Applied Transit Al

Al and the new transit workforce



You can do the unimaginable.

Today.




One simple prompt. Bays-ef-analysis:

I need you to perform a comparative analysis of small Californian transit
agencies (i.e. CALACT members), and their overall operational performance
over the last 5 years based on the NTD file attached. There are two files you see:

1 NTD report with all the data
2 an attendee list

Your job is to provide an overall report summary of all attendees who are here at
the conference by:

1. Pull out all unique transit agencies from the attendee list
2 analyze the data in the spreadsheet for each with a comparative
analysis, including:
1 ridership trends
2 VOMS trends
3. and mode comparison
3. Identify the top 5 CALACT performers per capita (you may have to
research the population)

4 Compare CALACT's aggregate region against the rest of the country
average
5. Summarize this into a powerpoint with the objective, results,

comparative summary of top 5, and a key "insights" that has real
actionable things
6. emphasize the most important takeaway for all CALACT agencies
7. Create a 2-page word doc memo addressed to the CALACT board
about why this matters, and how long it took to pull together

Prioritize completeness and speed over perfection, please.

MEMORANDUM

T0: CALACT Board of Directors

FROM: Kuban Transit Solutions

DATE: June 23, 2026

RE: Five-year operating performance of agencies represented at the CALACT session — and what it argues for

The finding, stated plainly

The agencies that gathered for the CALACT session are not a representative slice of American transit; over the
past five years they have outperformed it. Across the 35 attending agencies for which the Federal Transit
Administration publishes monthly data, ridership grew +89% between 2021 and 2025 — more than twenty
points faster than the +68% recorded across the rest of the country — and that growth was not an artifact of
demand alone, because over the same window these agencies restored service capacity, measured in vehicles
operated in maximum service, by +24% against a national average of +11%. Capacity grew alongside ridership
rather than trailing it, which is the operational signature of a recovery that agencies chose to invest in, not one
that happened to them.

The scale is worth holding in view. The agencies in this room delivered 370.4M passenger trips in 2024 alone,
roughly 4.9 percent of every trip reported to the national monthly module — a share that belies the "small and
rural" framing often applied to CALACT membership, and one that gives this association more standing in the
recovery narrative than its members typically claim for themselves.

How the agencies compare

Ridership growth, 2021-2025 +89% +68% +21pts
Service (VOMS) growth, 2021-2025 +24% +11% +13pts
Bus share of trips (2024) 59% 48% +11pts
Electrified surface transit (LR+TB) 21% 6% +15pts

The mode picture is where the CALACT story diverges most sharply from the national one. Bus carries roughly
59 percent of trips across attending agencies, against about 48 percent nationally, which means the single
highest-leverage investment available to most members is not new infrastructure but the reliability and
frequency of the bus service they already operate. At the same time, electrified surface transit — light rail and
the San Francisco trolleybus network chief among them — accounts for roughly 21 percent of attendee trips
versus about 6 percent for the rest of the country, a zero-emission profile that is both a genuine operational
asset and an underused argument in front of funders who are increasingly conditioning dollars on emissions
outcomes.

Who is setting the pace

Measured by trips per resident in their NTD service area — the cleanest available proxy for how hard a system
works for the population it serves — the top five attending agencies in 2024 were 1) City and County of San
Francisco (196.9); 2) San Francisco Bay Area Rapid Transit District (64.6); 3) Long Beach Transit (20.5); 4) Santa
Cruz Metropolitan Transit District (15.7); 5) San Mateo County Transit District (14.9). The ranking is led,
predictably, by dense urban operators whose service areas concentrate demand, and it should be read as a

measure of intensity rather than of quality; a small demand-response agency and a heavy-
rail district are not playing the same game. One attendee, the City of Commerce, posts a per-resident figure that
would top every list because it runs a zero-fare, casino-funded shuttle over a residenti ion near thirteen

thousand, and we have set it aside as instructive but not comparable.

