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PERFORMANCE TRENDS 

NCTD has experienced year over year ridership and revenue declines since FY15. Additionally, 
NCTD has experienced increased operating expenses and significant declines in farebox recovery 
performance for the BREEZE service. In response to those trends, NCTD took proactive steps in 
FY18 to address declining ridership and customer revenue trends. Actions include:  

1. Implementation of Board-approved route changes, which went into effect on October 8, 

2017. These changes improved productivity by reducing costs while effectively 

maintaining ridership levels for the BREEZE.  

2. Board approval to forward proposed fare change recommendations to SANDAG.  

3. Engagement with COASTER customers via survey to garner feedback about NCTD’s 

services.  

4. Initiated a land use study that will inventory and analyze existing land use, planning 

conditions, gaps between land use and mobility, and strategies to address these gaps. 

After this study is completed, NCTD will then advance a comprehensive operations 

analysis (COA) that will provide an in-depth study of NCTD’s modes to guide future 

service levels, design, and implementation.  

5. Completed a review of NCTD’s cost allocation methodology for general and 

administrative costs. As a result of the review, NCTD completed an update of the 

methodology to provide justification for the allocation methodology.    

The following sections analyze performance trends related to service output (service miles and hours 
operated), service consumption (ridership), service quality (on-time performance), and cost 
effectiveness (farebox recovery with detailed information related to fare policy and operating 
expenses). These performance indicators were selected to reduce the amount of information that 
decisionmakers would need to process to understand the key trends in NCTD’s performance.  For 
additional service performance metrics for all modes, including analysis at the route level, see 
Appendix B – FY17 Performance Details.

Service Output 

Service output is the amount of service miles and/or hours that are operated. The SPRINTER began 
revenue operations in the third quarter of FY08. The implementation of SPRINTER operations coincides 
with the reduction of BREEZE operations that occurred in FY09 through FY11. The Great Recession that 
began in FY08 resulted in NCTD reducing service levels through the end of FY11. As the impact of the 
Great Recession subsided, NCTD increased service output levels beginning in FY 2012 using a phased 
approach based on the final recommendations of the Mobility Plan (a comprehensive transit operations 
plan approved by the Board in 2011). The Mobility Plan included the integration of BREEZE bus and 
SPRINTER rail service to support seamless connections and specified a phased implementation of 
service changes to increase customer ridership and revenue. The final phase of service level increases 
concluded in FY15. 
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As shown in Table 1, revenue hours and total hours increased in FY17 compared to FY16. This increase 
is primarily attributed to a State of California regulation referred to as Wage Order No. 9, which provides 
requirements related to bus operator meal and rest breaks. The projected decline in system service 
output in FY18 is due to a major service change implemented on October 8, 2017 that resulted in the 
modification and reduction of many BREEZE and FLEX routes.  

Table 1 – System Service Levels and Ridership – FY08 – FY18 

Fiscal Year 
Revenue 

Miles 
% 

Change 
Total 
Miles 

% 
Change 

Revenue 
Hours 

% 
Change 

Total 
Hours 

% 
Change 

Ridership 
% 

Change 

System 

FY08 8,247,290 - 9,010,808 - 557,367 - 590,753 - 12,337,512 - 

FY09 7,645,006 -7.3% 8,455,654 -6.2% 511,345 -8.3% 553,514 -6.3% 12,568,151 1.9% 

FY10 7,202,630 -5.8% 7,939,585 -6.1% 482,384 -5.7% 517,319 -6.5% 11,333,866 -9.8% 

FY11 7,121,139 -1.1% 7,877,853 -0.8% 467,299 -3.1% 501,872 -3.0% 11,450,347 1.0% 

FY12 7,071,063 -0.7% 7,818,324 -0.8% 484,757 3.7% 533,199 6.2% 12,081,329 5.5% 

FY13 7,602,700 7.5% 8,399,114 7.4% 542,303 11.9% 601,230 12.8% 12,133,052 0.4% 

FY14 7,817,300 2.8% 8,676,523 3.3% 549,823 1.4% 611,804 1.8% 12,528,480 3.3% 

FY15 8,517,481 9.0% 9,494,513 9.4% 614,132 11.7% 674,599 10.3% 12,645,976 0.9% 

FY16 8,500,650 -0.2% 9,636,405 1.5% 617,384 0.5% 670,845 -0.6% 12,005,664 -5.1% 

FY17 8,483,667 -0.2% 9,560,863 -0.8% 635,436 2.9% 689,565 2.8% 10,958,725 -8.7% 

FY18 (Bud.) 8,216,784 -3.2% 9,238,933 -3.4% 625,607 -1.6% 630,955 -8.5% 10,859,320 -0.9% 

Fiscal Year 
Revenue 

Miles 
% 

Change 
Total 
Miles 

% 
Change 

Revenue 
Hours 

% 
Change 

Total 
Hours 

% 
Change 

Ridership 
% 

Change 

BREEZE 

FY08 6,650,337 - 7,200,043 - 475,848 - 499,937 - 9,744,558 - 

FY09 5,745,711 -13.6% 6,317,053 -12.3% 425,029 -10.7% 457,508 -8.5% 8,747,458 -10.2% 

FY10 5,339,331 -7.1% 5,803,083 -8.1% 396,072 -6.8% 419,667 -8.3% 7,825,176 -10.5% 

FY11 5,244,849 -1.8% 5,755,243 -0.8% 381,842 -3.6% 406,071 -3.2% 7,722,646 -1.3% 

FY12 5,198,156 -0.9% 5,842,776 1.5% 390,144 2.2% 421,940 3.9% 7,904,516 2.4% 

FY13 5,672,303 9.1% 6,355,769 8.8% 445,718 14.2% 478,864 13.5% 8,339,239 5.5% 

FY14 5,521,843 -2.7% 6,181,031 -2.7% 437,249 -1.9% 472,644 -1.3% 8,124,839 -2.6% 

FY15 5,626,355 1.9% 6,318,860 2.2% 462,662 5.8% 494,952 4.7% 8,018,531 -1.3% 

FY16 5,560,572 -1.2% 6,264,528 -0.9% 461,971 -0.1% 495,183 0.0% 7,547,119 -5.9% 

FY17 5,589,959 0.5% 6,279,177 0.2% 478,130 3.5% 513,330 3.7% 6,731,930 -10.8%

FY18 (Bud.) 5,151,684 -7.8% 5,783,684 -7.9% 466,367 -2.5% 449,613 -12.4% 6,674,207 -0.9% 

