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Chapter 1 | Executive Summary
In 2021, the San Joaquin Council of Governments (SJCOG) selected Moore & Associates, Inc., to prepare
Triennial Performance Audits of itself as the RTPA and the seven transit operators to which it allocates
TDA funding.
The California Public Utilities Code requires all recipients of Transit Development Act (TDA) Article 4
funding to undergo an independent performance audit on a three-year cycle in order to maintain funding
eligibility. Audits of Article 8 recipients are encouraged.
The Triennial Performance Audit is designed to be an independent and objective evaluation of San Joaquin
Regional Rail Commission (SJRRC) as a public transit operator, providing operator management with
information on the economy, efficiency, and effectiveness of its programs across the prior three fiscal
years. In addition to assuring legislative and governing bodies (as well as the public) that resources are
being economically and efficiently utilized, the Triennial Performance Audit fulfills the requirement of PUC
Section 99246(a) that the RTPA designate an entity other than itself to conduct a performance audit of
the activities of each operator to whom it allocates funds.
This chapter summarizes key findings and recommendations developed during the Triennial Performance
Audit (TPA) of SJRRC’s public transit program for the period:
•
•
•

Fiscal Year 2018/19,
Fiscal Year 2019/20, and
Fiscal Year 2020/21.

The San Joaquin Regional Rail Commission operates the Altamont Corridor Express (ACE Rail), which
travels along a single fixed alignment between Stockton and San Jose. The SJRRC operates four
westbound and four eastbound trains each day, originating in Stockton for the morning westbound
service and in San Jose for the afternoon/evening eastbound service. ACE rail service is provided at ten
stations: Stockton, Lathrop/Manteca, Tracy, Vasco Road, Livermore, Pleasanton, Fremont, Great
America, Santa Clara, and San Jose.
This performance audit was conducted in accordance with generally accepted government auditing
standards. Those standards require that the audit team plans and performs the audit to obtain sufficient,
appropriate evidence to provide a reasonable basis for its findings and conclusions based on the audit
objectives. Moore & Associates believes the evidence obtained provides a reasonable basis for our
findings and conclusions.
This audit was also conducted in accordance with the processes established by the California Department
of Transportation (Caltrans), as outlined in the Performance Audit Guidebook for Transit Operators and
Regional Transportation Planning Entities.
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The Triennial Performance Audit includes five elements:
•
•
•
•
•

Compliance requirements,
Prior recommendations,
Analysis of program data reporting,
Performance Audit, and
Functional review.

Test of Compliance
Based on discussions with SJRRC staff, analysis of program performance, and an audit of program
compliance and function, the audit team presents no compliance findings.
Status of Prior Recommendations
The prior audit – completed in March 2019 by Moore & Associates, Inc. for the three fiscal years ending
June 30, 2018 – included one recommendation:
1. Be mindful of filing deadlines for the State Controller’s Report.
Status: Implemented
Findings and Recommendations
Moore & Associates finds the SJRRC to be in compliance with the requirements of the Transportation
Development Act. In addition, the entity generally functions in an efficient, effective, and economical
manner.
Based on discussions with SJRRC staff, analysis of program performance, and an audit of program
compliance and function, the audit team presents no compliance or functional findings. Therefore, no
recommendations are included.
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Chapter 2 | Audit Scope and Methodology
The Triennial Performance Audit (TPA) of the San Joaquin Regional Rail Commission’s public transit
program covers the three-year period ending June 30, 2021. The California Public Utilities Code requires
all recipients of Transit Development Act (TDA) funding to complete an independent review on a threeyear cycle in order to maintain funding eligibility.
In 2021, the San Joaquin Council of Governments selected Moore & Associates, Inc., to prepare Triennial
Performance Audits of itself as the RTPA and the seven transit operators to which it allocates TDA
funding. Moore & Associates, Inc. is a consulting firm specializing in public transportation, including audits
of non-TDA Article 4 recipients. Selection of Moore & Associates, Inc. followed a competitive procurement
process.
The Triennial Performance Audit is designed to be an independent and objective evaluation of the SJRRC
as a public transit operator. Direct benefits of a Triennial Performance Audit include providing operator
management with information on the economy, efficiency, and effectiveness of its programs across the
prior three years; helpful insight for use in future planning; and assuring legislative and governing bodies
(as well as the public) that resources are being economically and efficiently utilized. Finally, the Triennial
Performance Audit fulfills the requirement of PUC Section 99246(a) that the RTPA designate an entity
other than itself to conduct a performance audit of the activities of each operator to whom it allocates
funds.
This performance audit was conducted in accordance with generally accepted government auditing
standards. Those standards require that the audit team plans and performs the audit to obtain sufficient,
appropriate evidence to provide a reasonable basis for its findings and conclusions based on the audit
objectives. The auditors believe the evidence obtained provides a reasonable basis for our findings and
conclusions.
The audit was also conducted in accordance with the processes established by the California Department
of Transportation (Caltrans), as outlined in the Performance Audit Guidebook for Transit Operators and
Regional Transportation Planning Entities, as well as Government Audit Standards published by the U.S.
Comptroller General.
Objectives
A Triennial Performance Audit (TPA) has four primary objectives:
1.
2.
3.
4.

Assess compliance with TDA regulations;
Review improvements subsequently implemented as well as progress toward adopted goals;
Evaluate the efficiency and effectiveness of the transit operator; and
Provide sound, constructive recommendations for improving the efficiency and functionality
of the transit operator.
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Scope
The TPA is a systematic review of performance evaluating the efficiency, economy, and effectiveness of
the transit operator. The audit of the SJRRC included five tasks:
1. A review of compliance with TDA requirements and regulations.
2. A review of the status of recommendations included in the prior Triennial
Performance Audit.
3. A verification of the methodology for calculating performance indicators including the
following activities:
• Assessment of internal controls,
• Test of data collection methods,
• Calculation of performance indicators, and
• Evaluation of performance.
4. Comparison of data reporting practices:
• Internal reports,
• State Controller Reports, and
• National Transit Database.
5. Examination of the following functions:
• General management and organization;
• Service planning;
• Scheduling, dispatching, and operations;
• Personnel management and training;
• Administration;
• Marketing and public information; and
• Fleet maintenance.
6. Conclusions and recommendations to address opportunities for improvement based
upon analysis of the information collected and the audit of the transit operator’s
major functions.
Methodology
The methodology for the Triennial Performance Audit of the SJRRC included thorough review of
documents relevant to the scope of the audit, as well as information contained on the SJRRC’s website.
The documents reviewed included the following (spanning the full three-year period):
•
•
•
•
•
•
•
•
•
•