Why this matters now

The reason to put these numbers in front of the board is timing
outperformance was underwritten in part by federal pandemic relief
that recovered fastest are precisely the ones with the most opera
replaced. The evidence in this analysis points to a single, defensible I
followed service every time it was restored, which makes the ope!
not fare policy — the variable that most directly governs whether th
members grew ridership twenty points faster than the nation wh
defend operating dollars on performance grounds rather than on ne

The recommendation that follows is narrow by design. CALACT shoul
funding its central advocacy position for the coming cycle, and
comparison in this memo — their own recovery against the nation.
case any single agency can make to its city council or county boar
intends to keep doing so.

A note on how this was produced

This memorandum and its accompanying slide deck were assemb
twenty-five minutes, drawing the attendee roster directly from the
against the FTA National Transit Database monthly module, which
2002 through April 2026. Forty attending agencies were identified
the five that did not match are very small municipal operators th
threshold. We flag the speed deliberately: the analysis a board wc
weeks now takes an afternoon, and the constraint on this kind of w
assembling the numbers to the judgment of deciding what to do witf
the board's attention to sit.
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S15k saved in paratransit no-shows

Paul Davis

General Manager & CEO
Tri-State Transportation
Authority, WV
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NTD done
in 2 days!

The impossible is now possible.

Chuck McCarthy

Transit Manager,
Town of Winter Park CO

NTD Tool Final Builds

Hi Stephen,

| wanted to send you an update on the NTD reporting tool. | ended up going down the typical dev
rabbit hole where | fix things until | break them in order to fix them back better lol. The original build
was meant as a tool that | could use to input my data to NTD without having to take weeks going over
data, etc. That worked well but | wanted to see what it looked like if | made it work for EVERYONE
across America, not just the Town of Winter Park. | also noticed that by making things “easier” | was
making an extremely robust tool that, while it was supposed to be user friendly, ended up being more

or less overwhelming.

With that said, | made 2 versions.

Version 1- This is the version for someone who's a first time/uncomfortable NTD reporter. This is a
basic tool where an agency enters all their own data, plus a step by step guide on how/where to enter
things. This guide quite literally, guides people through the process.

Version 2- This is a power user version. This is for someone who's comfortable with Excel and gives the
agency the option of linking their outside workbook with full formula chains throughout, a tab for you

to import your own data to self-populate it through the workbooks, plus a guide on data linking, etc.

NTD_RR20_Power_User_ NTD Reporting Tool First Sample_Agency_Data_H NTD_RR20_Quick_Start_
V7 Time User V8 elpbook V1 Guide_V1



Paddles in days, not weeks

Transit Planner,
Summit Stage, CO
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Three irreplaceable skills.

3. Ability
to Make
it Happen

1. Clarity 2. Quality
of Ideas of Decisions
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1. Clarity of Ideas

Al is an educator
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NotebookLM

One Deep Research prompt:

Please research all the latest FTA changes in
the last 12-18 months, with a specific lens on
what it means for small transit agencies in
California(i.e. members of CALACT).

And one simple video prompt:

Teach aroom of 250 Californian public transit
association professionals (particularly
CALACT members)about the latest FTA
changes. Put it specifically in their terms. "If
you X, then Y matters because...." Distil it
down to the key takeaways where they may
want to dive in more.
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https://protect.checkpoint.com/v2/r01/___https://docs.google.com/file/d/1awqWNpU9ECEBq8dHyktxPrYqnCSC47kx/preview___.YXAzOmNhbGFjdDpjOm9mZmljZTM2NV9lbWFpbHNfYXR0YWNobWVudDpjYmE0Y2Y4ZmZmZjNiOTkxNzljMjRiYjYxY2ZmYTYzZjo3OjNjYTU6ZTgxYTZjNDBiZWJlMDdmNWM3MTUxMDFjNWM4MWQzODk1N2NiZGZlNGZkYjgzZTI0YzUxMjg2YzJhZTIxYzM3ODpwOlQ6Tg
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2026 CALACT Regulatory Survival Guide:

7 \ AR T
( CARB: STATE MAN

If you operate small/rural fleets...