Fiscal Year 
Revenue 

Miles 
% 

Change 
Total 
Miles 

% 
Change 

Revenue 
Hours 

% 
Change 

Total 
Hours 

% 
Change 

Ridership 
% 

Change 

COASTER 

FY08 256,166 - 269,724 - 6,244 - 7,182 - 1,686,015 - 

FY09 257,404 0.5% 271,126 0.5% 6,366 2.0% 7,408 3.1% 1,501,619 -10.9% 

FY10 259,222 0.7% 273,496 0.9% 6,453 1.4% 7,519 1.5% 1,271,620 -15.3% 

FY11 263,192 1.5% 278,488 1.8% 6,565 1.7% 7,690 2.3% 1,390,142 9.3% 

FY12 278,044 5.6% 293,527 5.4% 6,932 5.6% 8,047 4.6% 1,624,211 16.8% 

FY13 277,179 -0.3% 292,916 -0.2% 6,969 0.5% 8,076 0.4% 1,629,196 0.3% 

FY14 276,960 -0.1% 293,964 0.4% 7,012 0.6% 8,120 0.5% 1,673,816 2.7% 

FY15 276,814 -0.1% 292,668 -0.4% 6,995 -0.2% 8,061 -0.7% 1,641,525 -1.9% 

FY16 273,645 -1.1% 290,075 -0.9% 6,913 -1.2% 7,970 -1.1% 1,556,056 -5.2% 

FY17 271,414 -0.8% 287,990 -0.7% 6,861 -0.7% 7,938 -0.4% 1,454,865 -6.5% 

FY18 (Bud.) 269,543 -0.7% 284,149 -1.3% 6,825 -0.5% 7,890 -0.6% 1,459,069 .3% 

Fiscal Year 
Revenue 

Miles 
% 

Change 
Total 
Miles 

% 
Change 

Revenue 
Hours 

% 
Change 

Total 
Hours 

% 
Change 

Ridership 
% 

Change 
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SPRINTER 

FY08 140,347 - 142,990 - 6,217 - 6,352 - 717,960 - 

FY09 481,862 243.3% 490,401 243.0% 21,799 250.6% 22,100 247.9% 2,195,373 205.8% 

FY10 481,606 -0.1% 490,150 -0.1% 21,863 0.3% 22,194 0.4% 2,117,920 -3.5% 

FY11 498,717 3.6% 504,209 2.9% 22,648 3.6% 22,904 3.2% 2,219,825 4.8% 

FY12 513,514 3.0% 515,196 2.2% 23,337 3.0% 23,445 2.4% 2,417,640 8.9% 

FY13 417,973 -18.6% 419,440 -18.6% 18,989 -18.6% 19,085 -18.6% 2,000,888 -17.2% 

FY14 517,858 23.9% 519,618 23.9% 23,525 23.9% 23,644 23.9% 2,551,106 27.5% 

FY15 517,912 0.0% 519,761 0.0% 23,525 0.0% 23,653 0.0% 2,769,686 8.6% 

FY16 518,836 0.2% 520,809 0.2% 23,585 0.3% 23,713 0.3% 2,677,929 -3.3% 

FY17 518,894 0.0% 520,886 0.0% 23,390 -0.8% 23,530 -0.8% 2,549,053 -4.8% 

FY18 (Bud.) 517,716 -0.2% 519,731 -0.2% 23,671 1.2% 23,659 0.5% 2,500,877 -1.9% 

Fiscal Year 
Revenue 

Miles 
% 

Change 
Total 
Miles 

% 
Change 

Revenue 
Hours 

% 
Change 

Total 
Hours 

% 
Change 

Ridership 
% 

Change 

LIFT 

FY08 975,766 - 1,148,355 - 48,334 - 55,144 - 101,161 - 

FY09 1,138,108 16.6% 1,352,620 17.8% 56,139 16.1% 64,416 16.8% 115,496 14.2% 

FY10 1,122,471 -1.4% 1,372,856 1.5% 57,996 3.3% 67,939 5.5% 119,150 3.2% 

FY11 1,114,381 -0.7% 1,339,913 -2.4% 56,244 -3.0% 65,208 -4.0% 117,734 -1.2% 

FY12 1,026,212 -7.9% 1,094,441 -18.3% 61,972 10.2% 74,769 14.7% 130,384 10.7% 

FY13 1,175,839 14.6% 1,271,584 16.2% 66,345 7.1% 95,204 27.3% 145,039 11.2% 

FY14 1,400,480 19.1% 1,571,406 23.6% 75,285 13.5% 98,270 3.2% 154,162 6.3% 

FY15 1,978,576 41.3% 2,217,508 41.1% 112,655 49.6% 136,773 39.2% 184,785 19.9% 

FY16 2,027,674 2.5% 2,413,834 8.9% 116,439 3.4% 134,508 -1.7% 199,670 8.1% 

FY17 1,994,752 -1.6% 2,339,137 -3.1% 119,422 2.6% 136,198 1.3% 202,173 1.3% 

FY18 (Bud.) 2,032,462 1.9% 2,382,421 1.9% 120,233 0.7% 135,995 -0.1% 204,486 1.1% 

Fiscal Year 
Revenue 

Miles 
% 

Change 
Total 
Miles 

% 
Change 

Revenue 
Hours 

% 
Change 

Total 
Hours 

% 
Change 

Ridership 
% 

Change 

FAST/ FLEX 

FY08 224,674 - 249,696 - 20,724 - 22,138 - 87,818 - 

FY09 21,921 -90.2% 24,454 -90.2% 2,012 -90.3% 2,082 -90.6% 8,205 -90.7% 

FY10 0 -100.0% 0 -100.0% 0 -100.0% 0 -100.0% 0 -100.0%

FY11 0 0.0% 0 0.0% 0 0.0% 0 0.0% 0 0.0% 

FY12 55,137 0.0% 72,384 0.0% 2,373 0.0% 4,998 0.0% 4,578 0.0% 

FY13 59,406 7.7% 59,406 -17.9% 4,282 80.4% 0 -100.0% 18,690 308.3% 

FY14 100,160 68.6% 110,504 86.0% 6,752 57.7% 9,126 0.0% 24,557 31.4% 

FY15 117,824 17.6% 145,717 31.9% 8,295 22.9% 11,159 22.3% 31,449 28.1% 

FY16 119,923 1.8% 147,160 1.0% 8,476 2.2% 9,472 -15.1% 24,890 -20.9% 

FY17 108,648 -9.4% 133,673 -9.2% 7,632 -10.0% 8,570 -9.5% 20,704 -16.8% 

FY18 (Bud.) 245,379 125.9% 268,948 101.2% 8,511 11.52% 13,797 61.0% 20,861 0.75% 
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RIDERSHIP 

System-wide ridership reached a record high in FY15, and has since declined.  Industry data and media 
reports have documented declining ridership trends on a regional, state-wide, and national basis. 
According to a recent study completed by UCLA’s Institute of Transportation Studies, the decline in 
ridership in Southern California is largely attributed to increased car ownership, especially among 
demographic groups that traditionally generate a large portion of ridership.1 The declining ridership, both 
state-wide and nationally, had its greatest impact on bus ridership.  

At the modal level, BREEZE ridership declined between FY08 and FY09 as service output was reduced 
due to the implementation of the SPRINTER and the Great Recession. During this time, fifteen routes 
were discontinued, and service output (revenue hours) decreased by 10.7% while ridership decreased 
by 10.2%. BREEZE ridership began to stabilize in FY11 and experienced year over year increases 
through FY13. Ridership began to decline in FY14, and is projected to continue to decline at a more 
modest rate in FY18. Ridership declined in FY18 as a result of the October 2017 service changes. These 
service changes resulted in the discontinuation of four BREEZE routes and two FLEX routes, with 
modifications to several other BREEZE routes. Since the service change, NCTD reduced average 
weekday revenue miles by nearly 8% and average weekday revenue hours by over 6% while only seeing 
a decrease in ridership of 4% from FY17 Quarter 2. Several of these route changes have resulted in a 
moderate increase in ridership at the route-level. The anticipated ridership decline associated with the 
October service changes has stabilized as passengers become accustomed to the changes. A summary 
of the October 2017 service changes is included in the FY18 Service Planning Activities section of this 
document (on page 25).    

COASTER ridership remained steady in FY14 and FY15, carrying over 1.6 million riders each year, but 
experienced declines in FY16 and FY17. In addition to market forces such as increased vehicle 
availability and car ownership, recent construction for track improvements and mechanical difficulties 
have impacted COASTER on-time performance, thus contributing to the ridership decline. COASTER 
ridership is projected to stabilize in FY18 as recent trends show a slowing decline.  