Monthly performance reports;
State Controller Reports;
Annual budgets;
TDA fiscal audits;
Transit marketing collateral;
TDA claims;
Fleet inventory;
National Transit Database reports;
Accident logs; and
Organizational chart.
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Given impacts of the ongoing COVID-19 pandemic, the methodology for this audit included a virtual site
visit with SJRRC representatives on August 26, 2021. The audit team met with Alfonso Pizano-Sanchez
(Fiscal Assistant II), Jazmin Santillan (Fiscal Assistant II), Nila Cordova (Director of Administration), Zita
Rodriguez (Senior Accountant), Nick Perez (Manager of Fiscal Services), Angela Miller (Senior Accountant
for Reporting and Compliance), David Ripperda (Manager of Capital Programs), and Autumn Gowan
(Procurement and Contracts Supervisor), and reviewed materials germane to the triennial audit.
This report is comprised of eight chapters divided into three sections:
1. Executive Summary: A summary of the key findings and recommendations developed
during the Triennial Performance Audit process.
2. TPA Scope and Methodology: Methodology of the review and pertinent background
information.
3. TPA Results: In-depth discussion of findings surrounding each of the subsequent
elements of the audit:
• Compliance with statutory and regulatory requirements,
• Status of prior recommendations,
• Consistency among reported data,
• Performance measures and trends,
• Functional audit, and
• Findings and recommendations.
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Chapter 3 | Program Compliance
This section examines the San Joaquin Regional Rail Commission’s compliance with the Transportation
Development Act as well as relevant sections of the California Code of Regulations. An annual certified
fiscal audit confirms TDA funds were apportioned in conformance with applicable laws, rules, and
regulations. SJRRC considers full use of funds under California Code of Regulations (CCR) 6754(a) as
referring to operating funds but not capital funds. The TPA findings and related comments are delineated
in Exhibit 3.1.
Status of compliance items was determined through discussions with SJRRC staff as well as an inspection
of relevant documents including the fiscal audits for each year of the triennium, State Controller annual
filings, National Transit Database reports, year-end performance reports, and other compliance-related
documentation.
No compliance issues were identified for the San Joaquin Regional Rail Commission.
Developments Occurring During the Audit Period
The last half of the audit period is markedly different from the first half. The impacts of the COVID-19
pandemic resulted in significant declines in ridership and revenue. In many instances, transit operators
strove to retain operations staff despite adopting a reduced schedule, resulting in significant changes to
many cost-related performance metrics. While infusions of funding through the CARES Act mitigated
some of the lost revenues for federally funded programs, most transit operators have yet to return to prepandemic ridership and fare levels. As a result, the Triennial Performance Audits will provide an
assessment not only of how COVID-19 impacted each organization, but how they responded to the crisis.
In addition to the COVID-19 pandemic, recent and proposed changes to the TDA may result in audit
reports that look somewhat different than in prior years. In the nearly 50 years since introduction of the
Transportation Development Act, there have been many changes to public transportation in California.
Many operators have faced significant challenges in meeting the farebox recovery ratio requirement,
calling into question whether it remains the best measure for TDA compliance. In 2018, the chairs of
California’s state legislative transportation committees requested the California Transit Association
spearhead a policy task force to examine the TDA, which resulted in a draft framework for TDA reform
released in early 2020. The draft framework maintains the farebox recovery ratio requirement, but
eliminates financial penalties and allows more flexibility with respect to individual operator targets. These
changes have yet to be implemented.
Assembly Bill 90, signed into law on June 29, 2020, provided temporary regulatory relief for transit
operators required to conform with Transportation Development Act (TDA) farebox recovery ratio
thresholds in FY 2019/20 and FY 2020/21. While the ability to maintain state mandates and performance
measures is important, AB 90 offered much-needed relief from these requirements for these years
impacted by the COVID-19 pandemic while TDA reform continues to be discussed.
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AB 90 included the following provisions specific to transit operator funding through the TDA:
1. It prohibited the imposition of the TDA revenue penalty on an operator that did not maintain the
required ratio of fare revenues to operating cost during FY 2019/20 or FY 2020/21.
2. It required the Controller to calculate and publish the allocation of transit operator revenue-based
funds made pursuant to the State Transit Assistance (STA) Program for FY 2020/21 and FY 2021/22
based on the same individual operator ratios published by the Controller in a specified transmittal
memo, and authorized the Controller to revise that transmittal memo, as specified. It required
the Controller to use specified data to calculate those individual operator ratios. Upon allocation
of the transit operator revenue-based funds to local transportation agencies pursuant to this
provision, the Controller would publish the amount of funding allocated to each operator.
3. It exempted an operator from having to meet either of the STA efficiency standards for FY 2020/21
and FY 2021/22 and authorized the operator to use those funds for operating or capital purposes
during that period.
4. It required the Controller to allocate State of Good Repair (SGR) program funding for FY 2020/21
and FY 2021/22 to recipient transit agencies pursuant to the individual operator ratios published
in the above-described transmittal memo.
5. It required the Controller to allocate Low Carbon Transit Operations Program (LCTOP) funding for
FY 2020/21 and FY 2021/22 to recipient transit agencies pursuant to the individual operator ratios
published in the above-described transmittal memo.
Assembly Bill 149, signed into law on July 16, 2021, provided additional regulatory relief with respect to
Transportation Development Act (TDA) compliance. It extended the provisions of AB 90 through FY
2022/23 as well as provided additional regulatory relief including:
1. Waiving the annual productivity improvement requirement of Section 99244 through FY 2022/23.
2. Adding a temporary provision exempting operators from farebox recovery ratio requirements
provided they expend at least the same amount of local funds as in FY 2018/19.
3. Expanding the definition of “local funds” to enable the use of federal funding, such as the CARES
Act or CRRSAA, to supplement fare revenues and allows operators to calculate free and reduced
fares at their actual value.
4. Adjusting the definition of operating cost to exclude the cost of ADA paratransit services, demandresponse and micro-transit services designed to extend access to service, ticketing/payment
systems, security, some pension costs, and some planning costs.
5. Allowing operators to use STA funds as needed to keep transit service levels from being reduced
or eliminated through FY 2022/23.
AB 149 also called for an examination of the triennial performance audit process, to ensure the practice
continues to be effective and beneficial.
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Exhibit 3.1 Transit Development Act Compliance Requirements
Compliance Element
State Controller Reports submitted on
time.
Fiscal and compliance audits submitted
within 180 days following the end of the
fiscal year (or with up to 90-day extension).
Operator’s terminal rated as satisfactory by
CHP within the 13 months prior to each
TDA claim.
Operator’s claim for TDA funds submitted
in compliance with rules and regulations
adopted by the RTPA.
If operator serves urbanized and nonurbanized areas, it has maintained a ratio
of fare revenues to operating costs at least
equal to the ratio determined by the rules
and regulations adopted by the RTPA.
Except as otherwise provided, the
allocation for any purpose specified under
Article 8 may in no year exceed 50% of the
amount required to meet the total
planning expenditures for that purpose.
An operator receiving allocations under
Article 8(c) may be subject to regional,
countywide, or subarea performance
criteria, local match requirements, or fare
recovery ratios adopted by resolution of
the RTPA.

