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1. INTRODUCTION AND BACKGROUND  

 

 

This chapter describes the purpose of the study, the historical development of transit services in 

Corcoran, and relevant Kings County transit services. 

 

STUDY PURPOSE 

 

As stated by the Kings County Association of Governments, the intent of the study is “to 

produce a document that will aid in determining the future needs and priorities of the City of 

Corcoran Transit Services.”  A Triennial Performance Audit for Corcoran Transit was prepared 

in 2001 and included several recommendations for improvement.  The study is also intended to 

identify actions that have already been implemented and to provide an action plan for future 

implementation.    

 

HISTORICAL DEVELOPMENT OF TRANSIT SERVICES IN CORCORAN 

 

The City of Corcoran began providing demand response bus service to senior citizens in 1975.  

Services were also offered both to the City of Corcoran and residents of the unincorporated area. 

In response to identified unmet transit needs, service was expanded to provide service to the 

general public in 1989.  The City of Corcoran began to claim its share of TDA to operate the 

transit service in FY 1989/90.  When service was first initiated, dial-a-ride service was operated 

Monday through Friday only, between 8:00 am and 5:00 pm. 

 

In 1990, the City of Corcoran began a program of subsidizing Amtrak tickets for area residents 

desiring travel to and from Hanford.  The retail value of a round-trip ticket purchased by adults 

under age 60 from Amtrak is $14.00.  The round-trip ticket is sold to residents for $5.00 and a 

one-way ticket is sold for $4.00.  Subsidized tickets are available from City Hall.    

 

In October 1999 the Corcoran Amtrak train depot/transit center was opened.  This enabled the 

selling of Amtrak tickets at the depot as well as relocating all dispatching and office 

administration to the depot.  The opening of the depot required additional staffing and also 

provided the opportunity for expanded service hours.  Service hours were expanded between 

February and August 2000.   Dial-A-Ride services are now available from 6:30 am to 6:15 pm on 

weekdays and 10:30 am to 6:30 pm on weekends and holidays. The service area and key 

destinations are shown in Exhibit 1-1.  The Corcoran Depot is open from 8:00 am to 5:00 pm 

weekdays and from 10:30 to 6:30 pm on weekends and holidays.     
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Exhibit 1-1 

Corcoran Transit Service Area 

 

 
 

 

From the original general public dial-a-ride service in 1989 until early 2002, the Corcoran 

service operated with “cutaway” buses, small buses built on a van chassis.  These buses typically 

have a useful life of only 5 years before needing to be replaced.  In early 2002, the City of 

Corcoran received delivery of its first medium duty bus, an El Dorado Transmark bus, with a 

seating capacity of 28 passengers and a useful life of ten years.  In February 2003, the City of 

Corcoran will have 5 buses, including three 10-year medium duty buses and two five-year 

cutaway buses.    

 

With its new larger vehicles, Corcoran experimented with a fixed-route bus system on a figure 8 

through town every hour.  The service was offered as a free service.  Only two daily runs had 

any ridership at all during the two-month period.  These routes, starting at 7:15 am and 2:30 pm, 

were retained and incorporated into the DAR service; all other fixed-route services were 

eliminated after a two-month trial period.    
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OVERVIEW OF KING COUNTY TRANSIT SERVICES 

 

Exhibit 1-2 provides an overview of Kings County transit services.   Amtrak provides a critical 

link between Corcoran and the County seat of Hanford.  Six San Joaquin trains a day in each 

direction provide service between 5:54 am and 10:44 pm.  According to the Caltrans Division of 

Rails, the Corcoran stop has 25,135 annual boardings and alightings.  Corcoran has higher 

Amtrak ridership than cities much larger in size, including Richmond and Madera.  According to 

passengers interviewed waiting for the train, the schedule adherence can vary widely.  Some of 

the trains are pretty much on schedule, while other trains have a substantial variance in schedule 

adherence, according to these passengers.  The Amtrak subsidy program and the need for travel 

to Hanford are likely contributing factors to this relatively high ridership.    

 

The largest single provider of public transportation within Kings County is operated under the 

auspices of the Kings County Area Public Transit Agency (KCAPTA), a joint powers agency 

comprised of the County and the cities of Hanford, Lemoore, and Avenal.  The City of Corcoran 

does not participate in KCAPTA.  KCAPTA oversees the operation of the Kings Area Rural 

Transit (KART) system.  A private contractor provides operations and maintenance services.    

KART currently provides two round trips a day between Hanford and the Corcoran prisons.   
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     Exhibit 1-2 

 
Source:  2001 Regional Transportation Plan 
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2.  PERFORMANCE AUDIT REVIEW 

 

 

In May 2001, J Kaplan & Associates released the report for the Kings County Association of 

Governments, Performance Audit of the City of Corcoran Transit Service, FY 1997/98 to FY 

1999/00.  The performance audit had nine specific recommendations.  The purpose of this 

chapter is to report on the progress on each of the nine recommendations.  The numbered and 

italicized words below are the verbatim recommendation.  An analysis on the progress to date 

follows each recommendation.  If follow-up is required, actions to fully implement the 

recommendation are suggested.  

 

1. Ensure that the annual fiscal audit contains a correct calculation of the system’s 

farebox recovery ratio, as required by TDA regulations. 

 

For fiscal year end 2001, the “Financial Statements and Independent Auditors’ Report on 

Compliance with the Transportation Development Act for the Years ended June 30, 2001 and 

2000,” prepared by Borchardt, Corona, & Faeth Accountancy Corporation, was reviewed.  The 

fiscal audit did not include a calculation of the system’s farebox recovery ratio.  The financial 

audit for FY 2002 was being conducted during the time frame of this study and was not available 

for review. 

 

The May 2001 performance audit recommended that implementation should be a “City of 

Corcoran responsibility with assistance from KCAG.”   To date, this performance audit 

recommendation has not been implemented by either party. 