SPRINTER ridership reached its peak in FY15 of 2.7 million riders and declined to 2.5 million in FY17. 
SPRINTER ridership is projected to stabilize in FY18. The addition of train attendants on the SPRINTER 
as an added safety and security measure may also help to stabilize ridership.  

LIFT paratransit ridership increased every year from FY14 to FY17. The LIFT service area was reduced 
in FY18 due to BREEZE service changes, and ridership is projected to decline slightly in FY18. At the 
beginning of FY18, NCTD implemented several program changes to address increasing LIFT ridership, 
including new policies on reservations, cancellations, and pickup windows. Additionally, the planned 
introduction of a new LIFT eligibility and certification process will require applicants to complete an in-
person interview and functional assessment to determine which NCTD mode(s) will best fit the rider’s 
need. This policy will help riders to fully utilize the system while decreasing impacts on the LIFT program.  

FLEX ridership peaked at 31,449 in FY15 but declined in FY16 and FY17. The conversion of BREEZE 
routes 395 and 392 to FLEX routes in October 2017 is projected to result in an increase in FLEX ridership 
in FY18.  

1 Michael Manville, Brian Taylor, and Evelyn Blumenberg. Falling Transit Ridership: California and Southern California. 
Institute for Transportation Studies. 2018
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The budgeted FY18 ridership for each mode is based on previous ridership trends with adjustments to 
account for the remaining number of service day types (i.e. weekdays, Saturdays, and 
Sundays/Holidays). Table 2 shows ridership by mode since FY08. 

Table 2 – Ridership by Mode – FY08 – FY18

Fiscal Year BREEZE COASTER SPRINTER LIFT FAST/FLEX 

FY08 9,744,558 1,686,015 717,960 101,161 87,818 

FY09 8,747,458 1,501,619 2,195,373 115,496 8,205 

FY10 7,825,176 1,271,620 2,117,920 119,150 0 

FY11 7,722,646 1,390,142 2,219,825 117,734 0 

FY12 7,904,516 1,624,211 2,417,640 130,384 4,578 

FY13 8,339,239 1,629,196 2,000,888 145,039 18,690 

FY14 8,124,839 1,673,816 2,551,106 154,162 24,557 

FY15 8,018,531 1,641,525 2,769,686 184,785 31,449 

FY16 7,547,119 1,556,056 2,677,929 199,670 24,890 

FY17 6,731,930 1,454,865 2,549,053 202,173 20,704 

FY18 (Budgeted) 6,674,207 1,459,069 2,500,877 204,486 20,861 
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COST EFFECTIVENESS - FAREBOX RECOVERY RATIO 

Farebox recovery ratio is the fraction of operating expenses covered by fare revenues.  The farebox 
recovery ratio is a very important performance metric as there is a state mandate, through the State of 
California’s Transportation Development Act, that links funding to farebox recovery performance. NCTD’s 
fixed-route and rail modes are required to achieve an 18.8% farebox recovery, while LIFT requires a 10% 
farebox recovery. Additionally, a local sales tax initiative benchmarks operating cost (the denominator in 
calculating farebox recovery) containment against the San Diego Area Consumer Price Index as a 
condition for providing funding.   

Fare Revenue and Policy 

Fare revenue generation (the numerator in calculating farebox recovery) is directly correlated with 
ridership (also referred to as boardings) and fare policy (rates). Fare revenue should be expected to 
directly correlate with ridership trends in the absence of changes to fare policy. Fare policy is primarily 
focused on the establishment of rates and enforcement policies associated with usage of specific 
transit services to achieve revenue outcomes that will offset the operating cost that must be subsidized.  

The Federal Transit Administration and the San Diego Region Comprehensive Fare Ordinance 
establish specific fare policies for NCTD which include both fare capping and discounts to specified 
customer populations. Fare policy changes to increase rates are implemented to increase customer 
revenue with an understanding that overall ridership may decline either short-term or long-term as a 
result of the rate increase. Additionally, fare policy changes to enhance fare enforcement/payment may 
result in increased customer revenue.  NCTD substantially reduced its fares effective January 2011 
back to 2007 fare rates and rates have remained unchanged since that time, as shown in Table 3.  

Table 3: NCTD Fare Rates 

NCTD Fare Rates

2010 2011-Current

BREEZE, One Way (Adult) $2.00 $1.75 

SPRINTER, One Way (Adult) $2.00 $2.00 

COASTER, One Way (Adult) $5.00-$6.50 $4.00-$5.50 

LIFT, One Way $4.00 $3.50 

Note: NCTD reduced its fares effective January 2011 to return to 2007 levels and have remained unchanged since that time.

As shown in Graph 1, overall system ridership declined similarly to decreased fare revenue. Graph 2 
displays the overall system average fare revenue which has remained relatively constant. FY18 
budgeted fare revenue shows a slight increase from FY17, with a small decrease in system boardings.
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Graph 1 – Overall System Boardings and Fare Revenue 

Graph 2 – Overall System Fare per Boarding 
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BREEZE fare revenue has decreased every year along with ridership. Graph 3 indicates that there is 
almost a 1:1 ratio between BREEZE boardings and fare. As Graph 4 indicates, BREEZE average fare 
per boarding has remained around $1.00 since FY08. Average fare has varied up to 9.6% from the 
previous year over the last ten years. 

Graph 3 – BREEZE Boardings and Fare Revenue 

Graph 4 – BREEZE Average Fare per Boarding 
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COASTER boardings and fare revenue, shown in Graph 5 have decreased year over year from FY14. 
As shown in Graph 6, fares have remained relatively constant since FY11, fluctuating +/- 0.4 to 4.9% 
from the previous year..

Graph 5 – COASTER Boardings and Fare Revenue 

Graph 6 – COASTER Average Fare per Boarding 
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SPRINTER ridership and fare revenue, shown in Graph 7, peaked in FY15 but have since decreased 
year over year. Graph 8 shows SPRINTER average fare, which has remained relatively constant since 
FY11, fluctuating +/- 0.1-4.9% from the previous year. 

Graph 7 – SPRINTER Boardings and Fare Revenue 

Note: SPRINTER operations began in Q3 of FY2008 

Graph 8 – SPRINTER Average Fare per Boarding 
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LIFT boardings and fare revenue have increased from FY14 to FY17 as shown in Graph 9. Fare 
revenue has increased by $0.22 per boarding since FY14 as seen in Graph 10. The primary reason for 
the increase is due to a change in service delivery by shifting to a single contractor service operation 
with minimal subcontracted trips.  

Graph 9 – LIFT Boardings and Fare Revenue 

Graph 10 – LIFT Average Fare per Boarding 
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FAST was a demand response service that was discontinued in FY09. NCTD did not operate non-ADA 
demand response service during FY10 and FY11, and began FLEX service in FY12. FAST/FLEX 
boardings and fare revenue have seen the greatest volatility in the comparison of boardings and fare as 
seen in Graph 11. The large increase in average fare revenue in FY12 shown in Graph 12 is attributed 
to the implementation of FLEX service, which included routes 371, 372, 373, and 374. FLEX charges a 
premium fare because of its ability to deviate to areas along the route, leading to the increased fare per 
boarding compared to BREEZE.  

Graph 11 – FAST/FLEX Boardings and Fare Revenue 

Graph 12 – FAST/FLEX Average Fare per Boarding 
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Operating Cost 

NCTD has contracted out all operations, a decision that has controlled costs. FY17 total operating cost 
was $92.5 million. The majority of the ridership, cost, and fare revenue is collected from the fixed-route 
service (i.e. BREEZE, COASTER, and SPRINTER). As ridership decreases on fixed-route service, the 
necessary subsidy will increase.  

