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SUBJECT:  Automated Driving Systems (ADS) Pilot – Year-End Report 
 

 
Background: 
In 2019, the Contra Costa Transportation Authority (CCTA) was awarded a $7.5 million grant from the 
United States Department of Transportation (USDOT) to be used for the development and 
demonstration of Automated Driving System (ADS) technology in Contra Costa County, and to gather 
telemetry data from the autonomous vehicle (AV) and smart-road systems involved. The CCTA program 
includes three projects: an autonomous shuttle demonstration in Rossmoor, an on-demand, wheelchair 
accessible AV shuttle in Martinez for transportation-challenged outpatients of the County hospital, and 
installation and testing of smart road technology on the I-680 corridor. 
 
County Connection was identified in CCTA’s grant application as the operator of the “County Hospital 
Accessible Transportation Demonstration project in Martinez.” While originally envisioned as a service 
to help certain patients reach their outpatient appointments at the County hospital, the switch during 
the COVID-19 pandemic to virtual appointments for many among the target population largely 
eliminated the need for supplemental transportation service. Working with the Contra Costa Health 
department, a new use-case was identified for the Martinez pilot – to help some of the same 
transportation-challenged hospital outpatients access medication and nutrition resources in between 
their medical appointments. 
 
In July 2023, CCTA entered into an agreement (Project Agreement) with May Mobility, Inc. to provide 
the vehicles and AV technology for the Martinez pilot. Per the project agreement between CCTA and 
May Mobility, County Connection was designated as providing the autonomous vehicle operators (AVOs) 
for the project. In May 2024, following several months of discussions, staff were able to execute a three-
party memorandum of understanding (MOU) with CCTA and May Mobility outlining roles and 
responsibilities, as well as the actual scope of services to be provided by the program. Under the MOU, 
County Connection provides all AVOs for the project through our paratransit operations and 
maintenance contract with Transdev, with the first three AVOs funded by County Connection, and CCTA 
providing reimbursement for any additional AVOs. The AVOs are all Transdev employees and members 
of the Amalgamated Transit Union (ATU). Although originally scheduled to coincide with the start of the 
Fiscal Year on July 1, 2024 the actual commencement of pilot operations was delayed until September 
16, 2024. 
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Year 1 – Operations Update: 
The Martinez AV pilot consists of a daytime component designed to help passengers obtain access from 
the Contra Costa Regional Medical Center to nutrition and medication resources, an evening component 
that provides point to point service open to the general public, and operates within the service area 
shown in Attachment 2. Prior to August 2025, the hospital component’s service hours were from 2:00 
PM – 6:00PM. This service recently expanded to include daytime hours from 8:30 AM to 6:00 PM. The 
evening component continues to operate between 6:00 PM and 9:30 PM. Service is available Monday 
through Friday. 
 
The Martinez pilot provided service without serious incident from mid-September 2024 until mid-
January 2025. On January 14, one of the pilot vehicles was involved in a minor accident, while on-route 
and traveling in autonomous mode. Fortunately, damage to both vehicles was minor, and there were no 
serious injuries. However, the accident did highlight certain deficiencies in the insurance coverage and 
provisions in place for the pilot project. Per the project agreement between May Mobility and CCTA, 
May Mobility provides the necessary insurance. However, upon review following the accident, 
Transdev’s Legal and Risk Management teams determined that the project overall was significantly 
underinsured, and that the gaps in coverage could expose CCTA, County Connection, Transdev, and the 
AVOs personally to substantial liability. Based on that risk, the AVOs were removed from service on 
January 28, effectively suspending pilot operations pending resolution of the liability issues. Although 
the service suspension was initially anticipated to last only a few days, it took over two months for May 
Mobility to sign an agreement with Transdev, and for Transdev to procure the needed excess-liability 
insurance from a firm in London. Service began again on April 4, 2025, after a hiatus of approximately 
ten weeks. 
 
System Performance: 
Between September 16, 2024, and June 30, 2025, the Martinez pilot transported 311 total riders. During 
the same period, County Connection provided just over 5,800 AVO labor hours – resulting in an 
estimated productivity of around 0.05 passengers per hour (PPH), or one passenger per 19.4 AVO hours 
as shown in Attachment 1. In July 2025, the pilot transported 103 riders in an estimated 528 AVO hours, 
resulting in a projected productivity of 0.2 PPH, or about one passenger every 4.7 hours. Between August 
1 and 26, 2025, the pilot transported 107 riders in an estimated 720 AVO hours, resulting in a projected 
productivity of 0.15 PPH or about one passengers every 6.7 hours, as shown in Attachment 1.  
 