 

Actions Required to Fully Implement Recommendation:   

 

Both the City of Corcoran Finance Director and KCAG Transportation Planner were contacted 

during this study.  The City of Corcoran Finance Director said she would bring the matter to the 

attention of the auditor for the FY 2002 audit.  The Finance Director and Public Works Director 

should review the FY 2002 audit before it is finalized to ensure that the farebox recovery 

calculation is included.  

 

Kings County Association of Governments contracts for the TDA fiscal audits.   KCAG should 

ensure the requirement for the correct calculation of farebox recovery is included in future RFPs 

for fiscal audits. 

 

 

2. Continue to improve system reporting and analysis to ensure that performance goals 

are being met and trends over time are documented on an ongoing basis.  

 

Significant effort has been made to improve system reporting by the Stationmaster.  For our 

analysis, a sample of driver bus logs, daily tally sheets, and monthly summaries by vehicle were 

obtained and reviewed. These documents tallied passengers, vehicle service hours, and vehicle 
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service miles. The reporting system utilized provided an accurate tabulation on the sample day 

and were properly entered into monthly totals.   

 

A few minor discrepancies were noted.  Only one arithmetic error was found on one driver tally 

sheet, where the number of youth passengers on Bus 160 was off by one passenger.  While one 

driver included the time taken for break and lunch, the other driver did not.  The office simply 

subtracted one hour off of the total hours.  The dispatcher should instruct all drivers to correctly 

note when the vehicle is not in service. 

 

The driver tally sheets include revenue vehicle miles as required by the Transportation 

Development Act.   Since buses are parked in the yard, it would be helpful to have an easy 

tracking system such that the mileage is noted in the yard at the beginning of the day, the 

odometer is then read at the first stop (currently “A” on the driver summary form), the odometer 

is read again at the last stop (currently “B” on the driver summary form), and then there is a final 

odometer reading at the yard.  Adding two additional rows for the odometer reading at the yard 

at the beginning of the day and the final odometer reading at the end of the day would provide a 

more accurate accounting for revenue vehicle miles.   Revenue miles would still be “B-A” but 

would provide a check for the dispatcher to make sure that drivers are not including deadhead 

miles into the revenue miles total. 

 

The number of revenue vehicle miles reported for FY 2001 is not consistent with the services 

provided.  There would appear to be an error in how the revenue miles were tabulated.  Also, the 

farebox receipts for the Amtrak subsidy do not seem to correspond to passenger counts between 

FY 2001 and FY 2002.  These discrepancies in the annual statistics reports were pointed out to 

the Director of Public Works and the Stationmaster.  While both agreed that the numbers were 

out of line with service levels provided, the source of the likely errors could not be located.  

 

Finally, in the Transit Operators Financial Transaction Report provided to the State Controller’s 

Report for FY 2002, the Finance Director inadvertently utilized “depot” hours instead of total 

revenue hours in the report provided by the Stationmaster.     

 

Actions Required to Fully Implement Recommendation: 

 

Overall, a good system is in place to properly report performance trends.  However, there needs 

to more care in tabulating and utilizing numbers for the annual State Controller’s Report. The 

Director of Public Works should review the final numbers and conduct a common sense reality 

check with numbers reported in previous fiscal years before the State Controller’s Report is 

finalized.  He should also check source numbers provided by the Stationmaster to ensure they are 

properly compiled.  This step of double-checking will help to reduce the number of discrepancies 

in the numbers reported.   

 

 

 

 

 



City of Corcoran Transit Study                                                                                  April. 2003 

                                                                                                                                  Final Report 

 

 

Transit Resource Center                                                                                                               2-3 

 

3. Develop an interim update to the Transit Development Plan to incorporate the 

recently expanded system.  Update performance standards to reflect present 

operations. 

 

The results of this study will produce the information necessary to prepare an update to the 

Transit Development Plan. 

 

Action Required to Fully Implement Recommendation:  See Chapter 3 for recommended 

performance standards.     

 

4. Continue to improve fleet maintenance monitoring by implementing computer-based 

vehicle record keeping. 

 

The performance audit rationale for this recommendation was that “it’s important to keep 

accurate and timely maintenance records, particularly those related to safety inspections of the 

vehicles.  Scheduling of on-time preventive maintenance should be part of the computerization 

established at the city’s corporation yard.  While a computer is now available to track this data, 

no software has yet been loaded to begin the electronic tracking.  Every effort should be made to 

implement the system as soon as possible.”  An interview with the shop mechanic responsible for 

vehicle maintenance found that indeed work orders are entered into the computer by staff.  

However, the mechanic reported not receiving any regular output that would provide information 

on the type of preventive maintenance schedule treatment required, whether an oil analysis is 

required, what the results are, etc.  The whole intent of the recommendation is to provide the 

mechanic with maintenance management information.  This recommendation has only been 

partially implemented.  With new buses being delivered, there is a need to formalize the 

computer system to enable the mechanic to effectively monitor the maintenance program. 

 

Action Required to Fully Implement Recommendation:  The Corcoran Transit buses are valuable 

assets.  Many systems throughout California hire a maintenance auditor to randomly check 

maintenance records, and to ensure that preventative maintenance and other repairs are 

conducted properly.  This would include a review of oil analysis records and how they are 

utilized.  It may be helpful to have the auditor prepare a protocol on how the mechanic should be 

utilizing the computerized records to ensure that all services are conducted in a timely manner.  

Such a maintenance audit would probably cost $3,500 the first year and $2,000-$2,500 every 

year thereafter.    

 

 

5. Develop a bilingual system brochure that provides local residents and visiting 

persons with schedules, fares, phone numbers, etc. 

 

No progress has been made on this recommendation.  This is an identified need that should be 

addressed in the near future.  

 

Action Required to Fully Implement Recommendation:  See Chapter 4 for recommended 

guidelines on developing the marketing brochure.    
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6. Set up a simple form for recording and tracking complaints. 

 

The City of Corcoran has developed a “User/Complaint” form that is available on the buses and 

also at City Hall.  The dispatcher receives the complaint or comment and reviews them with the 

Director of Public Works.  This recommendation has been fully implemented and no further 

actions are recommended. 