Graph 13 – Overall System Operating Cost  

BREEZE operating cost increased every year since FY11 due to incremental increases in the 
contractor rate per revenue mile. FY17, the last year in the previous contract, cost $48.5 million to 
operate. NCTD switched contractors in FY18 and with the change in contractors came a change in how 
the contract was billed. NCTD formerly paid per revenue mile; however, with MV Transportation the 
rate is billed through total miles and revenue hours operated.  
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Graph 14 – BREEZE Operating Cost  

COASTER operations cost $18.1 million in FY17, the first year in a new operations contract with 
Bombardier. FY18 operating cost is on track to cost less than FY17, as FY17 included a large 
mobilization cost at the beginning of the new contract, while assessed liquidated damages (LDs) in 
FY18 have resulted in financial penalties that lower operating costs.  

Graph 15 – COASTER Operating Cost  
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increased due to the addition of train attendants on the trains, an added safety and security measure 
for SPRINTER customers.  

Graph 16 – SPRINTER Operating Cost  

Note: SPRINTER operations began in Q3 of FY08 

LIFT operating cost has increased by $1 million every year between FY13 and FY17. FY18 is on track 
to exceed FY17 due to increased demand for the service. NCTD is actively working with the LIFT 
contractor to improve the efficiency of the service and reduce the operating cost.  

Graph 17 – LIFT Operating Cost  
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cost; however, NCTD converted BREEZE Routes 392 and 395 to FLEX along with part of BREEZE 
Route 315 in October 2017, increasing the FLEX service and the associated cost.  

Graph 18 – FLEX Operating Cost  
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12th. This indicates that relatively consistent ridership along a defined corridor, combined with cost 
containment through contracted service, has positively impacted farebox recovery. Since 2014, the 
farebox recovery on the COASTER ranged between 35.6% and 41.1%, with a slight decline in FY18 
projections primarily due to market factors and potential impacts to on-time performance associated with 
continued construction projects along the corridor. 

The Transportation Development Act requires the BREEZE to achieve a minimum farebox recovery of 
18.8%.  Between FY13 and FY17 the farebox recovery for BREEZE declined from 21.4% to 13.2%. This 
decrease can be attributed to increases in operating costs and reduced ridership levels, as previously 
discussed. This number has since increased by 0.3% in the current fiscal year due to service changes 
implemented in October 2017 that improved efficiency.  

The Transportation Development Act requires the SPRINTER to achieve a minimum farebox recovery of 
18.8%.  SPRINTER farebox recovery remained relatively constant from FY14 through FY16 but declined 
in FY17 due to lower ridership and a change in cost allocation. The SPRINTER farebox recovery has 
slipped further in budgeted FY18 due to the addition of Train Attendants now on every train, as well as 
discounted passes subsidized from the Low Carbon Transit Operations Program (LCTOP).   

The Transportation Development Act requires LIFT service to achieve a minimum farebox recovery of 
10%.  Farebox recovery for LIFT declined from 14.1% in FY13 to 8.3% in FY17, and budgeted FY18 
farebox recovery is below 8%; NCTD staff are working with MV Transportation to increase the efficiency 
of LIFT operations as well as bring additional technology on board from Trapeze that will enable 
customers to book or cancel trips without speaking to a reservationist, and allowing more dynamic routing 
of LIFT vehicles to provide more efficient service. NCTD has also incentivized cost savings with MV in 
the contract, allowing MV to sub-contract trips to taxis and other service providers when the cost is lower 
than the MV contracted rate.  NCTD is also proposing changes to the regional fare ordinance to improve 
farebox recovery performance.  

The farebox recovery of FLEX services steadily declined from FY13 to FY17 (from 15% to 7.6%) and will 
likely decline in FY18 (to 5.2%). Increased budgeted costs associated with FLEX service is due to service 
changes made in October 2017 that discontinued FLEX 373 and 374 and converted fixed-routes 392 and 
395 to FLEX service. FLEX service requires a premium fare because of the rural areas the service 
operates in and the ability to deviate within ¾ miles of the route.  
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Graph 19 – Farebox Recovery by Mode 
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SERVICE QUALITY – CUSTOMER FEEDBACK AND ON-TIME PERFORMANCE 

Customer Feedback 
Customer feedback is measured in the number of complaints, comments, and compliments NCTD 
receives from its riders. In FY15, the NCTD Call Center assumed all NCTD-related calls. Prior to this 
time, the San Diego Metropolitan Transit System (MTS) was responsible for responding to NCTD-
related customer feedback calls across all modes.  

Table 5 shows the customer feedback by mode. The FY18 column includes customer feedback for the 
first three quarters of the fiscal year. Service related complaints refer to early and late trips, routing 
concerns, and passed stops and other capacity issues. Operator related complaints refer to 
interpersonal communications with bus operators and train attendants, and instances of dangerous 
driving. Reservation and dispatch complaints on LIFT and FLEX service refer to the online and call-in 
reservation procedures. Equipment-related complaints on the COASTER and SPRINTER refer to horn-
related complaints and equipment issues.  

The number of customer complaints throughout the system have fluctuated since FY13, due in part to 
changes in call center responsibilities and service contractors. Beginning in FY17, Bombardier 
assumed all rail operations, while MV assumed all BREEZE, FLEX, and LIFT operations beginning in 
FY18. Through these contract changes, an increase in customer complaints is expected. As the service 
operators and customers become more accustomed to operations, the number of complaints is 
expected to stabilize or decrease.   

BREEZE complaints have been split between service and operator complaints since FY13. The number 
of total BREEZE complaints for FY18 is expected to continue in a downward trend from previous years. 
LIFT complaints have increased between FY17 and FY18, particularly in service-related complaints. 
This increase is likely due the October 2017 service changes, as well as a change in service contractor. 
FLEX service-related complaints have increased as well, which is also attributed to the service 
changes. 

COASTER complaints increased between FY16 and FY17, coinciding with a change in service 
provider. Recent construction for track improvements and mechanical difficulties have impacted 
COASTER on-time performance, contributing to the increase in service-related complaints. FY18 
complaints on the SPRINTER have increased significantly from the previous year, largely due to the 
presence of train attendants on-board.  

Table 5: Customer Feedback by Mode 

BREEZE FY13 FY14 FY15 FY16 FY17 FY18(YTD) 

Complaints 962 900 1257 1232 1145 841

Comments 18 75 110 151 95 59

Compliments 66 69 122 137 100 106

Service Related Complaints 46% 42% 47% 48% 49% 44%

Operator Related Complaints 43% 48% 43% 46% 42% 49%

LIFT FY13 FY14 FY15 FY16 FY17 FY18(YTD) 

Complaints 186 177 239 189 253 376

Comments 1 21 29 33 43 34

Compliments 1 8 26 37 14 31

Service Related Complaints 34% 39% 29% 41% 39% 60%

Operator Related Complaints 9% 17% 22% 19% 21% 17%

Reserv/Dispatch Complaints 38% 34% 33% 21% 28% 13%
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FLEX FY13 FY14 FY15 FY16 FY17 FY18(YTD) 

Complaints 29 25 24 14 30 15

Comments 0 1 6 5 4 4

Compliments 1 6 1 1 0 1

Service Related Complaints 55% 76% 54% 57% 43% 73%

Operator Related Complaints 10% 8% 29% 21% 27% 13%

Reserv/Dispatch Complaints 17% 0% 17% 0% 13% 0%

COASTER FY13 FY14 FY15 FY16 FY17 FY18(YTD) 

Complaints 150 93 58 119 207 177

Comments 10 50 56 55 51 36

Compliments 10 15 12 33 13 11

Service Related Complaints 33% 44% 29% 42% 39% 48%

Operator Related Complaints 11% 12% 9% 5% 7% 11%

Equipment Complaints 38% 28% 34% 34% 29% 21%

SPRINTER FY13 FY14 FY15 FY16 FY17 FY18(YTD) 

Complaints 85 35 57 75 70 125

Comments 4 29 29 25 19 10

Compliments 3 3 1 1 3 6

Service Related Complaints 35% 43% 54% 49% 27% 45%

Operator Related Complaints 11% 9% 9% 8% 13% 22%

Equipment Complaints 31% 26% 23% 39% 44% 18%

On-Time Performance 
The primary metric for service reliability is on-time performance (OTP), measured as the percentage of 
revenue bus and train trips that adhere to scheduled arrival/departure times within a certain threshold as 
specified in published route time tables. OTP by mode between FY13 and FY18 (YTD) is provided in 
Table 6.  

