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CONTRACTING FOR AFTER-HOURS JARC SERVICE 
Bay Metro Transit, Bay City, Michigan 

 

SUMMARY OF THE STRATEGY:   

Under the Job Access and Reverse 
Commute (JARC) program, Bay Metro 
Transit contracts with a private operator to 
transport individuals to and from work 
after regular Bay Metro Transit hours.  
 
DETAILED DESCRIPTION:   

Bay Metropolitan Transportation Authority 
(Bay Metro Transit) contracts with a private 
operator to provide demand-response 
JARC transportation during hours not 
operated directly by Bay Metro Transit.  
Because these services are needed at very 
specific times for a limited number of 
individuals (e.g., upon completion of a 
person’s evening work shift at a fast-food 
restaurant), the service is provided on a 
demand-response basis.  The cost of the 
contract is on a per-trip basis, so Bay Metro 
Transit only pays for individual rides 
without the need to keep a driver and 
vehicle in service at other times. 
 
Bay Metro Transit screens JARC customers 
for eligibility:  they must be employed  and 
intend to only be using the JARC service to 
get to and from work.  (Bay Metro Transit 
requests permission to contact the 
customer’s employer and calls to verify 
employment.)  Once determined eligible, 
customers schedule their own service 
directly with the private operator.    The 
private operator then bills Bay Metro 
Transit for each ride provided. 
 
Note that Bay Metro Transit also 
administers a coordinated contract for 
Specialized Services human service 

transportation. This best practice is 
described separately. 
 
CONDITIONS THAT PROMPTED THE 

STRATEGY: 
 
Bay Metro Transit has been contracting 
services to private providers for more than 
23 years.  Bay Metro Transit’s regular 

AGENCY PROFILE 
 
Organization Type:  Transportation Authority 
 
Service Area:  Bay County, Michigan, along the 
Saginaw Bay on Lake Huron - 447 sq. mi., est. 
population: 110,000.  Includes Bay City urbanized 
area 
 
Resources: 

 Fleet size: 65 vehicles 

 Staff size: 95 full-time/10 part-time 

 FY 2012 Operating Budget:  approx. $8 million 
 
Service Summary: 

 Modes Operated: fixed-route and demand-
response (dial-a-ride) 

 Days and Hours of Service: Monday-Friday 
approx. 6:30 a.m. - 6:30 p.m., Saturday 9:00 a.m. – 
6:00 p.m. 

 General Public Cash Fare: $1.00 fixed-
route/$3.00 demand-response 

 Passenger Trips/Year:  586,000 
 
Contact: 
Eric Sprague 
Assistant General Manager 
Bay Metro Transit 
1510 N. Johnson Street 
Bay City, MI 48708 
(989) 894-2900 x1225 
http://www.baymetro.com  

Private Sector 
Strategies 
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service operates approximately 6:30 a.m. to 
6:30 p.m. weekdays and 9:00 a.m. to 6:00 
p.m. on Saturdays.  There was a need for 
evening and additional weekend service to 
enable job-seekers to get to and from jobs 
(such as restaurant shifts) when Bay Metro 
Transit was not operating, with a limited 
amount of JARC funding available for the 
service. 
 
RESULTS OF THE STRATEGY:  
 
Contracting for after-hours JARC services 
saves Bay Metro Transit nearly $440,000 per 
year providing 11,000 passenger trips.   
 
The private operator is available to provide 
service after regular Bay Metro Transit 
service hours with only incremental costs at 
a much lower rate than if Bay Metro were 
to operate the service in-house with 
additional drivers, vehicles on the road, 
and expanded hours of operation.  
 
METHODS USED TO DOCUMENT RESULTS: 
 

 In 2010, the contracted per-passenger 
cost was about $14.00, for an annual 
total of approximately $145,000.  Bay 
Metro Transit’s cost to extend its 
operating hours to provide in-house 
service would cost about $40.00 per 
passenger trip, for an annual total of 
approximately $440,000.   

 Under previous contracts with other 
private providers, compliance with 
FTA Drug and Alcohol Program 
requirements was problematic.   The 
current contractor has been found by 
FTA to be in compliance as part of 
FTA Triennial and Drug and Alcohol 
Reviews. 

 

KEY FACTORS FOR SUCCESS: 
 

 The availability of a private operator  
to provide the service and comply 
with FTA drug and alcohol program 
requirements.   

 The demand for service has not 
exceeded the available funding.  This 
is due in part to eligibility limitations 
(i.e., only employed persons 
traveling to and from work are 
eligible to use the service) as well as 
limited marketing of the service 
(primarily word-of-mouth to date). 

CHALLENGES: 
 

 Finding a responsive private 
contractor may be a challenge in 
other communities, particularly with 
regards to transporting people with 
disabilities and complying with FTA 
drug and alcohol program 
requirements, driver background 
checks, etc. 

 
 

 
IMPLEMENTATION GUIDE 
 

RECOMMENDED FOR: 

 Travel needs with limited demand (such as JARC employment transportation, with 
specific eligibility restrictions) 
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 After-hours service 
 Overflow demand-response service during peak hours 

 

RECOMMENDED ELEMENTS FOR SUCCESS: 

 At least one reliable private operator willing to comply with FTA and State contract 
requirements (including drug and alcohol program) 

 A sound procurement process 
 Oversight of the contractor 
 Screening of eligible riders 
 Close monitoring of contract budget 

o check to see that only eligible individuals are transported for eligible trip purposes 
 

METHODS FOR MEASURING SUCCESS: 

 Determine per-trip costs of in-house operations and compare to contract unit costs. 
 Multiply difference between in-house and contracted unit costs by total annual trips to 

determine annual savings 
 Monitor (and resolve) any complaints against contractor 

 

IMPLEMENTATION TOOLS: 

 Sample contract  

 
