 

7. Review transit program staffing needs to ensure availability of sufficient personnel 

without depending on volunteers and job training assignees.    

 

The performance audit rationale for this recommendation was:  “As pointed out earlier (in the 

performance audit), many of the day-to-day jobs needed to keep the system functioning are 

carried out by temporary and short-term employees or volunteers.  With the system expanding 

and a possible fixed-route service being added to the program, the auditor is recommending that 

a thorough staffing review be undertaken to determine exactly how much of the day-to-day 

operation is being staffed by non-permanent and/or non-city employees, and then evaluate 

possible current and future personnel needs if these part-time and temporary individuals were not 

available.” 

 

The City of Corcoran should be complemented for leveraging available resources to provide 

sufficient transit staffing.  The Stationmaster is clearly in charge of the operation and is able to 

utilize Welfare to Work job trainees for simple dispatching duties and data entry work.  Staffing 

of the dispatch center appears to be appropriate to the size of the operation.  No further actions 

are recommended 

 

8. Designate one overall system administrator for day-to-day system management, 

including reporting and system monitoring. 

 

The performance audit rationale for this recommendation was:  “Since the city’s transit program 

has expanded over the last two to three years, additional staff has been added to manage and plan 

for the new operations.  With this expansion, it appears that there has been an increase in 

fragmentation of management duties, which could have a detrimental effect on overall system 

efficiency.  Several individuals are now involved with both establishing operating policy as 

needed, and gathering data and producing operating statistics.  These include the transit 

depot/station manager, the streets and grounds superintendent, the finance director, and public 

works director.” 

 

The consultant interviewed all personnel mentioned above.  There appears to be a very 

reasonable division of labor in managing the day-to-day operations as well as the long-range 

needs of the system.  The Stationmaster is clearly in control of the day-to-day operations of the 

system.  The Streets and Grounds Superintendent provides necessary back-up support for 

problem resolution, handling of complaints and being a liaison between the Stationmaster and 

the mechanic for keeping vehicles properly maintained.  The Finance Director handles all 

accounting of ticket sales, prepares the annual State Controller’s Report and handles the annual 
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fiscal audit.  The Director of Public Works has harnessed the necessary resources to ensure a 

high quality of service for Corcoran Transit.  He has been very proactive in writing, receiving, 

and administering grants to procure new vehicles, and expanding facilities to meet the long-term 

needs of the system.  In practice, the Director of Public Works serves as the overall transit 

administrator.  

 

In rural cities like Corcoran, transit administration is often a team effort, with various functions 

handled by existing city staff.  The intent of this recommendation has been fully implemented 

and no further actions are recommended. 

 

 

9. Develop a written no-show policy to minimize system down time and maximize 

productivity. 

 

No written no-show policy has been developed.  However, in practice, when there are no-shows, 

the Stationmaster does follow-up with the person after a second no-show.  Repeat offenders will 

have their service privilege suspended.  The intent of the recommendation has been 

implemented, but still needs to be formalized. 

 

Action Required to Fully Implement Recommendation:  A written policy on no-shows should be 

developed that can be consistently monitored and administered.  
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3.  PERFORMANCE TRENDS AND STANDARDS 

 

This chapter evaluates the performance trends of both the Dial-A-Ride (DAR) and Amtrak 

subsidy program.  It then recommends future performance standards that can be utilized in 

monitoring ongoing performance.     

 

PERFORMANCE TRENDS 

 

Exhibit 3-1 gives the base statistics for the Corcoran Transit services between FY 1998 and FY 

2002.  The number of passengers on both the Amtrak subsidy program and DAR services has 

collectively increased from 37,134 in FY 1998 to 48,496 in FY 2002, an increase of almost 31%.  

During this same period, the vehicle service hours on the DAR system increased by almost 60%.   

Thus, service over the five-year period increased at a rate double that of demand.    

 

The overall expansion of services has more than doubled the cost of the Transit Program, which 

includes both the Amtrak subsidy program and DAR services. Operating costs have increased 

from $158,000 in FY 1998 to $389,000 in FY 2002.  On the revenue side, total fare revenues 

have more doubled, from $22,000 in FY 1998 to $55,000 in FY 2002.  The main subsidy source 

for transit in Corcoran is the Transportation Development Act Local Transportation Fund (LTF).   

The use of LTF funds increased from $131,000 in FY 1998 to $408,000 in FY 2002.  All 

available LTF money now goes for transit purposes.  In earlier years, the balance of LTF funds 

was utilized for streets and roads projects.  State law requires that LTF funds be utilized by 

transit first unless there are no unmet needs that are reasonable to meet.  

 

The costs and revenues shown in Exhibit 3-1 are in the same format as the May 2001 

performance audit for consistency purposes.  However, it should be noted that while the total 

transit program costs are accurate, the City of Corcoran does not currently track the total costs 

for the Amtrak subsidy program.  Only the costs of the tickets themselves have been included.  

Historically, the total operating expenses utilized for DAR have included all administration costs, 

including those of selling and administering the Amtrak subsidy program.  Therefore, the DAR 

operating costs have historically been overstated and the Amtrak ticket subsidy program 

understated.  With the increased staffing at the Amtrak depot, the historical method of separating 

out costs has become even more skewed.  The Stationmaster, for example, currently divides her 

time between the Amtrak subsidy program and the DAR program.  However, all salaries have 

historically been lumped together in the City of Corcoran budgeting process.  In many cases, as 

will be pointed out in the evaluation of performance trends, the decline in DAR program 

performance statistics is more the result of a lack of allocating costs between programs than a 

decline in performance.   
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Exhibit 3-1 

BASE STATISTICS      

      

 FY 1997-98  FY 1998-99 FY 1999-00 FY 2000-01 FY 2001-02 

OPERATIONS      

Total Passengers      

Corcoran DAR 29,447 26,150 32,159 41,036 37,320 

AMTRAK subsidy program 7,687 7,098 6,638 10,155 11,176 

      