Table 6 – On-Time Performance by Mode – FY13 – FY18 

ON-TIME PERFORMANCE Goal FY13 FY14 FY15 FY16 FY17 FY18(YTD) 

BREEZE 90% 85.0% 88.3% 89.2% 88.3% 89.5% 88.7% 

COASTER 95% 97.9% 96.8% 98.2% 95.5% 93.1% 90.2% 

SPRINTER 98% 98.5% 99.3% 99.2% 98.5% 99.1% 98.1% 

LIFT 95% 92.2% 93.8% 91.5% 92.0% 89.2% 90.3% 

FLEX 95% 96.0% 95.5% 96.1% 98.3% 98.0% 98.4% 

COASTER OTP remained above the NCTD goal of 95% through FY16, but declined to 93.1% for FY17 
and 90.2% for FY18 YTD (year to date). The decline in COASTER OTP is due to six construction projects 
along the corridor and minor technical problems experienced during the implementation of Positive Train 
Control (PTC). SPRINTER service consistently met the 98% on-time performance goal over the last five 
years. FLEX service has consistently met the 95% on-time target, while both BREEZE bus and LIFT 
paratransit have failed to meet their respective goals of 90% and 95% since FY13. There are a variety of 
factors that have contributed the poor on-time performance of BREEZE and LIFT, including increased 
congestion and roadway construction. NCTD purchased Drivermate, a Trapeze technology to improve 
on-time performance. Planning and Operations staff continues to work with the contracted bus operations 
service provider, MV Transportation, to improve BREEZE performance through schedule adjustments 
and daily, weekly, and monthly reports on OTP.  
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Graph 20 – On-Time Performance by Mode 
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FY2018 SERVICE PLANNING ACTIVITIES

Service Planning activities in FY18 include: the implementation of two service bids; ongoing route-by-
route service performance monitoring; analysis of SPRINTER runtimes to improve travel times; 
coordination with North County coastal cities and Camp Pendleton to establish a bikeshare pilot program; 
and the development of a fixed-route bus stop inventory for potential removal or consolidation. The 
Service Planning team also continues to coordinate with Finance staff on data systems used by NCTD 
for the effective monitoring of service, National Transit Database (NTD) reporting, and day-to-day 
oversight of NCTD’s service contractors. 

The two service bids in FY18 are a departure from tradition in which BREEZE schedules would change 
in February and August and the COASTER schedule would change in October and April. All NCTD 
modes will have schedule changes on the same day in October and April to improve intermodal 
connectivity within NCTD modes and with Amtrak and Metrolink services.  

IMPROVED PERFORMANCE MONITORING 

As stated in the Performance Trends section, NCTD experienced ridership and revenue declines in FY16 
and FY17. Transit agencies around the country have experienced similar performance as previously 
discussed. In response to declining ridership trends and performance, NCTD refined its route 
performance monitoring to take a more comprehensive look at the BREEZE system and proactively 
respond to low performing routes.  

NCTD monitors each route based on four metrics: Passengers per Revenue Mile, Passengers per 
Revenue Hour, Cost per Passenger, and Farebox Recovery. Prior to FY18, each route was assigned 
and measured within a route category; Core, Corridor, Local, Local – Small Vehicle, Commuter, and 
Rural. Routes either passed, failed, or were placed on a watchlist based on the average of their assigned 
category. If a route failed three out of the four measures for two consecutive non-school bids, it was 
deemed deficient. A deficient route would be slated for targeted marking, service frequency change, 
restructuring, or other strategies available to improve performance.  

In FY17, NCTD moved away from measuring route performance within categories to ranking routes within 
the entire BREEZE system. This new holistic approach creates a composite score for the BREEZE 
system with a goal to improve productivity. The same four metrics are applied, and each route receives 
a productivity score based on the median score of the entire system. Any route that exceeds 80% of the 
median or above receives a passing grade. Routes that score between 21% and 79% of the median are 
placed on a watchlist while any routes below 20% of the median are deemed deficient. Based on the new 
methodology, NCTD identified productive and deficient routes in FY16 to inform service strategies in 
FY18 (see Table 7 below). 
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Table 7 – FY16 BREEZE Productivity Rankings 

OCTOBER 2017 BREEZE AND FLEX SERVICE CHANGE 

Utilizing the new comprehensive route performance methodology, NCTD staff identified service efficiency 
measures for BREEZE to reduce annual operational costs with minimal impact to ridership. After 
completion of public comment and a Title VI analysis, the Board approved revised transit route plans and 
service implementation occurred in October 2017, as provided in Table 8 – BREEZE and FLEX Final 
Approved Service Changes. Operational statistics since October indicate that the service changes 
resulted in a reduction of 136 weekday revenue hours and 1,411 weekday total miles2 compared to the 
same period from the prior year. If the service change spanned the full fiscal year (with implementation 
on July 1st, 2017), the fiscal savings for FY18 compared to FY17 are projected to be nearly $1.7 million. 
At the same time, only 1.6% decrease in weekday ridership is projected, while Saturday and Sunday 
ridership is projected to increase by 1.6% and 6.17%, respectively.  

2 While revenue miles are used industry-wide for performance measurements, total miles are used here because they are 
contractually billable to NCTD 
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Table 8 – FY18 BREEZE Service Changes: October 2017 

Route BREEZE and FLEX October 2017 Service Changes 

101 Extended all trips to terminate at University Town Center.

309
All trips now operate via Faraday Ave. and College Blvd. deviation. Eliminated Palomar Airport Road / Yarrow 
Drive/ Camino Vida Roble deviation.

315
Converted some portions in Camp Pendleton to FLEX service. Route now runs between 14 Area to Carlsbad 
Village COASTER station via 325 routing between College Blvd. SPRINTER station and Carlsbad Village station. 

316 Eliminated route, certain areas served by modifications to Route 318 and 323.

318 Modified route to serve certain areas previously covered by Route 316, including the VA Clinic. 

323
Improved mid-day service to operate once an hour in each direction. Added new routing north of College Blvd. 
SPRINTER station to serve areas previously served by Route 316. Eliminated mid-day tripper service between 
Quarry Creek and Plaza Camino Real, school trippers remain.

325 
Now runs in conjunction with Route 315 between Carlsbad Village COASTER station and College Blvd. 
SPRINTER station using the Tamarack deviation on every trip.  

335 Eliminated Route 335, majority of route is served by 334 and 302.

353
Eliminated route between ETC and Old Palomar Hospital, which is still served by Routes 351, 352, 355, 357, 
and 388. Modified schedule to improve connections with SPRINTER and other BREEZE routes. Reduced 
frequency on remainder of route to every 60 minutes.

373 Eliminated FLEX zone.  

374 Eliminated FLEX zone.  

388 
Added an additional southbound trip in the morning to get customers in Pala, Pauma, and Valley Center to 
Escondido before 8:00 and an additional round trip in the afternoon to help overcrowding. 