The CARB ICT 25% zero-emission
purchase mandate is now LIVE (as of
Jan 1, 2026) for all new bus buys.

DATES ACCELERATING >%\ | —

If you test for Marijuana...
Federal rescheduling to Schedule Ili
does NOT change DOT prohibitions;
< DOT prohibitions; marijuana
remains a prohibited substance

for all safety-sensitive roles.

Federal Relief vs. State Mandates

If you manage safety reporting...

FTA reporting for Safety Training (PTSCTP)
and Roadway Protection (RWP) has been
slashed from semiannual to annual.

If you buy vans/minivans...

A new 5-year Buy America waiver grants
flexibility for non-ADA vans, though U.S.
final assembly remains mandatory.

If you manage EEO programs...
Circular 4704.1A is withdrawn—formal

EEO program submissions to the FTA
are no longer required, significantly
reducing your paperwork.




2. Quality of
Decisions

Al is a thought-partner
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1483 %0571 Rego TrarT AaTy o TMichigan Active “Ful Reportor Detroit, MT Bus

1484 %0571 Regional Transit Authority of Southeast Michigan Active Full Reporter Detroit, MI SR DO Rall

1485 /85311 City of Cincinnati Active Full Reporter Cincinnati, OH-KY SR PT Rall

1486 B6312 City of Milwaukee Active Full Reporter Milwaukee, Wi SR PT Rall

1487 60001 Boo1 City of Amarillo Active Small Systems Reporter B1927 Amarillo, TX DR Do Bus 1823 1,719 1,878 1,808 1,897 1,839 1,899

1488 B0001 Boo1 City of Amarillo Active Small Systems Reporter B1927 Amarillo, TX MB Do Bus 13209 9944 10,776 12,048 12,342 13261 27,466

1489 0006 %006 City of El Paso Inactive Full Reporter %7253 E1 Paso, TX-NM DR DO Bus 12972 12710 125591 13384 13735 12.793 13,868

1490 o006 Boos City of El Paso Active Full Reporter %7253 El Paso, TX--NM DR PT Bus 2,606 2,180 1,938 2802 2638 2111 2623

1491 Booos Boos City of El Paso Inactive Full Reporter %7253 El Paso, TX-NM DR X Bus

1497 0006 Boos City of El Paso Active Full Reporter 87253 El Paso, TX--NM MB Do Bus 1,180,372 838,979 964,747 818,089 905,443 953,689 950,087

1493 %0006 Boos City of El Paso Active Full Reporter %7253 El Paso, TX--NM MB PT Bus

1494 %0006 Boos City of El Paso. Active Full Reporter %7253 El Paso, TX-NM SR Do Rail

1495 Bo007 Boo7 Fort Worth Transportation Authority Active Full Reporter 2042 Dallas—-Fort Worth--Arli CR PT Rall 78,375 64,771 76,589 62,79 63173 80,804

1496 %0007 Boo7 Fort Worth Transportation Authority Active Full Reporter 2042 Dallas—Fort Worth--Arli DR Do Bus 11,349 10,792 11,553 12308 11,649 12012

1497 [Boco7 Boo7 Fort Worth Transportation Authority Active Full Reporter %2042 Dallas—Fort Worth--Arlii DR PT Bus 17,125 15,249 16,450 16,712 16,892 15,050 16,042

1498 o007 Boo7 Fort Worth Transportation Authority Active Full Reporter %2042 Dallas—Fort Worth--Arlil MB Do Bus 469,884 421,703 483,021 506,306 504,531 454,947 479,530

1499 %Booo7 Boo7 Fort Worth Transportation Authority Active Full Reporter %2042 Dallas—Fort Worth--Arlil MB PT Bus