Dial-A-Ride (DAR)      

Vehicles 2 3 3 3 4 

Vehicle service miles 37,279 37,920 42,907 55,588 38,061 

Vehicle service hours 3,564 3,287 4,038 4,762 5,731 

      

REVENUES      

Operating Revenues      

Farebox receipts: DAR $     8,813 $    14,958 $    20,071 $   23,550 $   25,992 

Farebox receipts: AMTRAK $   13,452 $    16,056 $    17,121 $   31,545 $   20,774 

Total Farebox Revenues $   22,265 $    31,014 $    37,192 $   46,767 $   55,096 

      

Non-Operating Revenues      

FTA Section 5311 $   11,774 $    13,598 $    20,412 $   33,427 $   39,838 

LTF Funding $ 131,115 $   100,342 $  208,003 $ 378,042 $  408,107 

State Transit Assistance $   19,101 $    26,879 $    32,000 $   32,723 $          - 

Interest/Misc. $          - $           - $     3,526 $     3,400 $     5,298 

Total Non-Operating Revenues $ 161,990 $   140,819 $  263,941 $ 447,592 $  453,243 

      

TOTAL REVENUES $ 184,255 $   171,833 $  301,133 $ 494,359 $  508,339 

      

EXPENSES      

Transit Program $ 158,052 $   140,401 $  232,640 $ 342,501 $  388,826 

Less  Depreciation $     9,044 $      9,900 $     8,367 $     8,367 $   35,843 

Less  AMTRAK cost of tickets $   38,600 $    44,741 $    50,340 $   63,380 $   58,139 

Total Operating Expenses $ 110,408 $    85,760 $  173,933 $ 270,754 $  294,844 

Operating Expenses Used in $ 149,008 $   130,501 $  224,273 $ 334,134 $  352,983 

Farebox Calculation for system      
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Exhibit 3-2 

Performance Indicators 

 

 FY 1997-98  FY 1998-99 FY 1999-00 FY 2000-01 FY 2001-02 

System      

   Farebox recovery ratio(total system) 14.9% 23.8% 16.6% 14.0% 15.6% 

      Farebox recovery ratio: DAR 8.0% 17.4% 11.5% 8.7% 8.8% 

      Farebox Recovery ratio: AMTRAK 34.8% 35.9% 34.0% 49.8% 35.7% 

Dial-A-Ride Performance      

   Operating cost per veh.ser. hour*  $     30.98   $      26.09   $     43.07   $     56.86   $     51.45  

   Operating cost per veh.ser. mile*  $       2.96   $        2.26   $       4.05   $       4.87   $       7.75  

   Passengers per vehicle ser. hour         8.26          7.96        7.96        8.62         6.51 

   Passengers per vehicle ser. mile           0.79              0.69             0.75            0.74            0.98  

   Operating cost per passenger trip  $       3.75   $        3.28   $       5.41   $       6.60   $       7.90  

   Subsidy per passenger trip  $       3.45   $        2.71   $       4.78   $       6.02   $       7.20  

   Average fare  $       0.30   $        0.57   $       0.62   $       0.57   $       0.70  

Amtrak subsidy performance      

   Operating cost per passenger trip  $       5.02   $        6.30   $       7.58   $       6.24   $       5.20  

   Subsidy per passenger trip  $       3.27   $        4.04   $       5.00   $       3.13   $       3.34  

      

*Excludes vehicle depreciation      

 

 

PERFORMANCE STANDARDS 

 

The DAR and Amtrak subsidy programs are designed to meet the transit needs for the residents 

of Corcoran.  Chapter 4 includes a discussion of transit needs.  Since financial resources are 

limited, it is important to have performance measures to evaluate how effectively and efficiently 

services are delivered.  It is recommended that the City of Corcoran adopt six performance 

indicators for tracking services:    

 

 Operating cost per hour 

 Operating cost per passenger 

 Passengers per vehicle service hour 

 Farebox recovery ratio 

 Subsidy cost per passenger trip 

 On-time performance 

 

The first three indicators are required by the Transportation Development Act (TDA) for all 

transit operators that utilize TDA funds.  A discussion of each of the recommended performance 

indicators and standards is presented below.   

 

Operating cost per vehicle service hour measures cost efficiency in terms of the cost required to 

deliver an hour of service.  This performance standard is only applicable to DAR services.   

Operating cost per hour has increased from $30.98 in FY 1998 and peaked in FY 2001 at $56.98 
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per hour.  In FY 2002, the operating cost per hour dropped to $51.45 per hour.  For a local 

intracity service, this performance indicator is at the high end of City operated services.  The 

following are examples of FY 2001 operating costs for six local transit services.  The average for 

the six transit systems is $42.50 per vehicle service hour. 

 

  Operating  

  Cost/hr.  

Hanford  $     45.22  

City of Tracy  $     48.37  

Santa Maria  $     44.97  

SLO Transit  $     41.27  

Yuba-Sutter Transit  $     40.15  

City of Lodi  $     35.00  

   

 

 

The staffing of the Corcoran train depot is one reason why Corcoran unit costs are higher than 

other small city-operated systems. The City of Corcoran does not account separately for 

Stationmaster time, for example, between the DAR and the Amtrak subsidy program.  The 

recommended standard is $48.00 per vehicle service hour with annual increases not exceeding 

Consumer Price Index for the Corcoran area.  The $48.00 per vehicle service hour standard 

would likely be met if the Stationmaster’s time was allocated between the Amtrak subsidy 

program and the DAR program.     

 

Operating cost per passenger trip is a measure of cost-effectiveness.  The cost per passenger trip 

for DAR has increased from $3.75 in FY 1998 to a peak of $8.62 in FY 2001.  The cost per 

passenger trip dropped to $7.90 in FY 2002.  The increase in cost per passenger trip is associated 

with increased labor costs in staffing the Corcoran depot.  As mentioned previously, these costs 

are not currently delineated between the two programs.  If they were, the standard would be 

approximately the FY 00 performance $5.41 per passenger trip, adjusted for inflation. A standard 

of $6.00 per passenger trip is a reasonable standard.  The standard should be increased by the 

Consumer Price Index each year.   