These estimates are generally consistent with anecdotal reports from the AVOs themselves of one or 
two riders per a typical eight-hour shift. The decline in calculated productivity from July to August is likely 
due to an increase in service hours from August 11 onwards, when the start time of the hospital service 
was changed from 2:00 PM to 8:30 AM, with the intent of better serving the hospital outpatients as 
described in CCTA’s grant application. Staff anticipate that the productivity will improve as riders become 
accustomed to the new schedule and begin using the service more during the earlier daytime hours. 
 
Lessons Learned and Next Steps: 
The Martinez ADS pilot has been a valuable learning experience for all concerned, if not entirely 

successful by traditional transit performance standards, and has enabled CCTA and May Mobility to 

gather significant AV telemetry, which will be used to further the development of AV technology. 
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Due to the nature of the project and the unchartered territory around automated technology, labor’s 

role, a pandemic, and the other unforeseen challenges, such as insurance coverages, new types of 

relationships and agreements were developed.  

 

This delay in reaching an agreement on partner roles and responsibilities, program funding, and the 

scope of the pilot project itself resulted in a drastically constrained planning and implementation 

timeline for the design and scheduling of the pilot the service, recruitment, and training of AVOs, and 

development of the needed contract amendment between County Connection and Transdev to cover 

the AVOs. 

 

While the ADS pilot has encountered its share of challenges, some bright spots also stand out, 

particularly the contributions of the AVOs individually, as well as the ATU institutionally. The Martinez 

ADS pilot remains the only AV project in the US using organized labor in the AVO role. 

 

While there will be a role for AV technology in the future of public transit, what that role will be is still 

largely hypothetical. Similarly, while the emergence of AVs is likely to redefine organized labor’s 

traditional roles in transit operations, experience with the Martinez ADS project clearly demonstrates 

that the need for well qualified human personnel onboard public transit vehicles will persist for the 

foreseeable future. 

 
Financial Implications: 
Total costs for the Martinez pilot project were originally projected at just over $2.7 million, including 
approximately $500,000 for County Connection’s in-kind contribution in the form three full-time AVO 
positions for one year. In FY2025, County Connection paid out just under $220,000 for AVO labor hours, 
of which approximately $96,000 is reimbursable by CCTA. Considering the lower-than-expected actual 
costs as well as the missed operating time from the delayed start of operations and the hiatus during 
February and March, the term of the project has been extended through the end of December 2025. 
Project costs through the end of the calendar year are still expected to come in below initial projections 
and have been included in the FY2026 budget. 
 
Recommendation: 
None. Information Only. 
 
Action Requested: 
None. Information Only. 
 
Attachments: 
Attachment 1: Martinez ADS Pilot Performance & Financial Metrics 
Attachment 2: Martinez ADS Pilot Service Area Map 
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Attachment 1: Martinez ADS Pilot Performance & Financial Metrics 
 
FY25 – Year-End Metrics 

FY25 AVOs Passengers AVO Hours CCCTA Cost Cost/Passenger PPH Hrs./Passenger 

Jul 3 
N/A 

35.67 $1,297.67 
AVO Training Hours Only 

Aug 6 99.26 $3,611.08 

Sep 5 12 540.50 $19,663.39 $1,638.62 0.02 45.0 

Oct 5 41 850.22 $30,935.55 $754.53 0.05 20.7 

Nov 5 50 843.30 $30,699.27 $613.99 0.06 16.9 

Dec 5 54 834.01 $30,367.48 $562.36 0.06 15.4 

Jan 5 34 847.31 $30,836.42 $906.95 0.04 24.9 

Feb 5 
N/A – Pilot Service Suspended due to Insurance Coverage Issues 

Mar 5 

Apr 4 19 624.00 $22,752.42 $1,197.50 0.03 32.8 

May 4 21 681.18 $24,794.97 $1,180.71 0.03 32.4 

Jun 5 80 674.83 $24,640.36 $308.00 0.12 8.4 

Total 
 

311 6,030.28 $219,598.61 $706.10 0.05 19.4 

 
FY26 - PROJECTED July & August Metrics 

FY26 Svc. Days Passengers 
Est. 
Hours Est. Cost Est. Cost/Pass. Est. PPH 

Est 
Hrs./Pass. 

Jul 22 103 528 $19,224.97 $186.65 0.20 4.7 

Aug 18 107 720 $26,215.87 $245.01 0.15 6.7 
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Attachment 2: Martinez ADS Pilot Service Area Map 
 

 