1500 %0007 Boo7 Fort Worth Transportation Authority Active Full Reporter %2042 Dallas—Fort Worth--Arlil VP PT Bus 40700 36,320 39,102 39,480 43838 38440 426%

1501 %ooos Boos Metropolitan Transit Authority of Harris County, Texas  Active Full Reporter ¥oa20 Houston, TX cB Do Bus

1502 60008 ®oos Metropolitan Transit Authority of Harris County, Texas  Active Full Reporter ¥oa20 Houston, TX cB PT Bus

1503 %0008 Boos Metropolitan Transit Authority of Harris County, Texas  Active Full Reporter ¥oa20 Houston, TX DR Do Bus

1504 %0008 Boos Metropolitan Transit Authority of Harris County, Texas  Active Full Reporter ¥oa20 Houston, TX DR PT Bus 110,360 104,606 109,670 115,396 116,311 109,295 117,940

1505 %0008 Boos Metropolitan Transit Authority of Harris County, Texas  Active Full Reporter Boa20 Houston, TX DR > Bus

1506 %Bo0os Boos Metropolitan Transit Authority of Harris County, Texas  Active Full Reporter ¥oa20 Houston, TX LR Do Rail

1507 60008 %008 Metropolitan Transit Authority of Harris County, Texas  Active Full Reporter Boa20 Houston, TX MB Do Bus 7,022,087 7415501 6,439,350 6635693 6,841,084 6,127.220 6,427,536

1508 %oos Metropolitan Transit Authority of Harris County, Texas  Active Full Reporter ¥o420 Houston, TX mB PT Bus 954412 126,491 1,162,301 1,211,484 1,260,227 1,150,988 1,173,875

1509 %oos Metropolitan Transit Authority of Harris County, Texas  Inactive Full Reporter Ho420 Houston, TX RB DO Bus o

1510 %0008 Boos Metropolitan Transit Authority of Harris County, Texas  Active Full Reporter ¥oa20 Houston, TX P Do Bus

1511 %0008 Boos Metropolitan Transit Authority of Harris County, Texas  Inactive Full Reporter ®o429 Houston, TX VP PT Bus 3740 3617 3513 2464 3426 3533 3573

1512 0009 %009 City of Laredo Active Full Reporter ¥7854 Laredo, TX DR Do Bus

1513 o009 Boog City of Laredo Active Full Reporter H7854 Laredo, TX. MB Do Bus

1514 %0010 oo City of Lubbock Active Full Reporter Big77 Lubbock, TX DR Do Bus 6429 8011 6,201 6270 5943 6,752 6419

1515 %0010 o0 City of Lubbock Inactive Full Reporter B1877 Lubbock, TX DR PT Bus

1516 o010 o0 City of Lubbock Active Full Reporter Bi877 Lubbock, TX MB Do Bus 390474 436,092 371,332 465,588 151,705 90251 77,729

1517 0010 %oto City of Lubbock Inactive Full Reporter B1g77 Lubbock, TX MB PT Bus

1518 o011 Bo11 VIA Metropolitan Transit Active Full Reporter 8580 San Antonio, TX DR Do Bus 45,502 42575 45,644 46,865 46,729 42,846 44,794

1519 Boo11 Bo11 VIA Metropolitan Transit Active Full Reporter 8580 San Antonio, TX DR PT Bus 40,193 37,784 39,868 41,248 42,408 38,360 39,481

1520 %Boo11 Bo11 VIA Metropolitan Transit Active Full Reporter F8ss0 San Antonio, TX DR > Bus

1521 %0011 %ot1 VIA Metropalitan Transit Active Full Reporter 778580 San Antonio, TX MB Do Bus 3,146,207 2,932,046 3115208 3,350,362 3,261,581 2,892,327 2,856,746

1522 %oot1 o1t VIA Metropolitan Transit Inactive Full Reporter W80 San Antonio, TX RB Do Bus