 

The operating cost per passenger trip for Amtrak service was $5.02 in FY 1998 and increased to 

$5.20 in FY 2002 with a peak of $7.58 in FY 00.   The operating costs for the Amtrak service are 

limited to just the ticket purchase costs and do not include any administrative time for selling 

tickets and administering the program at the depot.  If costs were allocated between the 

programs, the operating cost per trip would likely be closer to $6.50 per passenger trip.  This is 

the recommended standard  

 

Passengers per vehicle service hour measures productivity.   Passengers per vehicle service hour 

is more readily understood as the number of passengers boarding in an hour of service.  In FY 

1998 to FY 2000, performance remained fairly steady at 8 passengers per hour.  With the 

expansion of services, the productivity dropped to 6.5 passengers per hour in FY 2002.  For a 
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general public DAR, 8 passengers per hour is considered excellent and 6.5 is about average.  The 

recommended performance standard is 7.0 passengers per hour.    

 

Systemwide farebox recovery has declined from 23.8% in FY 1999 to 15.6% in FY 2002. 

DAR farebox recovery is most responsible for this decline.  DAR farebox recovery ratio was 

17.4% in FY 1999 and declined to 8.8% in FY 2002.  As mentioned previously, the DAR 

farebox recovery figure would actually be higher if Amtrak ticket sales were allocated to the 

Amtrak subsidy program.  

  

The systemwide farebox recovery ratio required by the Transportation Development Act is 10%.  

The last Transit Development Plan (TDP) established a systemwide objective of 16%.   This 

remains a reasonable standard.   However, it is recommended that the DAR service meet the 

TDA required 10% on its own.    
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4. OPERATING AND MARKETING PLAN 

 

 

This chapter provides information on: 

 

 Indicators of transit need in Corcoran 

 Operations assessment and plan 

 Fare analysis 

 Marketing brochure guidelines 

 

 

TRANSIT NEEDS 

 

The findings and commentary presented here are based on observations during a site visit 

November 12-14, interviews with DAR and Amtrak passengers, interviews with key 

stakeholders, and a review of Census information. 

 

Existing ridership on Corcoran Transit DAR service consists of youth, seniors, disabled 

individuals, and residents without access to an automobile.  This is typical for a rural small town.   

These residents are dependent on the DAR service for traveling to and from daily activities.  

 

The existing youth market consists primarily of students taking the bus to and from school and to 

the Police Athletic League.  About 25 students utilize the bus on a regular basis.  According to 

the Census, there are 2,973 youth aged 5-19 in Corcoran.  This is a transit market segment with 

additional potential. 

 

Corcoran Transit provides transit service to the senior nutrition program.  Informal discussions 

were held with seniors on the bus and they were all very happy with the transit services provided.  

Several utilize Corcoran Transit for other trips and depend on the service for their transportation 

needs.  According to the 2000 Census, there are 774 seniors in Corcoran. 

 

Of the 2,772 households in Corcoran, 10.7% do not own an automobile.  Many of the residents 

of these household depend on public transportation services for their daily activities.  An 

interview was held with a regular user of the DAR service who does not own a car.  He is 

extremely appreciative that the DAR service is available.  He not only utilizes the service for 

trips within Corcoran, but also transfers from DAR to the Amtrak train for meetings in Hanford.  

Because almost 300 households in Corcoran do not have an auto, the demand for local transit 

service will continue to be strong.       

 

The other main transit market that is unique to Corcoran is people traveling to and from the two 

prisons.  According to the Community Resource Manager for the prisons, Corcoran I has an 

inmate population of 5,000 and Corcoran II has a population of 7,000 inmates.  The 2000 Census 

reports that 4,927 residents live in institutionalized group quarters, which is substantially below 

the inmate population reported by prison officials.  The combined employment at the prisons is 

4,700. Additionally, there are many visitors to the prisons.  While the prisons have a van that 
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provides transportation for the 350-450 visitors to and from the Amtrak station from Thursday 

through Sunday.   The Corcoran DAR service provides additional transportation to visitors who 

might stay in local Corcoran hotels during their visit. The prison van only provides service to and 

from the train station and does not provide service to Corcoran hotels. A limited number of 

visitors are allowed into the prisons on Tuesdays and Wednesday, when the prison van is not 

operating.  The prison van also does not operate on holidays.    

 

An unserved market that Corcoran Transit should explore further is a lunch-time shuttle between 

the prisons and Corcoran restaurants.  Currently, many Corcoran administrative staff use 

vanpools and carpools for travel between home and work at the prisons.  According to the 

Community Resource Manager, many of these employees would travel to Corcoran restaurants if 

transportation were available.  An organized program that would enable employees to order 

lunch before departing the prison would allow the employees to travel to and from Corcoran 

restaurants on their one-hour lunch break.       

 

OPERATIONAL ASSESSMENT AND SERVICE PLAN RECOMMENDATIONS 

 

Overall, the City of Corcoran does an excellent job in meeting the local transit needs for its 

citizens.  While the dispatching operation is very simple, it seems to be quite responsive to the 

needs of residents.  As one passenger put it, Corcoran Transit personnel are “very caring” people.  

Observations during the site visit confirmed this.  The productivity of 6.5 passengers per hour 

also demonstrates that dispatchers are continually grouping trips.  Good productivity and good 

customer service are often difficult objectives to simultaneously achieve.  The Stationmaster and 

other staff have done an excellent job in being able to efficiently and effectively meet the transit 

needs of Corcoran residents.  

 

Given the overall positive operational assessment, there are several constructive suggestions for 

improving operations even more.  These recommendations are really meant to enhance existing 

services; there is no need to make wholesale changes.     

