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Improving Services for Sausalito and Bike Visitors
Coordination to Reduce Congestion

Background: The City of Sausalito currently has an opportunity to materially reduce congestion and improve safety in the
downtown resulting from large number of bike visitors who arrive in Sausalito during the warm weather months and
wish to return to San Francisco via ferry between 4 and 8pm Thursday-Sunday (“Peak Times”). During these Peak Times
bike visitors regularly wait for over two hours to board a ferry. From 4-8pm on these days there are eight scheduled
ferries each of which has a maximum capacity between 50 and 150 bikes. Regularly however these ferries do not load
bikes to their capacity from Sausalito for reasons discussed below. But even IF all eight ferries boarded average capacity
of 100 bikes/ferry the demand for bike boarding would materially exceed ferry capacity,(8 ferries x 100 bikes/ferry =
1,000 bikes) because the volume of bike visitors during this period regularly approaches:2,000.

These long wait times at peak times during warm weather months results in daily congestion of the streets, sidewalks
and parks in Sausalito adjacent to El Portal and Tracy Way. Bike visitors are not surprisingly disappointed, frustrated and
angry. The embedded image of this bike visitor congestion is not an exception; it'is the rule!

Ferry capacity, while increased recently during warm weather months, is far below bike visitor demands during Peak
Times as noted above. Adding to the challenge is the fact that ferries can, and do, regularly break down, run behind
schedule, or board few, and at.times no, bikes in an effort to get back on schedule when running late. Inadequate ferry
capacity during Peak Times results from a combination of:
1. Inadequate overallferry capacity
2. Inconsistent/ferryicapacity as a result of:

a. Mechanical failure

b./ Pre-boarding of bikes on ferries coming from Tiburon thereby reducing capacity for boarding bikes in

Sausalito

c. Ferries running behind schedule and therefore leaving Sausalito before maximizing bike boarding

3. Inefficient boarding when inexperience bike visitors, navigating the ferry corridors and bike racks, wrestle
with heavy rental bikes- and at times tandem bikes and bikes with child trailers

Communication with ferry operators is also a challenge because Ambassadors, Ferry-trained queuing staff and Sausalito
city staff working to help manage bike visitor crowds are generally unaware of daily changes to ferry capacity or
schedules. Also of note, while the ferry terminal in Sausalito is inadequate in several obvious ways, THE rate limiting step
for ferry boarding of bikes is found NOT on the ferry terminal, but at the door to the ferry when weary bike visitors, with
little assistance from ferry staff, must navigate the corridors, bulkheads and tight bike parking found on aging ferries that
were NOT designed to accommodate large numbers of bikes.

To address the large and growing issues related to Peak Time bike ferry boarding a pilot program is being proposed that
will focus on improving services for the city and the bike visitors both in Sausalito and during the boarding process. Key

1 Bikes boarded per day are calculated by using the current bike boarding system which boards bike visitors in groups of 100. On busy days over 3,000
bikes are boarded
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elements are as follows:
A 2016 pilot of Peak Time Bike Boarding Fees will begin to underwrite improved services for Sausalito and its bike visitors
to alleviate the current massive congestion and long wait-times for ferry boarding of bikes
a. $2/bike
b. Applicable for bike boarding from 4-8pm Thurs-Sun June 1 through Sept 1
c. No fee for Clipper Card holders or residents of Marin
Note: This is NOT a bike ferry fee but rather a bike boarding fee focused directly at the unique problems in
Sausalito where bike boarding is the rate limiting step that is impacting the downtown, our bike visitors
and ferry services to Sausalito.
2. Improved services to be provided using fees generated by the proposed boarding fee would include:
a. Additional staff to assist bikes waiting and queuing for ferry on Sausalito ferries.
b. Additional and adequate free parking for all bike visitors to Sausalito in reasonable proximity to the
ferry terminal
i. Increase capacity and signage as well as organization
c. One-stop shopping consolidation of bike visitor services so visitors can get Valet tickets, ferry queuing
cards and ferry tickets all from one location
i. Currently this takes three separate trips each one block long
d. Changes to existing Sausalito Bike Parking ordinance to focus hours/days of enforcement to peak

shops during non-peak times
e. Re-installing bike loops in the center of Sausalito, and adding additional bike loops in downtown area,
but having the loops covered with canvas during peak times to avoid sidewalk congestion
i. Ambassadors to apply and remove canvas covers
f. Additional/improved signage directing bike visitors to free and Valet parking
Free bike on Tracy Way during times of peak congestion (5pm to 8pm) for all bikes
Consolidation of all Ambassador and Ferry Queuing staff under single management with on-site
manager(s)
i. Material increase in ferry bike boarding capacity
i. Increased ferries
1. Existing ferry services vs new vendor which may include a peak-time ferry vendor
ii. Increased capacity/ferry
1. More staff dedicated to expediting bike embarkation and disembarkation and
managing placement of bikes on racks for maximum bike carrying capacity per ferry
trip
iii. Daily per/ferry bike counts and times to be collected by Ambassadors and compared against
counts taken by ferry providers for maximum data collection and accuracy.
j.  Sale of Bike Valet and ferry tickets, including Peak Time fees, by Ambassadors
i. Ambassadors would pre-purchase or otherwise make available ferry tickets and resell them to

bike visitors in order to help eliminate the current bike visitor congestion and confusion

related to the existing ferry ticket machine logistics.
3. Data Collection and Reporting:
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Bike ferry boarding will be monitored and documented by Ambassadors before and after the
commencement of the pilot
City staff, Ferry staff and PBAC will collaborate to determine additional statistics to be collected
Existing video cameras will have sample footage archived to look at pre- and post pilot congestion at
El Portal/Tracy Way
Data will be collected and recorded to include:
i. Total number of bike visitors/day
ii. Bike visitors remaining in Sausalito vs riding straight through
iii. Other counts as defined by PBAC or council
An annual survey of bike visitors will be conducted and recorded to include:
i. Visitor experience/assessment of bike trip to Sausalito including ferry access
ii. Visitor demographics, home, etc. as per 2014 PBAC survey
iii. Visitor costs including bike rental, ferry tickets, spending in Sausalito

Confidential document subject to non-disclosure agreement



