
SMART BOARD OF DIRECTORS
PERFORMANCE MEASURES: PART 2

SELECTING METRICS TO GUIDE DECISION-MAKING - APRIL 21, 2021



Agenda

• Present SMART data and recommended metrics from 
National Transit Database

• Present additional recommended metrics for near-
term implementation

• Discuss next steps
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Where are we in this process?

• Recall from last time:
• We have enough data to start analyzing trends; now we 

need to decide where to focus attention & resources
• We want to move from reporting data to measuring 

performance
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EXAMPLE: Ridership Data
Downloadable Excel File General Manager’s Monthly Report
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EXAMPLE:  Ridership Data Analysis 

• Monthly Board report  
includes calculations 
relative to prior periods 
and narrative summary 
of notable trends and 
developments
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EXAMPLE:  Ridership Data Enhanced 
Presentation
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Performance Metrics from 
the National Transit 
Database (NTD)
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SMART NTD AGENCY PROFILE: FY2018-19
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Common Transit Industry 
Performance Metrics in NTD

Data Items
• Service Supplied

• Vehicle Revenue Miles
• Vehicle Revenue Hours

• Service Consumed
• Passenger Miles
• Passenger Trips

• Financial Inputs
• Operating Expense
• Fare Revenue

Derived Metrics
1. Operating Expense per Vehicle Revenue Mile
2. Operating Expense per Vehicle Revenue Hour
3. Operating Expense per Passenger Mile
4. Operating Expense per Passenger Trip
5. Passenger Trips per Vehicle Revenue Mile
6. Passenger Trips per Vehicle Revenue Hour
7. Average Fare
8. Farebox Recovery Ratio
9. Average Trip Length

Bold green text indicates key data & recommended metrics
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Why These Metrics?

• Operating Expense per Vehicle Revenue Mile
• Measures cost-efficiency: How are SMART’s financial 

resources being used to produce transit service being 
supplied?

• Operating Expense per Passenger Mile
• Measures cost-effectiveness: How much does it cost to move 

people along SMART’s 45-mile corridor?
• Passenger Trips per Vehicle Revenue Mile

• Measures service-efficiency: How are SMART passengers 
utilizing the transit service being supplied?

• Average Fare per Passenger
• Measures cost-effectiveness: How much does the average 

person pay to ride SMART?
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SMART NTD AGENCY PROFILE: FY2018-19
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SMART NTD AGENCY PROFILE: FY2018-19

Passenger Miles are the sum of 
the distances ridden by all 
passengers in a fiscal year.

Unlinked Trips are the total amount 
of riders/ number of boardings per 
fiscal year

Vehicle Revenue Miles is the 
total number of miles that the 
train traveled while in revenue 
service
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NOTES: (1) FY2017-18 is for ~10 months of operations. (2) FY2019-20 values are 
pending final approval from FTA and formal publication.

SMART ANNUAL RESULTS: Data Trends
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SMART NTD AGENCY PROFILE: FY2018-19
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SMART NTD AGENCY PROFILE: FY2018-19
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SMART ANNUAL RESULTS: Metrics (1)

Note:  FY2019-20 values are pending FTA approval & publication

FY2018-19 ranges for the 31 commuter rail agencies who report to NTD

$0.00 $10.00 $20.00 $30.00 $40.00 $50.00

Operating Cost Per Revenue Mile

$0.00 $0.50 $1.00 $1.50 $2.00 $2.50 $3.00 $3.50

Operating Cost Per Passenger Mile

Note:         = SMART
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SMART ANNUAL RESULTS: Metrics (2)

Note:  FY2019-20 values are pending FTA approval & publication

FY2018-19 ranges for the 31 commute rail agencies who report to NTD

0.0 10.0 20.0 30.0 40.0 50.0 60.0 70.0

Passenger Trips Per Revenue Mile

$0.00 $5.00 $10.00 $15.00 $20.00 $25.00 $30.00

Average Fare Per Passenger

17



Performance outcomes reflect 
policy choices

• Providing more service hours  increases total costs
• Offering amenities to attract discretionary riders 

increases unit costs
• Increasing fares to boost revenues makes service 

unaffordable for some and reduces ridership
• Decreasing fares to boost ridership  could reduce 

farebox ratio or attract so many passengers that trains 
are crowded

• Cutting staff to reduce costs  will take longer to 
increase service in future (due to hiring & training lag)
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Customized
SMART
Metrics
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Approach for additional metrics
• Metrics from NTD are already collected annually

• Metrics for NTD reporting have been provided for the last 5 years
• Available at the following link: 

https://www.transit.dot.gov/ntd/transit-agency-profiles/sonoma-
marin-area-rail-transit-district

• Additional metrics require varying levels of resources to 
define, collect data, and analyze results, so prioritize a few 
simple metrics to add to near-term reporting effort

• Include the relevant items in the Draft FY2021-22 Budget
• Continue to pursue development of more complex metrics 

as part of a longer-term process
• Undertake planning efforts to define these new metrics over next 

12 months
• Bring back similar presentation with options to consider during next 

budget cycle
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Metric 1: Pathway Usage
• Pathway data is needed for many reasons:

• What is the cost vs usage of the pathway
• Existing grant reporting and new funding applications
• Future environmental work & capital project evaluation
• Operational monitoring

• Metric would be based on counts of bicyclists and 
pedestrians using the path at key locations and at 
various times

• Likely collected using combination of field surveys and 
automatic equipment
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Metric 2: On-Time Performance
• Useful for both internal and public purposes:

• Captures the main outcome of operations & 
maintenance efforts: are trains moving as planned?

• Illustrates service reliability for transit customers

• Metric would report the share of train arrivals that 
occur within a specified time window relative to 
the schedule

• Raw data is available from existing sources
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Metric 3: Customer Experience
• Measuring Customer Satisfaction

• Crowding
• Vehicle cleanliness
• Safety
• Wayfinding
• On time performance
• Cost

• Needs survey data collection from transit 
passengers and pathway users

• Typically conducted once per year
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The seven recommended metrics 
have different reporting timeframes

• Survey data  annual reporting
• Pathway Usage
• Customer Experience

• Financial data  semi-annual reporting
• Operating Cost per Vehicle Revenue Mile
• Operating Cost per Passenger Mile
• Average Fare

• Operational data  quarterly reporting
• Passenger Miles per Vehicle Revenue Mile
• On-Time Performance

• Still going to report data such as ridership, sales & 
use collections, fare collections, etc.
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Beyond the first seven metrics…

• SMART provides many other types of community 
benefits that we could measure and report on:

• Climate Benefits
• Economic Development
• Mobility & Mode Choice
• Access to Opportunities
• Public Health

• These areas will take more work to develop:
• Review which metrics fit SMART’s priorities
• Determine implementation needs & resources
• Coordinate with agency partners, jurisdictions, 

stakeholders
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Wrap Up & Next Steps

• Incorporate Board feedback on today’s 
recommendations

• Include associated line items in draft FY2021-22 
budget

• Implement over next 12 months, with budget 
approval

• Return with status update and new recommended 
metrics during next budget cycle
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Connect with us:
www.SonomaMarinTrain.org

Customer Service:
CustomerService@SonomaMarinTrain.org

(707) 794- 3330
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