 

 During the site visit, one of the buses the consultant Project Manager rode on during the 

morning had not been swept at the end of the shift the previous day.  There was loose 

trash and dirt that did not provide the type of customer-friendly image that Corcoran 

Transit is trying to achieve.  Arrangements need to be made to ensure that all buses are 

properly cleaned at the end of the shifts. 

 

 The radio equipment being utilized by the City of Corcoran is not working properly.  The 

system needs to be upgraded or replaced, as a top priority.   New buses with continual 

static on the radios do not provide the type of communication that is needed between the 

base station and the drivers for an efficient DAR operation. 

 

 It is natural in small-town operations for drivers to sometimes prefer some passenger over 

others. There is often a subtle difference in how passengers are treated, such as 

accommodating requests for mid-trip stops at a drug store, for example, on the way 

home.  It is important that all passengers receive the same treatment, despite any 
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preference a driver might have.  This is a management and supervision issue that the 

Stationmaster can easily monitor over time.  

 

 Arrangements have been made with a trainer for the required annual in-service training.  

Safety videos are also provided on a regular basis.  Corcoran Transit is essentially 

meeting the minimum training requirements.  In order to maintain the high-quality 

service and to treat all passengers equally, supplemental training is suggested.  Each 

quarter, the Stationmaster should take different aspects of the operation, such as 

defensive driving, passenger relations, radio communications, cash handling, emergency 

response, dispatching, and organize a 2-hour in-service training session.  This will help 

the Stationmaster to formulate more definitive expectations of drivers and formalize 

some of the policies.  Some of these sessions may need to involve the contract trainer, 

while other sessions she should be able to conduct herself.    

 

 Dispatching in a small town like Corcoran is an art with the constant need to balance the 

competing objectives of customer service and good productivity, as mentioned 

previously.  As suggested in Chapter 3, there is an objective to boost overall productivity 

from 6.5 passengers to 7.0 passengers per hour.  It would be helpful for the Stationmaster 

to set up a ride board that shows how each of the vehicles is being utilized at any given 

hour. This will help the dispatchers to be able to visualize where and how trips can be 

inserted.   It is recommended that a trainer be hired to come on-site and help the 

Stationmaster tailor a board system that works best for her and other dispatchers. It is 

suggested that the training be a collaborative effort, and simply not a “how-to” 

instruction.  A new and improved system could be implemented over a three-day period 

if enough advanced planning with the trainer is incorporated.       

 

 Fares are not posted on the buses and they should be.    

 

 Finally, some of the Corcoran City Council members interviewed during this study are 

not sufficiently aware of the important transit services that are being provided.  Every 

year, Corcoran Transit staff should organize a Transit Appreciation Day, when all transit 

fares within Corcoran are free.  The day should be scheduled on the same day as a City 

Council meeting.  3-4 passengers should be asked to speak at the Council meeting on 

why the DAR and Amtrak subsidy program is important to their lives.   As City Council 

members change, this annual event will promote awareness as to the importance of public 

transportation.    

 

Vehicle hours should be added to the DAR service only if they contribute to the 7 passengers per 

hour standard.  In many cases, experimentation such as the fixed-route service is warranted, with 

the willingness to pull the plug if performance standards are not met.   

 

Adding a fourth vehicle to provide supplemental service to the prisons for a lunch shuttle is a 

good example of an identified need that should receive a 6-month trial.  At the end of six months,  

an evaluation should be conducted to determine if the new service is achieving the 7 passenger 

per hour standard.   If the trend is positive and it looks like ridership will eventually achieve the 
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standard, then the service should be continued.  The following are the steps required to set up the 

trial program.  The suggested program would be a collaborative effort among the prisons, the 

City of Corcoran and the Corcoran Chamber of Commerce. 

 

 Contact the prisons’ Community Resource Manager to establish the protocol for the trial 

program.  This should involve two different sack lunch meetings with potential users of 

such a system to receive direct input.  These meetings should explore where employees 

want to go, how the trip can be accomplished within the one hour allocated for lunch 

breaks (for example, providing the lunch orders by cell phone on the bus as they leave the 

prison, with the bus equipped with a cell phone for this purpose), how many and which 

days of the week the service should be provided, and how the program should be 

advertised within the prisons.  

 

 A second meeting should be held with the Chamber of Commerce and representatives of 

the restaurants to solicit participation in the program.  The lunch shuttle will only work if 

the prison employees have a very high degree of confidence that they will be served 

promptly and can return to work in a timely manner.  Restaurants may or may not be able 

to make this accommodation, and if not, then the service should not be tried. 

 

 Develop a very simple memorandum of understanding that can be initialed by prisons’ 

Community Resource Manager, participating restaurants, and the Corcoran Public Works 

Director.  The purpose of the MOU is to explicitly set forth the roles and responsibilities 

of the demonstration program and to make it clear that service will only continue after the 

demonstration phase if demand is sufficient.    

 

 Hire a graphic artist to develop a promotional brochure that would be distributed to the 

prisons and participating restaurants two full weeks before the demonstration phase 

begins.      

 

 

At the end of this chapter, guidelines for the development of a marketing brochure for all 

Corcoran Transit services are provided.  With improved communication of the availability of 

services, and assuming the lunch shuttle is successful, then Corcoran Transit will need to have 

four vehicles in service during peak periods on weekdays and two vehicles on Saturdays. 

 

The costs and needed revenues for this expanded level of service are provided as the expanded 

service base case in Chapter 5. 
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FARE ANALYSIS 

 

The purpose of this analysis is to evaluate the existing fare structure for both the Dial-A-Ride 

and Amtrak subsidy programs.   

 

Fares provide a revenue source to partially offset the operating cost of the City of Corcoran 

service.  The performance measure typically utilized to measure how much fares are contributing 

towards operating costs is farebox recovery ratio.  Farebox recovery ratio (FBR) is simply the 

amount of fares collected divided by operating costs. In this analysis, the term “systemwide” is 

the combined farebox recovery ratio of the Amtrak subsidy program and DAR services.  The 

systemwide goal is 16% FBR with the DAR service having a 10% FBR as a stand-alone service. 