Reference

Compliance

PUC 99243

In compliance

PUC 99245

In compliance*

PUC 99251 B

Not applicable

PUC 99261

In compliance

PUC 99270.1

Not applicable

PUC 99405

Not applicable

PUC 99405

Not applicable

Comments
FY 2018/19: January 31, 2020
FY 2019/20: February 1, 2021
FY 2020/21: January 28, 2022
FY 2018/19: March 5, 2020
FY 2019/20: June 1, 2021
FY 2020/21: January 31, 2022

FY 2018/19: +33.544
FY 2019/20: +31.00%
FY 2020/21: -15.85%
The operator’s operating budget has not
increased by more than 15% over the
preceding year, nor is there a substantial
increase or decrease in the scope of
operations or capital budget provisions for
major new fixed facilities unless the
operator has reasonably supported and
substantiated the change(s).

PUC 99266

In compliance

The operator’s definitions of performance
measures are consistent with the Public
Utilities Code Section 99247.

PUC 99247

In compliance

Increases in FY 2019 and FY 2020
were justified by the introduction
of Saturday service. However,
that service was not actually
implemented until September
2019, so the actual expenses for
FY 2019 were lower than
expected, resulting in a
significant increase between FY
2019 and FY 2020.

*In FY 2019/20, the SJRRC requested an additional 90-day extension with respect to its TDA fiscal audit. This would provide
additional time for the SJRRC to complete its annual financial audit. Given the extension was approved by the State Controller,
and the TDA fiscal audit was completed within the extended timeframe, this item is considered to be in compliance
.
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Compliance Element

Reference

Compliance

Comments
FY 2018/19: 51.30%
FY 2019/20: 36.61%
FY 2020/21: 6.92%

If the operator serves an urbanized area, it
has maintained a ratio of fare revenues to
operating cost at least equal to one-fifth
(20 percent).

PUC 99268.2,
99268.4,
99268.1

Source: State Controller Reports
for FY 2019 – FY 2021.
In compliance

Note: Does not include Measure
K funds.
Penalties for noncompliance
were waived in FY 2020 and FY
2021 as a result of AB 90 and AB
149.

If the operator serves a rural area, it has
maintained a ratio of fare revenues to
operating cost at least equal to one-tenth
(10 percent).
For a claimant that provides only services
to elderly and handicapped persons, the
ratio of fare revenues to operating cost
shall be at least 10 percent.

The current cost of the operator’s
retirement system is fully funded with
respect to the officers and employees of its
public transportation system, or the
operator is implementing a plan approved
by the RTPA, which will fully fund the
retirement system for 40 years.

moore-associates.net

PUC 99268.2,
99268.4,
99268.5

Not applicable

PUC 99268.5,
CCR 6633.5

Not applicable

PUC 99271

10

In compliance

According to the SJRRC annual
independent auditors’ report
(FY 2020), the Rail Commission
participates in a defined
contribution pension plan
through the Commission
Retirement Plan, which is
available to all eligible
employees from their date of
employment. Contributions by
the Commission are limited to
15 percent of compensation and
are fully vested after five years
of continuous service. Employee
contributions are not provided
in the plan. The Commission
also provides a Section 457
deferred compensation plan to
which an employee can
contribute.
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Compliance Element
If the operator receives State Transit
Assistance funds, the operator makes full
use of funds available to it under the Urban
Mass Transportation Act of 1964 before
TDA claims are granted.
In order to use State Transit Assistance
funds for operating assistance, the
operator’s total operating cost per revenue
hour does not exceed the sum of the
preceding year’s total plus an amount
equal to the product of the percentage
change in the CPI for the same period
multiplied by the preceding year’s total
operating cost per revenue hour. An
operator may qualify based on the
preceding year’s operating cost per
revenue hour or the average of the three
prior years. If an operator does not meet
these qualifying tests, the operator may
only use STA funds for operating purposes
according to a sliding scale.
A transit claimant is precluded from
receiving monies from the Local
Transportation Fund and the State Transit
Assistance Fund in an amount which
exceeds the claimant's capital and
operating costs less the actual amount of
fares received, the amount of local support
required to meet the fare ratio, the
amount of federal operating assistance,
and the amount received during the year
from a city or county to which the operator
has provided services beyond its
boundaries.
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Reference

Compliance

Comments

In compliance

As a recipient of State Transit
Assistance Funds, the SJRRC is
making full use of federal funds
available under the Urban Mass
Transportation Act of 1964 as
amended.

PUC 99314.6

In compliance

STA eligibility calculations are
included as part of SJCOG’s TDA
claim form. As part of the claim
review, SJCOG determines
whether the operator is in
compliance with either
standard.

