operations contractor manages all wage-related collective bargaining so it is not expected that the 

City will be impacted in Year 1 of the plan.  The current four-year contract began in FY 2020-21 and 

has three one-year extensions.  However, it is anticipated the operations contract will need to be 

amended and renegotiated during FY 2022-23 to account for revenue hour changes due not only to 

the loss of commuter service but also due to the implementation of a new mode called microtransit.   
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SCENARIO 1 ӛ ROBUST RECOVERY 

How would priorities and goals change with revenue constraints? What would 

inform or trigger service change decisions? 

Under Scenario 1, the City is assuming federal revenues would continue at consistent levels.  The City 

is further assuming state revenue would not be significantly impacted by a worldwide recession, and 

annual increases would at a minimum offset inflation.  Finally, farebox revenues would not return to 

pre-pandemic levels in Year 1, however it is assumed revenues would resume to pre-pandemic levels 

by the end of the five-year SRTP period. 

The additional service afforded by increased funding would result in an estimated 5% increase in 

ridership per year during the SRTP period. 

How much service would be available? 

Figure 26 - Additional Service Hours by Year 

 

Under Scenario 1, Figure 26 shows the City would add an average of 960 service hours per year, 

resulting in 12% more hours compared to current service. 

How would the deployment of service change by mode? Geography or route? and 

Time of Day? 

PRIORITY 1 ӛ INCREASE SERVICE TO BETTER MEET DEMAND 

In a robust recovery scenario, the City can better meet demand throughout the day. As shown below, 

demand has spiked in the early morning and mid-evening.  While many routes start early, service 

does not extend to the mid-evening period/late night.   
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PRIORITY 2 ӛ BETTER ALIGN SERVICES TO WHERE PEOPLE WANT TO GO 

New travel patterns in the Paradise Valley and Cordelia/Green Valley neighborhoods demonstrated 

there is ample demand for transit.  Neither area currently has fast, frequent transit even though these 

regions have grown significantly during the past three years. 

How would equity priority communities be considered under each scenario? 

Transit systems across the United States KH=9C 9:GML 9LLJ9;LAF? ӑ;@GA;=Ӓ JA<=JK 9F<understanding 

the need to serve L@= ӑLJ9FKAL <=H=F<=FLӒӄ 2@AK D9LL=J ;9L=?GJQӅ LJ9FKAL <=H=F<=F;QӅ AK FGJE9DDQ

derived from combining multiple socio-economic indicators such as poverty level, housing status, 

9F< D9F?M9?= HJG>A;A=F;Qӄ 2@AK 9DDGOK LJ9FKAL KQKL=EK LG <=L=JEAF= 9 HGHMD9LAGFӐs propensity to use 

transit.  However, transit dependency may not be a good indicator of whether someone will actually 

use transit.   

$ 12ӐK 102. will use a measurement known as the Mobility Vulnerability Index (MVI) to determine 

where equity priority communities are located and how their needs will be addressed under each 

scenario.  The MVI is derived from 16 indicators collected by the annual American Community Survey 

and the census block group (CBG). These indicators are placed into three categories: Mobility, 

Housing, and Education. The three categories are then weighted, and each census block group was 

then ranked on a scale of 0-100 on how vulnerable they are to mobility changes. 

Figure 28 - Paradise Valley Travel Demand Figure 27 - Cordelia/Green Valley Travel Demand 
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For FAST, the MVI examined a number 

of socio-economic indicators and 

weighted them based upon historical 

information to determine what 

portions of the service area would 

most be impacted by changes to the 

public transit system.  

This data was also used to determine 

impacts of congestion and where the 

community has education and food 

deserts. Finally, when looking at this 

data, it was seen as critically important 

these community voices were heard 

during the recommendation phase of this project. The MVI illustrated the concentration of 

communities and individuals who are more vulnerable to changes in transportation so that transit 

agencies can connect with these communities directly to ensure they provide proper feedback on 

any service changes.  

The average travel time for FAST users to major trip 

destinations in the City was over 60 minutes.  When 

factoring wait time and transfer times, the average 

transit user would spend over 2 hours a day traveling less 

than 10 miles round trip on public transit. 

As shown in Figure 30, increased service in Paradise 

Valley and Cordelia/Green Valley would directly benefit 

vulnerable populations in these regions. 

 

 

Figure 29 - Mobility Vulnerability 

Figure 30 - Travel Time for Equity Priority Communities 
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How would these revenue constraints impact staffing and budgeting? 

Under Scenario 1 there would be no anticipated changes to staffing and/or budgeting. 

How would different service levels impact fleet requirements or spare ratios?  

The existing fleet would be able to complete the proposed additional service hours without 

expansion.  The City would adhere to its current fleet replacement ratio. 
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SCENARIO 2 ӛ REVENUE RECOVERY/FEWER TRIPS 

How would priorities and goals change with revenue constraints? What would 

inform or trigger service change decisions? 

Scenario 2 would allow the City to redesign its transit services to gradually bring back riders.  As 

stated above, the goal for Scenario 2 would be for FAST to focus on service quality, while keeping 

service hours and budget relatively similar to what has been outlined for FY 2022-23 (accounting for 

inflation).  This would be accomplished through FAST introducing and implementing microtransit as 

a new and innovative service mode.   

2@= !ALQӐK 1=JNA;= /M9DALQ 'EHJGN=E=FL .D9F AK 9K >GDDGOKӆ 

In June 2021, Fairfield City Council held a study session to provide feedback and direction to FAST 

staff and Innovate Mobility on initial recommendations and community outreach completed from 

the Comprehensive Operational Strategy initiated in December 2020.  At this meeting, City Council 

directed staff to look at options to continue utilizing a contract operator (currently MV 

Transportation) to implement microtransit and continue reducing fixed-route service to areas where 

ridership and connectivity would be maximized.   

A transit network redesign traditionally requires effort from both passengers and the transit agency.   

Updating a network to introduce a new mode and a shift in approach to providing fixed-route service 

will be an adjustment for staff and riders.   FAST recognizes people are most comfortable with what 

they know. However, FAST also recognizes the more important need for network modernization to 

ensure long-term sustainability.  

To ensure a smooth transition, service recommendations would be implemented in two phases.   

Adjustments would be considered and implemented as needed to service hours to ensure service 

was operated within available financial resources.  New performance metrics would also be 

developed to regularly evaluate and adjust services during the ten-year period. 
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PHASE I ӛ FEBRUARY 2023 

Replace Routes 2, 4, and 8 with microtransit services in Southeast Fairfield and Cordelia/Green 

Valley. 

REPLACE ROUTE 2 WITH MICROTRANSIT 

Route 2 is a local route primarily running on Travis Boulevard and East Tabor Avenue, serving Solano 

Town Center, Kaiser Permanente Medical offices, Fairfield-Suisun Adult School, Lee Bell Park, 

Food4Less (formerly FoodMaxx), Tabor Park, additional various schools, and the Fairfield-Vacaville 

Hannigan Train Station. Route 2 operates Monday through Saturday.  

 

Figure 33 - Route 2 Passenger Load per Stop 
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Figure 31 - Route 2 Eastbound Figure 32 - Route 2 Westbound 


































































