 

Dial-A-Ride Fare Analysis 

 

The following is the existing fare structure for the DAR service. 

 

 $1.00 base fare 

 $25 for 30-ride ticket   

 Seniors free 

 Fixed-route free 

 

There does appear to be a need to revisit the DAR fare structure in order to reverse the decline in 

the farebox recovery ratio.  The DAR farebox recovery ratio was 17.4% in FY 1999 and declined 

to 8.8% in FY 2002.  As costs for staffing the Depot have increased, the overall operating costs 

have increased without any offsetting increase in fare revenues.    

 

In interviews with Corcoran Transit staff, the rationale for having the fixed-route passengers ride 

for free was to encourage utilization.  Even with free fares, the experimental fixed-route service 

did not attract sufficient ridership.  The two remaining fixed-route runs have reasonably good 

ridership.   

 

The policy of having seniors ride free has been in place since DAR services began.  In most 

areas around the state the fare for seniors is 50% of the base fare.  With the Corcoran Transit 

base fare being $1.00, the senior fare would be $.50.     

 

In order to bring the farebox recovery ratio up to 10%, it is recommended that a minimum fare of 

$.25 be introduced for both seniors and the fixed-route service with the goal of reaching $.50 

over a three- year period.  Implementing a fare increase in steps reduces the potential financial 

hardship and allows the City of monitor the farebox recovery ratio to see if it meets the 10% 

standard.  Senior and fixed-route fares would increase to $.35 in FY 2004 and $.45 in FY 2005 

and finally to $.50 in FY 2006, if farebox recovery ratio objectives are not met.      

 

A day pass should be introduced that allows passengers to pay once a day.  A day pass allows 

unlimited rides on the date of purchase.   The base fare day pass would be sold for $2.00 and the 

senior day pass would be sold for $1.00. 
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Expansion of DAR service hours should also only be implemented if the expansion generates at 

least a 10% farebox recovery return.  Any expansion should be carefully monitored to determine 

if it contributes its fare share of farebox revenue. 

 

Amtrak Subsidy Program 

 

Corcoran began a program in August 1990 of subsidizing Amtrak tickets for area residents 

desiring travel to and from Hanford.  A normal round-trip ticket purchased from Amtrak for 

adults is $14.00.  The one-way ticket price is $7.00.  The City of Corcoran purchases one-way 

tickets for $6.50.  Seniors and students can purchase one-way tickets between Hanford and 

Corcoran for $5.95 with proper identification.  The City of Corcoran subsidizes the tickets  such 

that all Corcoran residents pay $4 for a one-way ticket and $5.00 for a round-trip ticket. The City 

of Corcoran also sells tickets to County agencies serving Corcoran residents (e.g. welfare-to-

work) for $9.00 for a round-trip.    

 

Amtrak sells a 10-ride ticket to the public for travel between Corcoran and Hanford for $36.   

The City of Corcoran purchases the tickets for $35, and sells the tickets for $16.00.  The ticket is 

only good for a period of 45 days.  The City of Corcoran buys small batches of tickets for public 

sale.  A resident could, for example, buy a 10-ride ticket 15 days after the purchase date, so that 

the 10-ride tickets are good for a 30-day period and not the 45-day period.       

 

 Performance Trends 

 

In accounting for ridership, the City of Corcoran adds up all one-way ticket sales.  It is assumed 

that riders who purchase the 10-ride ticket ride the train all ten times.  As shown in Exhibit 4-1, 

Amtrak ridership has grown from 7,687 in FY 1997-98 to 11,176 in 2001-02.  With the 

exception of FY 2000-01, the farebox recovery ratio has been a steady 34-36% over the years.    

The passenger subsidy per trip was $3.34 in FY 2001-02.      

 

Exhibit 4-1 

Amtrak Subsidy Program Trends 

 

 

Annual Statistics FY 1997-98  FY 1998-99 FY 1999-00 FY 2000-01 FY 2001-02 

    Passenger trips          7,687           7,098           6,638         10,155       11,176  

    Farebox receipts  $    13,452   $    16,056   $     17,121   $    31,545   $   20,774  

    Operating Costs  $    38,600   $    44,741   $     50,340   $    63,380   $   58,139  

Amtrak subsidy performance      

    Farebox recovery ratio 35% 36% 34% 50% 36% 

    Operating cost per passenger trip  $       5.02   $        6.30   $        7.58   $       6.24   $      5.20  

    Subsidy per passenger trip  $       3.27   $        4.04   $        5.00   $       3.13   $      3.34  
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 Ticket Subsidy Analysis 

 

Exhibit 4-2 provides an evaluation of the farebox recovery, cost per trip, and subsidy per trip for 

one-way and round-trip tickets. According to the Stationmaster, the City of Corcoran sells the 

same full price tickets to all passengers.  While it is not known how many tickets are sold to 

seniors and students, the City is actually paying 9% more for the ticket than the seniors or 

students would pay on their own.  The farebox recovery ratio for one-way tickets is 62%, 

compared to 38% for a round-trip ticket.  The subsidy per one-way trip is $4.00 for a round-trip 

purchase compared to $2.50 for a one-way trip. 

 

 

Exhibit 4-2 

One-way and round-trip ticket analysis 

 

 Adult Senior Student 

One-way    

  Amtrak Purchase $7.00  $5.95  $5.95  

  City of Corcoran Purchase $6.50  $6.50  $6.50  

  Pct. Discount 7% -9% -9% 

   Corcoran Resident Price $4.00  $4.00  $4.00  

  Pct. Resident Discount 43% 33% 33% 

  Corcoran cost/trip $2.50  $2.50  $2.50  

   Farebox recovery ratio 62% 62% 62% 

Round-Trip    

  Amtrak Purchase $14.00  $11.90  $11.90  

  City of Corcoran Purchase $13.00  $13.00  $13.00  

  Pct. City Discount 7% -9% -9% 

  Corcoran price/trip  $    6.50   $    6.50   $    6.50  

  Corcoran Resident Price $5.00  $5.00  $5.00  

  Pct. Discount 64% 58% 58% 

  Corcoran resident fare/trip  $    2.50   $    2.50   $    2.50  

  Corcoran cost/trip  $    4.00   $    4.00   $    4.00  

  Farebox recovery ratio 38% 38% 38% 
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The resident fare drops dramatically to $1.60 per one-way trip if they purchase a 10-ride ticket.  