CCR 6634

In compliance

CCR 6754 (a) (3)
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Chapter 4 | Prior Recommendations
This section reviews and evaluates the implementation of prior Triennial Performance Audit
recommendations. This objective assessment provides assurance the San Joaquin Regional Rail
Commission has made quantifiable progress toward improving both the efficiency and effectiveness of its
public transit program.
The prior audit – completed in March 2019 by Moore & Associates, Inc. for the three fiscal years ending
June 30, 2018 – included one recommendation:
1. Be mindful of filing deadlines for the State Controller’s Report.
Discussion: PUC 99243(a) requires transit operators to file an annual report with the State
Controller’s Office within a prescribed period of time. In FY 2015/16, the deadline was 110 days
following the end of the fiscal year, or October 18, 2016, if filing electronically.
Per SJRRC staff, the FY 2015/16 State Controller Report was submitted late for two reasons. First,
the SJRRC did not receive the letters from the State Controller’s Office containing forms,
instructions, and the submittal deadline. Second, SJRRC staff believed the filing deadline had been
changed to January 31, 2017, beginning with that reporting year. Because they believed the
deadline had been changed, staff did not follow up with the State Controller’s Office when they
did not receive the letter by the beginning of October. As soon as SJRRC staff was contacted by
the State Controller’s Office due to their failure to submit the report, SJRRC staff immediately
requested a copy of the letter and forms and subsequently submitted the SJRRC’s report.
Progress: This was a one-time error which has not been repeated. No action was needed.
Status: Implemented
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Chapter 5 | Data Reporting Analysis
An important aspect of the Triennial Performance Audit process is assessing how effectively and
consistently the transit operator reports performance statistics to local, state, and federal agencies. Often
as a condition of receipt of funding, an operator must collect, manage, and report data to different
entities. Ensuring such data are consistent can be challenging given the differing definitions employed by
different agencies as well as the varying reporting timeframes. This chapter examines the consistency of
performance data reported by the San Joaquin Regional Rail Commission both internally as well as to
outside entities during the audit period.
•

Operating cost: There were slight variances between operating cost as reported in the
documents reviewed. Differences in operating cost between the reports (NTD report and State
Controller Report) are likely due to differences in what expenses are included in each.

•

Fare Revenue: There are slight differences between what is shown on the monthly reports and
that reported to the State Controller and National Transit Database. This is likely due to the
monthly reports containing unaudited data or additional fare revenues received separately.

•

Vehicle Service Hours (VSH): This metric was consistent among all three reports.

•

Vehicle Service Miles (VSM): This metric was generally consistent among all three reports.

•

Passengers: This metric was consistent among all three reports.

•

Full-Time Equivalent (FTE) Employees: This metric was consistent among all three reports.

moore-associates.net

15

SAN JOAQUIN REGIONAL RAIL COMMISSION
TDA TRIENNIAL PERFORMANCE AUDIT, FY 2019 – FY 2021
Final Report
Exhibit 5.1 Data Reporting Comparison
System-Wide
FY 2018/19
FY 2019/20
FY 2020/21

Performance Measure
Operating Cost (Actual $)
National Transit Database
State Controller Report

$19,656,446
$21,420,132

$22,477,367
$22,768,334

$20,173,388
$21,248,022

$10,925,563
$10,929,851
$10,929,851

$8,331,525
$8,335,518
$8,335,520

$1,468,957
$1,469,619
$1,469,619

28,444
28,445
28,444

25,630
25,629
25,630

12,073
12,075
13,505

1,125,958
1,126,384
1,126,384

1,008,866
1,008,877
1,008,876

479,398
479,399
479,398

1,506,183
1,506,183
1,506,183

1,061,990
1,061,990
1,061,990

160,007
160,007
160,007

90
90

88
88

79
79

Fare Revenue (Actual $)
Monthly Performance Reports
National Transit Database
State Controller Report

Vehicle Service Hours (VSH)
Monthly Performance Reports
National Transit Database
State Controller Report

Vehicle Service Miles (VSM)
Monthly Performance Reports
National Transit Database
State Controller Report

Passengers
Monthly Performance Reports
National Transit Database
State Controller Report

Full-Time Equivalent Employees
State Controller Report
Per TDA methodology
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Chapter 6 | Performance Analysis
Performance indicators are typically employed to quantify and assess the efficiency of a transit operator’s
activities. Such indicators provide insight into current operations as well as trend analysis of operator
performance. Through a review of indicators, relative performance as well as possible inter-relationships
between major functions is revealed.
The Transportation Development Act (TDA) requires recipients of TDA funding to track and report five
performance indicators:
•
•
•
•
•

Operating Cost/Passenger,
Operating Cost/Vehicle Service Hour,
Passengers/Vehicle Service Hour,
Passengers/Vehicle Service Mile, and
Vehicle Service Hours/Employee.

To assess the validity and use of performance indicators, the audit team performed the following
activities:
•
•
•
•

Assessed internal controls in place for the collection of performance-related
information,
Validated collection methods of key data,
Calculated performance indicators, and
Evaluated performance indicators.

The procedures used to calculate TDA-required performance measures for the current triennium were
verified and compared with indicators included in similar reports to external entities (i.e., State Controller
and Federal Transit Administration).
Operating Cost
The Transportation Development Act requires an operator to track and report transit-related costs
reflective of the Uniform System of Accounts and Records developed by the State Controller and the
California Department of Transportation. The most common method for ensuring this occurs is through a
compliance audit report prepared by an independent auditor in accordance with California Code of
Regulations Section 66671. The annual independent financial audit should confirm the use of the Uniform
System of Accounts and Records. Operating cost – as defined by PUC Section 99247(a) – excluded the
following during the audit period2:
•

Cost in the depreciation and amortization expense object class adopted by the State
Controller pursuant to PUC Section 99243,

1

CCR Section 6667 outlines the minimum tasks which must be performed by an independent auditor in conducting the annual
fiscal and compliance audit of the transit operator.
2

Given the passage of AB 149, the list of excluded costs will be expanded beginning with FY 2021/22.
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•
•
•

Subsidies for commuter rail services operated under the jurisdiction of the Interstate
Commerce Commission,
Direct costs of providing charter service, and
Vehicle lease costs.

Vehicle Service Hours and Miles
Vehicle Service Hours (VSH) and Miles (VSM) are defined as the time/distance during which a revenue
vehicle is available to carry fare-paying passengers, and which includes only those times/miles between
the time or scheduled time of the first passenger pickup and the time or scheduled time of the last
passenger drop-off during a period of the vehicle's continuous availability.3 For example, demandresponse service hours include those hours when a vehicle has dropped off a passenger and is traveling
to pick up another passenger, but not those hours when the vehicle is unavailable for service due to driver
breaks or lunch. For both demand-response and fixed-route services, service hours will exclude hours of
"deadhead" travel to the first scheduled pick-up, and will also exclude hours of "deadhead" travel from
the last scheduled drop-off back to the terminal. For fixed-route service, a vehicle is in service from first
scheduled stop to last scheduled stop, whether or not passengers board or exit at those points (i.e.,
subtracting driver lunch and breaks but including scheduled layovers).
Passenger Counts
According to the Transportation Development Act, total passengers is equal to the total number of
unlinked trips (i.e., those trips that are made by a passenger that involve a single boarding and departure),
whether revenue-producing or not.
Employees
Employee hours is defined as the total number of hours (regular or overtime) which all employees have
worked, and for which they have been paid a wage or salary. The hours must include transportation
system-related hours worked by persons employed in connection with the system (whether or not the
person is employed directly by the operator). Full-Time Equivalent (FTE) is calculated by dividing the
number of person-hours by 2,000.
Fare Revenue
Fare revenue is defined by the California Code of Regulations Section 6611.2 as revenue collected from
the farebox plus sales of fare media.