389 Eliminated route. Pala Casino is served by Route 388.

392
Existing route is served by new FLEX route offering service between OTC and 14 Area on Camp Pendleton. New 
service provided between Naval Hospital Camp Pendleton and 22 Area.

395 Existing route is served by new FLEX route between OTC and Camp San Onofre. 

444 Extended route along Armada to serve areas previously served by Route 446. 

446 Eliminated route, portion of route is served by route 444

LIFT ADA PARATRANSIT PROGRAM CHANGES 

In FY18, NCTD implemented program changes for LIFT ADA Paratransit service and developed a five-
step program management involvement strategy to improve the customer riding experience and achieve 
operational and cost efficiencies.  

1. Transfer of LIFT data and reporting systems to NCTD from previous Contractor 

2. Implementation of software systems to improve the customer experience 

3. Implementation of the Comprehensive Regional Fare Ordinance 

4. Revised paratransit eligibility certification 

5. Continued coordination with MTS to allow for some overlap in service to improve efficiency  

Some of the LIFT program changes were implemented in FY18, with others to be completed in FY19 
(see FY19 System-Wide Operations Plan – Service Implementation Plan on Page 24). 
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In FY18, LIFT data and reporting systems was successfully transferred to NCTD from the Contractor. 
This transfer enables NCTD to control system setup consistent with contractual requirements and 
provides greater data system oversight and reporting.  

Several LIFT software technologies were implemented in FY18. DriverMate is used in conjunction with 
Mobile Data Terminals (MDT’s) on-board the vehicles to push driver manifests and payment information 
to the operators and provide real-time tracking and messaging between dispatch and the vehicles. Trip 
Broker allows the Contractor to broker trips out to other providers in order to more cost effectively provide 
service.  

By the end of FY18, NCTD plans to release Web/Notifications tools used by clients to enable them to 
book, cancel, and modify trips either on-line or via interactive voice response systems, as well as enable 
real time vehicle tracking in conjunction with MDT’s. This application also allows customers to be notified 
of the impending arrival of their ride, allowing them to wait in comfort rather than curb-side. 
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System-wide Operations Plan

This section presents NCTD’s five-year action plan for improving transit system ridership, operations, 
and associated capital improvements from FY19 through FY23.  

FY 2019 – FY 2023 SERVICE PLANNING ACTIVITIES 

NCTD has initiated a land use study that will inventory and analyze existing land use, planning 
conditions, gaps between land use and mobility, and strategies to address these gaps. After this study 
is completed, NCTD will then advance a comprehensive operations analysis (COA) that will provide an 
in-depth study of NCTD’s modes to guide future service levels, design, and implementation.

SERVICE PLAN SUMMARY (FY2019 – FY2023)

Service changes beyond FY19 are contingent upon several factors including achievement of defined 
productivity standards and targets, funding availability, external factors affecting NCTD operating costs 
(e.g., fuel costs) and service area environment (e.g., employment growth and traffic congestion). Staff 
considers future service expansion within the context of local mobility needs in North San Diego County, 
including service derived from short- and long-range plans, which identify future service needs for the 
region, based on projected population growth, housing, and commercial development. A five-year 
projection of miles, hours, ridership, and passenger fares is provided in Table 9 and does not include any 
potential service increase or decrease from the future COA. Year-by-year descriptions of planned service 
changes are provided in the following sections. 

Table 9 – Planned system-wide Service Hours and Miles FY2019 – FY2023 

FY2019 FY2020 FY2021 FY2022 FY2023

Revenue Miles 7,985,758 8,033,860 8,091,615 8,114,680 8,108,957

Total Miles 9,081,930 9,137,644 9,229,119 9,256,345 9,249,383

Revenue Hours 608,382 612,143 612,289 614,113 613,614

Total Hours 667,001 671,170 671,398 673,437 672,860

Ridership 10,689,811 10,763,520 10,893,218 11,006,183 10,993,273

Fare Revenues $16,158,074 $16,274,019 $16,653,610 $17,045,252 $17,024,871

Consistency with regional plans is an underlying tenet of NCTD’s service planning effort. San Diego 
County’s short-range transit plan (known as the Coordinated Plan) is a five-year plan prepared by 
SANDAG that contains a biennially updated list of specific gaps in the transportation system where 
individuals with disabilities, older adults, low-income individuals, and others are underserved by transit. 
NCTD strives, consistent with NCTD polices, standards, and procedures, to address unmet needs using 
the most cost-effective means available. Similarly, SANDAG prepares San Diego County’s long-term 
regional plan, the 2050 Regional Transportation Plan (RTP), which identifies transit corridors that should 
receive increased transit service given growing population and increasing development. The RTP 
identifies the coastal corridor, which is served by COASTER and BREEZE Route 101, as well as the 
Mission Avenue/Santa Fe corridor (BREEZE Route 303) as warranting Rapid service in the future. The 
City of Encinitas completed a Transit Feasibility Study that recommends additional fixed-route service, 
which NCTD will consider in the future. Vehicle fleet expansion is required to implement these service 
improvements. During the next five years NCTD will use the performance monitoring framework to 
reallocate existing resources where service is warranted.  
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Expanding the capacity of COASTER and SPRINTER is a key long-term objective for improving regional 
transit network effectiveness throughout North San Diego County. Currently, capacity of both rail lines is 
limited by the length of single-track segments, which limits the slot capacity of the line. NCTD will increase 
COASTER capacity as discussed in Appendix A: Service Design Guidelines, using cost-effective 
methods that will have the biggest impact on ridership. The TransNet Ordinance, which provides sales 
tax revenues to fund construction of double track and other capacity enhancing projects along the 
COASTER corridor will also fund expanded operations once the capacity projects have been largely 
completed. As part of the ordinance, it is planned to expand COASTER frequency up to every 20 minutes 
in the peak hours in 2020, and up to every 20 minutes in the peak hours and once an hour in the off peak 
in 2035. NCTD is currently procuring new COASTER locomotives to accommodate the increased service. 
NCTD is working with SANDAG to refine these frequency improvements for implementation to ensure 
they provide the most effective service and intermodal connectivity. NCTD has conducted surveys on 
COASTER to identify when customers want and/or need the service to make COASTER a more attractive 
option when double-tracking projects are complete and the equipment is available to increase frequency.   

It is anticipated that SPRINTER service levels will remain constant over the next five (5) years, as 
increasing service frequency and adding express service requires additional track capacity and other 
improvements. The TransNet Ordinance outlined above is anticipated to provide frequency 
improvements to SPRINTER before 2034. Additionally, service span will not deviate from baseline levels 
due to the fact that freight carriers operate daily between the hours of midnight and 3 a.m. The Federal 
Railroad Administration (FRA) waiver with NCTD prohibits the SPRINTER from operating when heavy 
rail vehicles are operating to avoid any potential contact between heavy and light rail vehicles.  

PROVIDING PARATRANSIT ALTERNATIVES

NCTD’s LIFT ADA paratransit service fulfills the mandate for ADA paratransit service. NCTD recognizes 
the need for elderly and disabled individuals to have transportation options in addition to LIFT ADA 
paratransit. Customers who live within the ¾-mile buffer around fixed-route bus service are encouraged 
to use NCTD’s ADA compliant fixed-route system for all or some of their trips; NCTD incentivizes the use 
of fixed-route options by ADA paratransit-certified individuals by allowing those individuals to ride fare-
free on the BREEZE and SPRINTER. However, because paratransit service is limited to areas within ¾-
mile of fixed-route service, individuals living outside of that buffer cannot use the service and must rely 
on alternative transportation provided by human services transportation providers, such as Facilitating 
Access to Coordinated Transportation (FACT), or other transportation network companies, such as 
taxicabs, Uber, or Lyft.  