The farebox recovery ratio is 46%.  The County round-trip tickets for social service agency trips 

is subsidized by Corcoran at $2.00 per trip but has a 69% farebox recovery ratio.   

 

 

Exhibit 4-3 

Ten-Ride and County subsidized tickets 

 

 

Ten-Ride Ticket Pass  

  Amtrak Purchase  $   36.00  

  City of Corcoran Purchase  $   35.00  

  Pct.City Discount 3% 

  City of Corcoran cost/trip  $    3.50  

  Corcoran Resident Price 16 

  Pct resident. discount 56% 

  Corcoran cost/trip  $    1.90  

  Farebox recovery ratio 46% 

County round-trip  

  Amtrak Purchase $14.00  

  City of Corcoran Purchase $13.00  

  Pct. City Discount 7% 

  Corcoran price/trip  $    6.50  

  County Price  $    9.00  

  Pct. Discount 36% 

  County  fare/trip  $    4.50  

  Corcoran cost/trip  $    2.00  

  Farebox recovery ratio 69% 

 

 Comparison with KART fares and subsidies 

 

As a point of comparison, KART fares between Corcoran and Hanford are $3.50 for the general 

public and $1.50 for youth for a round-trip (ticket is actually good all day). The KART 

Corcoran/Hanford commuter service had 10,748 annual trips in FY 2001-02 with a subsidy per 

trip of $2.77.  The highly popular Lemoore/Hanford fixed-route service had 186,924 annual 

passengers and a subsidy per passenger of $1.97.  The subsidy per passenger was lower than 

Corcoran’s subsidy per passenger for the Amtrak service.  On the other hand, two other intercity 

bus services had subsidies per passenger that were much higher than the Amtrak service. The 

KART Hanford-Visalia service had a subsidy per passenger of $12.87.   
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 Findings and Recommendations 

 

The Amtrak subsidy program is highly popular with elected officials and users alike.  Overall, 

the program generates a farebox recovery ratio of 36% and a subsidy per passenger trip of $3.34 

in FY 2002.  One would expect the overall farebox recovery ratio to be higher, since farebox 

recovery ratio, by ticket, ranges from 38% for a round-trip ticket to 69% for the County tickets.   

An explanation as to why the farebox recovery ratio for FY 2002 is lower could not be found. 

 

The subsidy amounts and percentages vary widely depending on the ticket type sold.  The 

program has been in place for a long time and City of Corcoran staff could also not explain the 

rationale for the wide variance in subsidy amounts per one-way ticket sold.  Amtrak does not 

give passengers a discount on round-trip tickets compared to a one-way ticket; in fact, the 

internet price for a round-trip ticket is actually $15.00 compared to $7.00 for a one-way ticket.    

 

Amtrak already provides discounts to seniors, students, and 10-ride tickets.  Therefore, there is 

really not a need for varying subsidy levels for different types of tickets.  It is recommended that 

the City of Corcoran establish a policy for a set discount over the cost of the ticket to Corcoran.  

The discount amount could be 50%, 45% or 40%.  The exception would be for County tickets, 

which should be handled separately. 

 

Exhibit 4-4 

Subsidy alternatives 

  

  One-way Current Resident One-Way Ticket Price 

Ticket Corcoran resident 50% 45% 40% 

Type Price price Discount Discount Discount 

One-way  $    6.50   $    4.00   $    3.25   $    3.58   $    3.90  

Round-trip  $    6.50   $    2.50   $    3.25   $    3.58   $    3.90  

10-ride  $    3.50   $    1.60   $    1.75   $    1.93   $    2.10  

      

 

 

In previous studies, there is reference to the subsidy program being eligible to only low-income 

residents.  Interviews with current staff and city council members did not reveal a desire to limit 

the subsidy program to low-income residents.   Such a limit is extremely difficult to administer 

and is not recommended. 
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DEVELOPMENT OF MARKETING BROCHURE 

 

The City of Corcoran currently provides interested passengers with a 3”X 9” piece of paper that 

includes: 

 Phone numbers for Amtrak, KART, Corcoran Area Transit, and Corcoran Depot. 

 Northbound and southbound Amtrak schedules. 

 Amtrak ticket prices. 

 Corcoran depot hours. 

 

The handout does not give information on the dial-a-ride (DAR) service, reservation policies, 

cancellation polices, the two runs of the fixed route, the boundaries of service, or that Amtrak 

ticket sales are also available at City Hall.    

 

There is a need to introduce new and prospective riders with a positive impression of the services 

available.  It is recommended that the City of Corcoran hire an experienced transit marketing 

professional to design and produce the brochure. The brochure can be low-cost to produce and 

should be designed such that it can be easily updated.   

 

The content of the brochure should include: 

 

 An overview of service provided: DAR and Amtrak services. 

 Eligibility for services. 

 “How-to-Ride” DAR service including advanced reservation policy, office hours when 

reservations can be made, cancellation policy, phone numbers and fares. 

 Map showing the route and schedule for the fixed-route service.  This would include the 

new recommended lunchtime shuttle service. 

 Amtrak subsidy program including fares, purchase locations (Depot and City Hall), 

Amtrak schedule, and hours that tickets can be purchased. 

 Connections:  phone numbers for KART, Amtrak and Orange Belt, Corcoran State Prison 

visitor shuttle. 

 

The brochure should be developed with the same color scheme as the new bus in order to 

provide a consistent identity. 

 

Distribution of Passenger Guide 

 

The passenger guide should be made available at: 

 

 City Hall 

 Corcoran Amtrak Depot 

 Corcoran State Prison visitor centers 

 YMCA 

 DAR buses 


