3

A vehicle is considered to be in revenue service despite a no-show or late cancellation if the vehicle remains available for
passenger use.
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TDA Required Indicators
To calculate the TDA indicators for the San Joaquin Regional Rail Commission, the following sources were
employed:

•

•
•
•
•
•

Operating Cost was not independently calculated as part of this audit. Operating Cost data
were obtained via State Controller Reports for each fiscal year covered by this audit.
Operating Cost from the reports was compared against that reported in the SJRRC’s NTD
reports and appeared to be consistent with TDA guidelines. In accordance with PUC Section
99247(a), the reported costs excluded depreciation and other allowable expenses.
Fare Revenue was not independently calculated as part of this audit. Fare revenue data were
obtained via State Controller Reports for each fiscal year covered by this audit. This appears
to be consistent with TDA guidelines as well as the uniform system of accounts.
Vehicle Service Hours (VSH) data were obtained via State Controller Reports for each fiscal
year covered by this audit. The SJRRC’s calculation methodology is consistent with PUC
guidelines.
Vehicle Service Miles (VSM) data were obtained via State Controller Reports for each fiscal
year covered by this audit. The SJRRC’s calculation methodology is consistent with PUC
guidelines.
Unlinked trip data were obtained via State Controller Reports for each fiscal year covered by
this audit. The SJRRC’s calculation methodology is consistent with PUC guidelines.
Full-Time Equivalent (FTE) data were obtained from State Controller Reports for each fiscal
year covered by this review. Use of the TDA definition regarding FTE calculation was
confirmed.

System Performance Trends
Systemwide, the SJRRC has experienced fluctuating operating costs across the last six years. Costs
decreased in FY 2017/18 and FY 2018/19, then rose in FY 2019/20 before decreasing again in FY 2021.
During the audit period, operating cost saw a net decrease of less than one percent. Across the six-year
period, however, there was a net 10.8 percent decrease. Fare revenue increased steadily between FY
2015/16 and FY 2018/19 before decreasing in FY 2019/20, which represented the start of the COVID-19
pandemic. Fare revenue decreased 86.6 percent during the audit period, with the greatest decrease
occurring in FY 2020/21.
Vehicle service hours fluctuated through FY 2018/19, then declined due to the pandemic and the
reduction in the number of trains being operated. Vehicle service miles saw roughly the same pattern.
Ridership increased nearly 17 percent between FY 2015/16 and FY 2018/19 (the last year unaffected by
the COVID-19 pandemic). However, ridership ended the audit period down nearly 90 percent from where
it started.
All cost-related metrics increased significantly during the audit period. Operating cost per passenger
posted the greatest increase (more than 800 percent) due to the dramatic ridership loss. Passengers per
vehicle service hour and passenger per vehicle service mile both declined throughout audit period,
reflecting a decline in productivity.
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Exhibit 6.1 System Performance Indicators
Performance Measure
Operating Cost (Actual $)
Annual Change
Fare Revenue (Actual $)
Annual Change
Vehicle Service Hours (VSH)
Annual Change
Vehicle Service Miles (VSM)
Annual Change
Passengers
Annual Change
Employees
Annual Change
Performance Indicators
Operating Cost/VSH (Actual $)
Annual Change
Operating Cost/Passenger (Actual
Annual Change
Passengers/VSH
Annual Change
Passengers/VSM
Annual Change
Farebox Recovery
Annual Change
Hours/Employee
Annual Change
TDA Non-Required Indicators
Operating Cost/VSM
Annual Change
VSM/VSH
Annual Change
Fare/Passenger
Annual Change

FY 2015/16
$23,811,680
$8,557,783
27,976
1,078,543
1,290,811
86

$851.15
$18.45
46.14
1.20
35.9%
325.3

$22.08
38.55
$6.63

FY 2016/17
$27,250,323
14.4%
$8,899,220
4.0%
28,017
0.1%
1,084,965
0.6%
1,299,717
0.7%
89
3.5%

System-wide
FY 2017/18
FY 2018/19
$23,811,678 $21,420,132
-12.6%
-10.0%
$9,828,063 $10,929,851
10.4%
11.2%
26,218
28,444
-6.4%
8.5%
1,102,574
1,126,384
1.6%
2.2%
1,398,954
1,506,183
7.6%
7.7%
90
90
1.1%
0.0%

FY 2020/21
$21,248,022
-6.7%
$1,469,619
-82.4%
13,505
-47.3%
479,398
-52.5%
160,007
-84.9%
79
-10.2%

$972.64
14.3%
$20.97
13.7%
46.39
0.5%
1.20
0.1%
32.7%
-9.1%
314.8
-3.2%

$908.22
-6.6%
$17.02
-18.8%
53.36
15.0%
1.27
5.9%
41.3%
26.4%
291.3
-7.5%

$753.06
-17.1%
$14.22
-16.4%
52.95
-0.8%
1.34
5.4%
51.0%
23.6%
316.0
8.5%

$888.35
18.0%
$21.44
50.8%
41.44
-21.7%
1.05
-21.3%
36.6%
-28.3%
291.3
-7.8%

$1,573.34
77.1%
$132.79
519.4%
11.85
-71.4%
0.33
-68.3%
6.9%
-81.1%
170.9
-41.3%

$25.12
13.8%
38.73
0.4%
$6.85
3.3%

$21.60
-14.0%
42.05
8.6%
$7.03
2.6%

$19.02
-11.9%
39.60
-5.8%
$7.26
3.3%

$22.57
18.7%
39.36
-0.6%
$7.85
8.2%

$44.32
96.4%
35.50
-9.8%
$9.18
17.0%

Sources: FY 2015/16 – FY 2017/18 data from prior Triennial Performance Audit.
FY 2018/19 – FY 2020/21 data from State Controller reports.
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$22,768,334
6.3%
$8,335,520
-23.7%
25,630
-9.9%
1,008,876
-10.4%
1,061,990
-29.5%
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-2.2%
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Exhibit 6.2 System Ridership