SERVICE CHANGE EFFECTS ON PERSONS WITH DISABILITIES AND OLDER ADULTS

NCTD is committed to addressing the unmet transportation needs among persons with disabilities and 
older adults as identified in SANDAG’s Coordinated Plan. Any changes proposed to BREEZE services 
are reviewed specifically for consistency with the Coordinated Plan. Additionally, most changes to fixed-
route service will affect the provision of LIFT ADA paratransit service as required by ADA. Thus, changes 
in route alignment, span of service hours, and days of service will affect the availability of paratransit 
service. 

 Route alignment: New routes and changes to existing routes will affect the ¾-mile buffer around 
those routes in which paratransit service is provided. 

 Service span: Increasing service span will increase the availability of hours to provide paratransit 
service. 
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 Days of service: With the addition of Saturday and Sunday/holiday service, complementary 
paratransit will be made available. 

NCTD recognizes the importance of evaluating the impact of fixed-route service changes on the provision 
of complementary paratransit service, and the effect that fixed-route changes may have on the paratransit 
budget. NCTD monitors trip time of LIFT trips to ensure they are meeting the requirement that trips are 
not excessively long. As demand for paratransit service is expected to increase, NCTD may need to 
expand the fleet unless the share of trips that are brokered is increased. 

FY19 SYSTEM-WIDE OPERATIONS PLAN – SERVICE IMPLEMENTATION PLAN 

FY19 CHANGES  

It is anticipated that NCTD service levels will decline slightly from FY18 to FY19 as a result of the first full 
year of service under the new route structure implemented in October 2017. BREEZE is expected to 
have the largest decline in FY19, due to service reductions in FY18. FLEX service is projected to 
increase, due to some BREEZE routes converted to FLEX service. After several years of service 
increases, LIFT service is expected to remain the same, due to a reduction in the LIFT/BREEZE service 
area in FY18 and the implementation of program management strategies. COASTER and SPRINTER 
levels of service are expected to remain the same from the prior year.  

NCTD staff will continue to monitor operational performance and develop proactive plans to support 
increased ridership and revenue. The anticipated FY19 level of planned service hours and miles are 
shown in Table 10. NCTD will also fully implement program changes for LIFT ADA Paratransit service as 
previously mentioned. Each LIFT ADA Program change for FY19 is listed below. 

Table 10 – FY19 Level of Planned Service Hours and Miles

Fiscal Year 2019
Vehicle Revenue 

Miles
Total 
Miles

Vehicle Revenue 
Hours

Total 
Hours

Ridership Fare Revenue

COASTER 275,977 292,622 6,944 8,022 1,463,663 $6,498,662 

SPRINTER 519,785 521,714 23,623 23,763 2,581,560 $2,736,453 

BREEZE/FLEX 5,385,643 6,103,325 459,564 492,991 6,456,729 $6,187,306

LIFT 1,804,354 2,164,269 118,251 142,224 187,860 $732,653

IMPLEMENTATION OF THE COMPREHENSIVE REGIONAL FARE ORDINANCE 

In FY17, NCTD began to explore changes to the SANDAG’s Comprehensive Regional Fare Ordinance. 
This effort will continue in FY19, with proposals to change the ordinance.  

The SANDAG’s Comprehensive Regional Fare Ordinance states the following:  

The Cash Fare for ADA paratransit per ride for ADA-certified passengers for one complete trip, 
origin to destination, regardless of any need to transfer between ADA transit operators or zones, 
shall be double the local fixed-route fare of the typical fixed-route service linking the origin and 
destination based on a determination by MTS or NCTD. Such determination must be made by 
calculating the regular fixed-route fare, including transfers for a trip of similar length, at a similar 
time of day, on the transit operator’s fixed-route system.

NCTD is proposing changes to the fare ordinance which would cap a trip on paratransit services at a 
fixed cost of $7.00 if more than one fixed-route bus was required to complete the comparable fixed-
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route trip. This fare change is proposed to go into effect July 1, 2018. In addition, NCTD is proposing 
to increase the fare for BREEZE from $1.75 to $2.00. A summary table is provided below. 

Table 11 – FY18 LIFT Fare Structure 

Total Number of Transfers for 
Fixed-route Service Making 
Same Trip as ADA Paratransit 
Trip

Fixed-route 
Base Fare 

LIFT ADA 
Paratransit Fare 

No Transfer Required for Fixed-
route

$2.00 $4.00 

1 Transfer for Fixed-route Trip (a 
total of 2 buses required to 
complete a trip) 

$4.00 $7.00 

2 Transfers for Fixed-route Trip 
(a total of 3 buses required to 
complete a trip)

$6.00 $7.00 

3 Transfers for Fixed-route Trip 
(a total of 4 buses required to 
complete a trip) 

$8.00 $7.00 

In addition, NCTD is also proposing that the ADA Paratransit Fares for LIFT Paratransit service be capped 
at two times the base fare of NCTD’s fixed-route service per one-way trip for customers who provide 
NCTD with a valid Medi-Cal approved identification number and supporting documentation.  

REVISED PARATRANSIT ELIGIBILITY CERTIFICATION 

The industry best practice is to require in-person appointments and functional assessments to ensure 
that eligibility for LIFT services is based solely on a client’s functional ability to use the fixed-route service. 
Studies indicate that a thorough eligibility determination process may identify a significant number of 
clients that are able to use fixed-route service under certain conditions.  NCTD intends to implement a 
hybrid approach to this practice, whereby applications will still continue to be collected on-line and over 
the telephone, but in circumstances where functional ability (and thereby paratransit eligibility) cannot be 
determined by a simple review of the application, clients will be asked to participate in an in-person 
interview and possible functional assessment. NCTD will implement this process in the summer of 2018 
with the opening of a new facility at Escondido Transit Center. 

IMPLEMENTATION OF EZ-WALLET SOFTWARE 

An online payment system, known as EZ-Wallet, allows LIFT customers to pay for their trip with a debit 
or credit card online, or over the phone. EZ-Wallet can be loaded with funds at any time and is 
immediately applied to a customer’s account. Funds can be used by a passenger or by a designated 
agent. The addition of this payment method allows customers to pre-pay for their service instead of 
utilizing cash or LIFT tickets while boarding. The program is anticipated to be launched in FY19. 

SYSTEM-WIDE FY19 IMPACTS 

In FY19, NCTD will continue to facilitate multimodal connections, while maintaining current service levels 
with COASTER and SPRINTER. BREEZE service levels will decline, due to FY19 being the first full year 
of service under the new route structure implemented in October 2017. FLEX service will increase, due 
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to FLEX Routes 392 and 395 being in service for a full year. Program management strategies will be 
implemented to contain the rising cost of LIFT and service levels are projected to remain steady from 
FY18 into FY19.  

FY20 SYSTEM-WIDE OPERATIONS PLAN  

PROPOSED FY20 CHANGES 

It is anticipated that NCTD will maintain the BREEZE, FLEX, COASTER, SPRINTER, and LIFT levels of 
service from the prior year with a small increase from FY19. The anticipated FY20 level of planned service 
hours and miles are shown below in Table 12. The service levels and ridership are based off the expected 
scheduling statistics and current ridership and operating statistic trends. The planned service levels in 
the table below are based off current expected levels and do not take into account any of the changes 
that may occur with the recommendations of a comprehensive operational analysis (COA). The COA, 
which is preliminarily scheduled to be completed midway through FY20 has the potential to recommend 
service level increases or decreases that may impact all modes. 