1523 Boo11 ®ot11 VIA Metropolitan Transit Active Full Reporter 8580 San Antonio, TX VP PT Bus

1524 o012 o2 City of Waco Active Full Reporter B1027 Waco, TX DR Do Bus

1525 10012 Bo12 City of Waco Active Full Reporter B1027 Waco, TX MB Do Bus

1526 B0013 o013 City of Port Arthur Active Small Systems Reporter ooa3 Port Arthur, TX DR Do Bus 1583 1473 1,827 1,632 1,637 1,377 1,600
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Regional Transit Authority of Southeast Michigan
City of Cincinnati

City of Milwaukee

City of Amarillo

City of Amarillo

City of El Paso

City of El Paso

City of El Paso

City of El Paso

City of El Paso

City of El Paso

Fort Worth Transportation Authority
Fort Worth Transportation Authority
Fort Worth Transportation Authority
Fort Worth Transportation Authority
Fort Worth Transportation Authority
Fort Worth Transportation Authority
Metropolitan Transit Authority of Harris County, Texd
Metropolitan Transit Authority of Harris County, Texd
Metropolitan Transit Authority of Harris County, Tex3
Metropolitan Transit Authority of Harris County, T
Metropolitan Transit Authority of Harris County, Texd
Metropolitan Transit Authority of Harris County, T
Metropolitan Transit Authority of Harris County, Texd
Metropolitan Transit Authority of Harris County, Texd
Metropolitan Transit Authority of Harris County, T
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City of Laredo
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City of Lubbock
City of Lubbock
City of Lubbock

City of Lubbock
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City of Waco

City of Waco F TR d s
City of Port Arthur Active Small Systems Reporter o993 Port Arthur, TX DR Do Bus 1,583 1473
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1878 1,808 1,807 1,839 1899
10776 12048 12342 13.261 27,466
12,501 13,384 13735 12793 13868
1,938 2802 2638 2111 2623
964,747 818,089 905,443 953,689 959,087
76,589 68,920 6279 63,173 80,804
1,553 11,895 12308 11,649 12012
16450 16712 16892 15,050 16,042
483,021 506,30 504,531 454,947 479530
39102 39,480 43838 38440 426%
109670 115,396 116,311 109295 117,940
6,439,350 6,635,693 6,841,084 6,127,220 642753
1,162301 1,211,484 1,269.227 1,150,088 1,173,875
3513 2464 3426 3533 3573
6291 6270 5943 6752 6419
371,332 465,588 161,708 90251 7729
45644 46,865 6,729 42,846 44794
39,868 41,248 42,408 38,360 39481
3115208 3,350,362 3261581 2892327 2,856,746
1527 1,632 1,637 1377 1600
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Q2 STRATEGY
UPDATE

Driving growth. Delivering impact.

May 14,2024

[¥] NORTHFIELD

PARTNERS
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Let's keep up the great work
~The Ststegy & Operions Team

Al is an executor TV
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Al makes you faster. Not better.




Al makes you faster. Not better.

YOU make you better.




Individual before Organizational.
)

PHASE 1 PHASE 2 PHASE 3 PHASE 4 PHASE 5

Al-Aware Al-Literate Al-Leader Al-Executive Al-Native

Free tools. Thinking tools. Multiple tools. Centralized tools. Centralized data.
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Al Task Force

Operations Planning Finance Admin/HR Maintenance IT

C-Suite

Directors

Managers

Staff
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Start with a Capstone project..
Individual Leadership )

PHASE 1 PHASE 2 PHASE 3 PHASE 4 PHASE 5

Al-Aware Al-Literate Al-Leader Al-Executive Al-Native

Free tools. Thinking tools. Multiple tools. Centralized tools. Centralized data.

POSSIBLE - Update employee manuals « Procure microtransit « Create data dashboard
« NTD reporting » Paddle creation » Grant writing
CAPSTONES

Select a strategic initiative for your launchpad capstone.

SEEEEEE——




Get these tips
and more

Join the TransitGPT community
and share your feedback!
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