Exhibit 6.3 System Operating Cost/VSH
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$1,400.00
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1,200,000
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$1,600.00
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1,000,000
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$995.78
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400,000

$400.00
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$200.00
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0
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Exhibit 6.4 System Operating Cost/VSM

FY 2015/16 FY 2016/17 FY 2017/18 FY 2018/19 FY 2019/20 FY 2020/21

Exhibit 6.5 System VSM/VSH
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Exhibit 6.6 System Operating Cost/Passenger

Exhibit 6.7 System Passengers/VSH
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Exhibit 6.8 System Passengers/VSM

Exhibit 6.9 System VSH/FTE
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Exhibit 6.10 System Farebox Recovery

Exhibit 6.11 System Fare/Passenger
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Chapter 7 | Functional Review
A functional review of the San Joaquin Regional Rail Commission’s public transit program is intended to
assess the effectiveness and efficiency of the operator. Following a general summary of the SJRRC’s
services, this chapter addresses seven functional areas. The list, taken from Section III of the Performance
Audit Guidebook published by Caltrans, reflects those transit services provided by the SJRRC:
•
•
•
•
•
•
•

General management and organization;
Service planning;
Scheduling, dispatch, and operations;
Personnel management and training;
Administration;
Marketing and public information; and
Fleet maintenance.

Service Overview
The San Joaquin Regional Rail
Commission operates the Altamont
Corridor Express rail line (ACE Rail), which
travels along a single fixed alignment
between Stockton and San Jose. SJRRC
operates four westbound and four
eastbound trains each day, originating in
Stockton for the morning westbound
service and in San Jose for the
afternoon/evening eastbound service.
ACE rail service is provided at ten stations:
Stockton, Lathrop/Manteca, Tracy, Vasco
Road, Livermore, Pleasanton, Fremont,
Great America, Santa Clara, and San Jose.
Tickets can be purchased at many ACE
stations and at vendor locations (VTA
main office, San Jose State University,
Fremont, Livermore/WHEELS, and the Amtrak Counter at San Jose Station). Tickets may also be purchased
through the ACE mobile app. One-way and round trips purchased through the mobile app are valid for
seven days and 20-trip passes expire after 90 days. Transit benefit checks and vouchers are also accepted
as payment. Discounted fares are available for seniors (65+), children ages 6-12 (with a fare-paying adult),
persons with disabilities, and Medicare cardholders. One child under age six may ride for free with a farepaying adult.
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Exhibit 7.1 Fare Structure