Table 12 – FY20 Level of Planned Service Hours and Miles 

Fiscal Year 2020 

Vehicle Revenue 
Miles

Total 
Miles

Vehicle Revenue 
Hours

Total 
Hours

Ridership Fare Revenue

COASTER 278,016 294,766 6,996 8,085 1,474,888 $6,548,502 

SPRINTER 522,237 524,146 23,734 23,874 2,599,679 $2,755,660 

BREEZE/FLEX 5,415,945 6,138,931 462,318 495,995 6,499,642 $6,231,542 

LIFT 1,817,662 2,179,801 119,094 143,216 189,312 $738,316 

SYSTEM-WIDE FY20 IMPACTS 

Currently, it is anticipated that service impacts will be minimal due to service levels remaining constant 
for COASTER, SPRINTER, BREEZE, FLEX, and LIFT; however, with the completion of the COA in FY20, 
planned service hours and miles may change on all modes.  

FY21 SYSTEM-WIDE OPERATIONS PLAN  

PROPOSED FY21 CHANGES 

It is anticipated that NCTD will maintain the same service levels for BREEZE, FLEX, SPRINTER, and 
LIFT. COASTER is expected to operate increased frequencies during peak hours when some double-
tracking is complete and new locomotives have replaced the original locomotives from the start of service 
in 1995. The FY21 level of planned service hours and miles, ridership, and revenues for all modes are 
shown below in Table 13. The planned service levels in the table below are based off current expected 
levels and do not take into account any of the changes that may occur with the recommendations of a 
comprehensive operational analysis (COA). The COA, which is preliminarily scheduled to be completed 
midway through FY20 has the potential to recommend service level increases or decreases that may 
impact all modes.
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Table 13 – FY21 Level of Planned Service Hours and Miles 

Fiscal Year 2021 

Vehicle Revenue 
Miles

Total 
Miles

Vehicle Revenue 
Hours

Total 
Hours

Ridership Fare Revenue

COASTER 360,217 414,250 9,065 10,424 1,543,414 $6,852,760 

SPRINTER 520,675 522,582 23,663 23,803 2,615,599 $2,772,535

BREEZE/FLEX 5,399,122 6,119,699 460,860 494,425 6,539,764 $6,269,996 

LIFT 1,811,602 2,172,588 118,701 142,745 194,441 $758,318 

SYSTEM-WIDE FY21 IMPACTS 

Currently, it is anticipated that service impacts will be minimal on BREEZE, SPRINTER, FLEX; however, 
with the completion of the COA in FY20, planned service hours and miles can change on those. 
COASTER frequency and service levels are anticipated to increase in FY21  

FY22 SYSTEM-WIDE OPERATIONS PLAN  

PROPOSED FY22 CHANGES 

It is anticipated that NCTD will maintain the same service levels for BREEZE, FLEX, COASTER, 
SPRINTER, and LIFT. The FY22 level of planned service hours and miles, and ridership and revenues 
are shown below in Table 14. The planned service levels in the table below are based off current expected 
levels and do not take into account any of the changes that may occur with the recommendations of a 
comprehensive operational analysis (COA). The COA, which is preliminarily scheduled to be completed 
midway through FY20 has the potential to recommend service level increases or decreases that may 
impact all modes. 

Table 14 – FY22 Level of Planned Service Hours and Miles

Fiscal Year 2022 

Vehicle Revenue 
Miles

Total 
Miles

Vehicle Revenue 
Hours

Total 
Hours

Ridership Fare Revenue

COASTER 361,664 415,914 9,102 10,467 1,623,792 $7,209,635 

SPRINTER 521,565 523,450 23,704 23,843 2,625,269 $2,782,785 

BREEZE/FLEX 5,412,601 6,136,073 462,157 495,860 6,561,845 $6,291,248 

LIFT 1,818,850 2,180,908 119,150 143,267 195,278 $761,583 

SYSTEM-WIDE FY22 IMPACTS 

Currently, it is anticipated that service impacts will be minimal due to service levels remaining constant 
for COASTER, SPRINTER, BREEZE, FLEX, and LIFT; however, with the completion of the COA in FY20, 
planned service hours and miles can change on all modes.  

FY23 SYSTEM-WIDE OPERATIONS PLAN  

PROPOSED FY23 CHANGES 

NCTD anticipates it will maintain the same service levels for COASTER, SPRINTER, BREEZE, FLEX, 
and LIFT. The FY23 level of planned service hours and miles are shown in Table 15. The planned service 
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levels in the table below are based off current expected levels and do not take into account any of the 
changes that may occur with the recommendations of a comprehensive operational analysis (COA). The 
COA, which is preliminarily scheduled to be completed midway through FY20 has the potential to 
recommend service level increases or decreases that may impact all modes. 

Table 15 – FY23 Level of Planned Service Hours and Miles

Fiscal Year 2023 

Vehicle Revenue 
Miles

Total 
Miles

Vehicle Revenue 
Hours

Total 
Hours

Ridership Fare Revenue

COASTER 361,162 415,336 9,089 10,452 1,621,741 $7,200,529 

SPRINTER 521,513 523,413 23,702 23,842 2,622,149 $2,779,478 

BREEZE/FLEX 5,408,691 6,131,088 461,731 495,374 6,554,270 $6,283,923 

LIFT 1,817,591 2,179,547 119,092 143,192 195,113 $760,941 

SYSTEM-WIDE FY23 IMPACTS 

Currently, it is anticipated that service impacts will be minimal due to service levels remaining constant 
for COASTER, SPRINTER, BREEZE, FLEX, and LIFT; however, with the completion of the COA in FY20, 
planned service hours and miles can change on all modes.  

FY24 – FY28 SERVICE DEVELOPMENT THEMES 

NCTD will expect to further refine the multi-modal transit system while making increased use of intelligent 
transportation systems technologies to monitor service delivery and compile running performance data 
and ridership counts.  

LONG TERM SERVICE PLANS  

Long-term plans include double-tracking certain segments of the COASTER and SPRINTER rail lines to 
enable improved service frequencies and greater system capacity. On the bus side, NCTD will 
strategically deploy BREEZE fixed-route services to improve feeder access to the rail network. 
Meanwhile, supportive changes to operating schedules, fare collection methods and technology, 
customer information, and accessibility of facilities will help to achieve seamless integration into the 
regional transit system. In addition, NCTD is planning to conduct a study that analyzes the potential for 
rail service expansion along the abandoned Fallbrook Junction Line, opening up service between 
Oceanside and key locations in Riverside County and San Bernadino County.  

CAMP PENDLETON TRANSIT CENTER 

In FY13, NCTD conducted a study that analyzed the potential for commuters, visitors, and residents to 
use transit services for travel to, from, and within Marine Corps Base Camp Pendleton. The study 
resulted in ridership forecasts, costs, and rail and bus operations plans for the construction of a rail 
station at Camp Pendleton. NCTD is likely to provide fixed-route service that meets every train, similar 
to the Sorrento Valley COASTER Connection shuttles. NCTD is currently seeking funding for final 
design, environmental approvals and construction. 
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CONVENTION CENTER 

NCTD is planning to construct a COASTER station to service special events near the Convention Center 
in downtown San Diego. Currently, passengers must alight at the Santa Fe Station and transfer to the 
MTS Trolley or walk up to 1.4 miles to their final destinations. The proposed station – a single-edge 
platform that would serve longer special event trains – would better accommodate current travel demand 
and a growing population in NCTD’s service area, increase NCTD’s revenue, and provide public benefits. 
This project is currently in the preliminary design phase. NCTD staff will continue working with partner 
agencies to refine the design concept and cost estimates for this project in the upcoming fiscal year.  