Response to COVID-19 pandemic
In response to the COVID pandemic, SJRRC administrative staff began working from home. Once staff
returned to work, mask wearing was still enforced beyond the state mandate and work schedules adjusted
to limit the number of staff in the office at any one time. The return to the office began in April 2021. As
of August 2021, not all staff had returned to the office, with others coming in just once a week. Finance
staff spend three days per week in the office due to the nature of their work. The office is sanitized daily
and temperature checks are emailed to HR daily to confirm temperature and no symptoms. The SJRRC
and the rail operator did not institute any staff layoffs.
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Daily service was reduced to two trains in March/April 2020, bringing back a third train in May 2021.
Service with four trains resumed on September 7, 2021. Prior to the pandemic ACE was utilizing 29 of its
30 railcars daily. Throughout the pandemic, ACE has been running 16 cars, or up to 20 with the addition
of the fourth train.
General Management and Organization
The San Joaquin Regional Rail Commission was formed in 1995 by a joint powers agreement comprised of
seven cities and the County of San Joaquin to implement passenger rail service across the Altamont Pass.
Since 2003, the SJRRC has served as the owner/operator of ACE Rail, with additional funding provided by
the Alameda County Transportation Commission and the Santa Clara Valley Transportation Authority. The
SJRRC is governed by an eight-member Board comprised of six elected officials from San Joaquin County
and two voting members from Alameda County (appointed by the Alameda County Transportation
Commission). Ex officio members include representatives from Caltrans District 10, the San Joaquin
Regional Transit District, San Joaquin Council of Governments, and Stanislaus Council of Governments.
The SJRRC governing board meets on the first Friday of each month at the SJRRC’s headquarters. The
meeting location is accessible by ACE Rail as well as San Joaquin RTD’s Route 44.
Program performance is monitored frequently through a top-down approach from the Director level, as
are adherence to budget and the work program. Lines of reporting and managerial authority are clearly
defined and effective. The operator is adequately staffed. An organizational chart with lines of reporting
is provided in Exhibit 7.2.
The most recent fare change took effect in 2019. The SJRRC conducted a public outreach effort in advance
of the fare change, which increased fares by 6.0 percent (rounded up to the nearest 25 cents). The fare
increase was determined to be necessary due to increased insurance costs and the implementation of
positive train control. The only service change during the audit period was related to service reductions
in response to the COVID-19 pandemic.
The SJRRC has a strong relationship with the San Joaquin COG. Communication is efficient, effective, and
the two entities work collaboratively. There is no single intergovernmental liaison; multiple staff fulfill this
role depending on the component and level of the organization. The SJRRC has good relationships with,
and maintains frequent communications with, both the FTA and Caltrans.
Three directors have been with the SJRRC since its inception, creating a strong foundation with respect to
commitment, working environment, and institutional knowledge.
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Exhibit 7.2 Organizational Chart
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Service Planning
Planning staff typically includes the Director of Capital Projects and several senior, associate, and assistant
planners. Due to vacancies, SJRRC is actively recruiting for a Director of Capital Projects and an
Associate/Senior Planner.
The SJRRC’s most recent SRTP was adopted in August 2018. The agency initially hired a consultant to
prepare the SRTP, but ended up finishing it in-house. The SRTP, which spans a 10-year horizon, includes
sections on agency goals, departmental goals, and capital project goals. At the time of this audit, the
SJRRC’s goal is to expand service north to Sacramento and south to Modesto and Merced. These goal tie
into the SRTP and strategic plan. The SRTP is set to be updated in 2022, and will be prepared using a
combination of SJRRC staff and consultant assistance.
Performance measures in place are those identified through the San Joaquin COG’s performance targets
as well as those set by the FTA.
Public participation activities are conducted for planning activities and capital projects through rider
outreach, board meetings, and social media. A rider survey was conducted in mid-2021, with another in
November 2021 specific to customer opinion on returning to work given the ongoing COVID-19 pandemic.
While surveys have been conducted utilizing traditional paper/intercept methodologies, the SJRRC has
increased its use of online surveying.
Administration
The Manager of Fiscal Services and Manager of Capital Programs prepare the budgets. The Manager of
Fiscal Services is in charge of the operating budget while the Manager of Capital Programs handles the
capital budget. Each January, they distribute budget worksheets to all supervisors in functional areas,
who submit “wish lists” with supporting documentation. They run estimated actuals to ensure what is
being requested is in line with the anticipated budget. The preliminary budget is then submitted for review
by SJRRC management. The process includes a conceptual budget (April), draft budget (May), and final
budget (June) to allow the Board ample time to provide input.
Operating and capital budgets entered into the work program identify all projects and provide project
descriptions. The Executive Director has authority to reallocate within major categories, but other change
requests require Board approval. Expense reports are included in the board packet each month, providing
snapshots of projects and year-to-date expenditures.
Grant preparation is handled by the Manager of Capital Program’s team. The Fiscal Department works
closely with the respective project manager, maintains the books, tracks expenses, and requests
reimbursements. The SJRRC generally pursues all relevant grant opportunities and has sufficient staff to
do so.
The SJRRC does not have a formal risk management department. Instead, various functions are spread
throughout the organization. The executive team oversees the processing of accident and injury claims.
The agency is self-insured. A safety system plan is currently in place and updated regularly.
Contract management responsibilities are clearly assigned within the agency. The contract administrator
monitors performance on a weekly basis. The Director of Operations oversees the operations and
maintenance contract with Herzog. Actual costs for time and materials are paid in arrears. In addition to
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the operations contract, the SJRRC also contracts out for pest control and some equipment maintenance.
SJRRC maintenance staff handles some maintenance. Maintenance at stations owned by another county
or jurisdiction is the responsibility of the respective jurisdiction.
Each employee is responsible for entering their work time. Each supervisor goes in and reviews and
approves the hours. Payroll staff review the hours and move them into the payroll module, then process
payroll. Payroll is processed biweekly. All employees utilize direct deposit.
The agency’s accounts receivable function is allocated among Finance staff members (two senior
accountants, three fiscal assistants (II), two fiscal assistants (I), and the Manager of Fiscal Services). A
comprehensive process is in place for paying invoices. Invoices are reviewed and compared with purchase
orders, then given to the project manager, which is then signed and returned. Once the invoice is returned
it goes to the Director of Administration for final approval. When the Director returns the invoices, checks
are cut. Invoices are entered into SJRRC’s system, as well as San Joaquin County’s system (PeopleSoft). All
checks are issued through the County.
Procurement activities are based on thresholds. Larger releases require a formal Invitation for Bid or
Request for Proposals. The Executive Director has signature authority up to $75,000. Anything above that
amount requires Board approval. Expenditures above $50,000 require reporting at the next Board
meeting. The SJRRC updated its procurement manual in 2018 and is completing an update in 2022.
Marketing and Public Information
The SJRRC’s marketing staff has five members, which are shared between ACE and Amtrak’s San Joaquins.
The Marketing Manager has been with the SJRRC for five years. The goal of the department is to
communicate with passengers as frequently as possible. This is done through the agency’s website, social
media, and advertising (radio, print, and digital ads). The department has three categories of focus:
passenger communications, stakeholder engagement, and new rider acquisition. Service information
(including the route and schedule) is available onboard the trains, at the stations, and on the website.
The SJRRC does not have a formal marketing plan, but keeps track of marketing activities, messaging, and
outreach events on various calendars. ACE has a pilot college/university outreach program at San Jose
State University and Santa Clara University. Students can purchase tickets on campus. The SJRRC
collaborates with schools through the school group field trip program that is very popular.
Customer service is handled in-house. Customer service staff are housed at Cabral Station. Inquiries come
in via phone and through the agency website. The Community Engagement and Marketing Manager
handles communication-related issues, while customer service staff handle other questions.
The SJRRC has conducted a variety of surveys, including those to assess passenger needs, test ideas, and
evaluate work-from-home status and willingness to return. Some funding sources require onboard
surveys to be conducted. Most surveys are conducted by in-house staff. During the pandemic surveys
went out digitally to assess work from home status and possible return to ACE service usage.
The public’s perception of ACE Rail service remains very positive. Riders tend to stay with the service for
the long term. The SJRRC works very hard to maintain this.
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Scheduling, Dispatch, and Operations
Rail operations are based out of the Rail Maintenance Facility at 1020 East Alpine Avenue in Stockton.
Herzog has served as the long-time operations and maintenance contractor, and the SJRRC extended the
Herzog contract for another year, through June 2023. The operations contract will be put out to bid in FY
2022/23.
Herzog was able to provide adequate staffing throughout the COVID-19 pandemic, and did not implement
any layoffs. All operators are qualified to serve as both conductors and engineers.
Operations monitoring takes place at the Cabral Station. Track activity is monitored in real-time via GPS
equipment onboard the trains. The SJRRC only owns the track at Cabral Station. Most of the track on
which ACE Rail travels is owned by Union Pacific, with the last portion owned by Caltrain. Stations are
equipped with cameras designed to record on motion only to maximize the value of the security system.
The ACE fleet is currently comprised of three seven-car trains and one five-car train. They are push-pull
sets, which can be operated from either end. Per the agreement with Union Pacific, each train set is
limited to no more than eight railcars. However, the limiting factor is actually the horsepower of the
locomotive. Each train is staffed by a conductor, engineer, and passenger service agent. All train sets
overnight in Stockton.
Tickets are not sold onboard the train. Tickets and passes may be purchased through the mail, at a staffed
station, or at a ticket vending machine. Tickets can also be purchased though the ACE Rail Ticket app.
Available for download in both Google and Apple store.
Most fare revenue comes via stations (via credit card processing). The bulk of sales is through credit/debit
cards. Those sales go through the clearinghouse and then go to the Bank of Stockton. Every two weeks,
the SJRRC transfers money from the Bank of Stockton to the County treasury. Cash from fares is
transferred to the Bank of Stockton on a daily basis. The SJRRC reconciles monthly between all credit card
transactions and online sales with what the County treasury receives. The SJRRC employees three levels
of reconciliation. The money counting room (at the Cabral Station) includes three cameras. Only a few
staff have badge access to counting room. Staff take cash in pairs to the bank down the street. Pre-COVID,
cash revenues typically amounted to a few hundred dollars per week. However, at the end of the month,
cash revenues might reach five to six thousand dollars due to pass sales for the next month.
Personnel Management and Training
The SJRRC motivates employees through monthly team-building activities. Performance reviews are
based on merit, and employees have an opportunity for a one-time merit recognition for going above and
beyond. SJRRC employees are not subject to regular/random drug and alcohol testing, but do undergo
pre-employment testing and in cases of reasonable suspicion. All employees are at-will; there is no
progressive disciplinary policy. SJRRC employees are not represented. Herzog operations and
maintenance employees are members of the Carpenters union.
SJRRC employees are eligible for a benefits package inclusive of medical, dental, vision, and life insurance
as well as an employee assistance program. The SJRRC pays 100 percent of employee benefits and 70
percent of dependent coverage. Herzog offers a benefit package to its employees as well.
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Recruitment has been a challenge since the COVID-19 pandemic. Candidates apply and are offered
positions, but ultimately do not accept the offer. It is the perception of the operator that many candidates
prefer not to work and often apply so as to remain eligible for unemployment benefits.
Maintenance
Staffing is appropriate for the amount of work conducted. There is one Facility Superintendent , one
Director of Rail Services, and an operations supervisor. Maintenance is slightly short staffed, but
assignments can be covered by existing mechanic staff and does not affect operations.
The ACE Operations and Maintenance Facility is owned by the San Joaquin Regional Rail Commission and
was completed in November 2014. Herzog is the sole tenant, yet pays no rent. The facility can
accommodate up to six train sets. It is a purpose-built facility which features sustainable/green
technology.
Most maintenance, repair, and cleaning activities are performed overnight while the train sets are in
Stockton. The fleet maintenance program meets or exceeds industry standards set forth by the American
Public Transportation Association and the Association of American Railroads. Cleaning and sanitizing
practices also comply with Federal Railroad Administration and California Public Utilities Commission
regulations. In addition, all work is in accordance with manufacturer recommendations, and warranty
terms are observed.
Daily inspections are conducted overnight prior to morning pullout. Preventive/periodic maintenance,
cleaning, and unscheduled repairs are completed at this time as well. As detailed in the SJRRC’s most
recent Short Range Transit Plan:
Scheduled preventive maintenance inspections for cars and locomotives provide intermediate
analysis of equipment functionality and a preventive type inspection. These identify potential
component defects prior to actual failure, comprising:
•
•

30-day cycle for car numbered inspections 1‐12 and
46-day cycle for locomotive and cab car preventive maintenance.

Scheduled periodic maintenance inspections for cars and locomotives meet or exceed all
regulatory requirements including:
•
•
•

49 CFR required 92-, 184-, 368-and 1,472-day periodic maintenance for cab control cars
including air brake;
49 CFR required 184-and 1,472-day periodic maintenance for trailer cars including air
brake; and
49 CFR required 92-, 184-, 368-and 1,472 day periodic maintenance for locomotives,
including air brake; this also involves detailed engine, rotating electrical, primary and
ancillary systems inspections with performance testing and adjustment.4

An inventory of SJRRC’s current operating fleet is presented in Exhibit 7.3.
4

San Joaquin Regional Rail Commission, Short Range Transit Plan FY 2018-2027, page 46.
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Name
ACE3102
ACE3103
ACE3104
ACE3105
ACE3110
ACE3111
ACE3112
ACE3113
ACE3201
ACE3202
ACE3203
ACE3204
ACE3205
ACE3206
ACE3207
ACE3208
ACE3209
ACE3210
ACE3211
ACE3212
ACE3213
ACE3214
ACE3215
ACE3216
ACE3217
ACE3218
ACE3219
ACE3220
ACE3221

Year
1998
1998
2000
2000
2019
2020
2020
2020
1997
1998
1998
1998
2001
2001
2001
2001
2001
2001
2001
2005
2005
2005
2005
2008
2008
2008
2008
2014
2014

ACE3222

2000

ACE3301
ACE3302
ACE3303
ACE3304
ACE3305
ACE3306
ACE3307
ACE3308
HERCULES

1997
1997
1998
2000
2000
2000
2000
2000
0

Exhibit 7.3 San Joaquin Regional Rail Commission Transit Fleet
Overhauled
Model
Type
Designation
PAX
2011
F40PH-3C
Locomotive
2
2011
F40PH-3C
Locomotive
2
2012
F40PH-3C
Locomotive
2
2017
F40PH-3C
Locomotive
2
SC-44
Locomotive
3
SC-44
Locomotive
3
SC-44
Locomotive
3
SC-44
Locomotive
3
RTC
Coach
Bike car
121
RTC
Coach
Bike car
121
RTC
Coach
Bike car
121
RTC
Coach
Bike car
121
RTC
Coach
Bike car
128
RTC
Coach
Bike car
128
RTC
Coach
Bike car
128
RTC
Coach
Bike car
128
RTC
Coach
Bike car
128
RTC
Coach
Bike car
128
RTC
Coach
Bike car
128
RTC
Coach
Wifi car
136
RTC
Coach
Wifi car
136
RTC
Coach
Wifi car
136
RTC
Coach
Wifi car
136
RTC
Coach
151
RTC
Coach
151
RTC
Coach
151
RTC
Coach
151
RTC
Coach
128
RTC
Coach
128
Converted
2020
RTC
Coach
144
from Cab car
RTC
Cab Car
137
RTC
Cab Car
137
RTC
Cab Car
137
RTC
Cab Car
137
RTC
Cab Car
142
RTC
Cab Car
142
RTC
Cab Car
142
RTC
Cab Car
142
Locomotive
0
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Chapter 8 | Findings and Recommendations
Conclusions
Moore & Associates, Inc. finds the San Joaquin Regional Rail Commission to be in compliance with the
requirements of the Transportation Development Act. In addition, the entity generally functions in an
efficient, effective, and economical manner.
Findings
Based on discussions with SJRRC staff, analysis of program performance, and an audit of program
compliance and function, the audit team presents no compliance or functional findings. Therefore, no
recommendations are included.
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